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Best Practices \

How would You Rank Your
Organization’s DNA?




Focus on collaboration & advancing strategic partnerships
Showing alignment around common Vision & Attitude
Unify Delivery Systems (eliminate silos)

Embrace Innovation-Based Economic Development
Engage Private Sector Leadership

Educate stakeholders on the purpose and value of org.

BEST PRACTICES




Employ Asset-Based Strategies — Unique assets/networks
Strengthen the talent pool

Supports entrepreneurs and small-business owners

High focus on communication/story telling

BEST PRACTICES




» A clear vision that is broadly held throughout the
organization

» A mission statement that captures the purpose of the
EDO & its core values

» A written strategic plan that guides the long-term
performance of the EDO.

Foundation Characteristics

X
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» Excellence in managing the organization’s operations,
with performance measures that show it.

» A customer & stakeholder perspective in all things!
(operations, budgeting, reporting, and planning)

» Communications system that breaks down silos and
encourages teamwork

» Learning & sharing knowledge within the organization,
and adapting to change

Foundation
Characteristics

Wisconsin EDI’IDrTIiE Development Associa lation



Mediocracy- occurs when
we all quit striving for
Excellence.

WEDA
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Economic development is the intentional practice of improving
an area’s economic well-being and quality of life. It includes a
broad-range of activities to attract, create, inspire, and retain
talent (jobs), and to foster a resilient, pro-growth tax base and
an inclusive economy. The practice of economic development
comprises of a collaborative effort involving industry,
government and myriad community stakeholders

What is ED




Economic developers are professional practitioners of economic
development. They live by a code of ethics, have profession-
specific education and training, and work towards professional
certification. With varying backgrounds and specializations,
economic developers frequently provide both leadership in
policymaking, as well as administering policies, programs and
projects in support of economic development.

Who Does ED




Resourceful
Project management (multi-tasking)
Willingness to learn diverse topics
Ability to

1. Provide leadership in policy making
2. Administer policy, programs, projects

CORE SKILLS of
The person



Coach & Advisor
Strategic Thinker
Leadership/Vision
Problem Solver

The CORE




> An a IySt‘Understands the strengths and weaknesses as well as the advantages of

local economy. Provides quantitative and qualitative info.

> Cata IyStS‘Provides imagination, incentives, enthusiasm, excitement to support

programs.

> G a p Fl I Ie r‘Provide assistance where the markets, stakeholders, or institutions

can not.

> Ad VOcatE‘Speak out for the well being of the community advocating for the

organization and its plan. T




How your job description How you actually spend your Achievable
wants you to spend time? time? Execution

1. Analyst

2. Catalysts

3. Gap Filler

4. Advocate
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TYPES OF EDQO’s,
AND their

structure do have
an Impact

No Joke...tell me
about it!

WEDA
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Public Economic Development Organization
* Local Governments
* Regional Plan Commissions
e State Economic Development Groups
* Development Authorities
Special Assessment Districts

TYPES OF EDO's



Public/Private Organizations
* Policy Planning Organizations
* Implementation Organizations

TYPES OF EDO's




Private Economic Development Organizations
* Nonprofit EDO & Chambers of Commerce
e Community Development Corporations
* Community Development Financial Institutions

TYPES OF EDO's




LEGAL STATUS

The government is not a nonprofit organization, it is'a sovereign entity that
has operating authority over all formally chartered and informal
organizations in the land over which it reigns.

A nonprofit organization is not a sovereign entity. It can only operate in
compliance with the regulations set forth by the government....it must
follow state and federal laws and rules. A nonprofit can only operate with
the permission of the government.

All for-profit organizations and nonprofits are required to receive
permission, called operating authority, from the government through the

process of incorporation. &
WEDA
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LEGAL STATUS 501

U.S. Code § 501 - Exemption from tax on corporations, certain tH etc.

(c) LiST OF EXEMPT ORGANIZATIONS The following organizations are referred to in subsection (a) of
501:

1. Corporations Organized Under Act of Congress, including Federal Credit Unions and National
Farm Loan Associations

2. Title-holding Corporations for Exempt Organizations

3. Religious, Educational, Charitable, Scientific, Literary, Testing for Public Safety, to Foster
National or International Amateur Sports Competition, or Prevention of Cruelty to Children or
Animals Organizations

4. Civic Leagues, Social Welfare Organizations, and Local Associations of Employees

5. Labor, Agricultural and Horticultural Organizations

6

/-

Business Leagues, Chambers of Commerce, Real Estate Boards
29. etc.

X
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https://en.wikipedia.org/wiki/Federal_Credit_Union_Act
https://en.wikipedia.org/wiki/National_Farm_Loan_Associations
https://en.wikipedia.org/wiki/National_Farm_Loan_Associations

Public EDO

» Advantages
Financing mechanisms (TIF, BID, MUD, PUD)

Direct access to funding

Municipal powers

Access other departments
Creation of taxing districts
Land Ownership




Public EDO

Wisconsin c{:mumir; Development Associa lation

» Disadvantages
Bound by political boundary hence limits influencC®

No private sector participation

Public EDOs face municipal debt limitations, which restrict economic
development finance.

Public EDOs are often prohibited from lending money directly to the
private sector, and often cannot participate in profit-making ventures.

The turnover of elected officials can cause inconsistent economic
development policies.

The commitment by city officials to economic development efforts may
vary.

Private organizations often mistrust government activities.

Public disclosure laws (Open Records)



Public EDO

» Examples
Local Governments

Regular local government departments

Part of the one or more local departments

Part of the local government manager or mayor’s office
4A Or 4B-Organiuzation-(i.e., Texas)

Improvement District, Commissions, Authorities Regional
Planning (COGOG’s)

\
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PUBLIC

NOTICE

Wisconsin EDI‘leii‘: Development Association

WISCONSIN vs. BEAVER DAM AREA
DEVELOPMENT CORP.
Office Location
Staffing
Funding
Clerical/Office Support
RLF Program Admin
Clients/Service Area
Marketing & Promotion
Which Group Controls Organization/Make Up of BOD
RESULT: Determination requires a case-by-case analysis of EDO




Private
Organization

Operations

D elopment Associatio

» Examples
Industrial Foundations

Usually acquires and develops real estate for the
recruitment and retention of industrial or corporate facilities

Profits from land sales primary revenue

Abilene Industrial Foundation, Boyle County Industrial
Foundation (BCIF), Inc, Gilman Industrial Foundation (WI)

are examples. Over 1,000 of these type EDO’s




Private
Organization

Operations

D elopment Associatio

Chamber of Commerce

Although mission statements may differ slightly the general purpose of
each (Wisconsin) Chamber of Commerce is to assist small businesses
and enhance economic growth of the surrounding area. Chambers of
Commerce provide local businesses with an opportunity to network
with other businesses in the area by working together and
coordinating events. Primary funded by membership dues and
sponsorship events. Some have EDO, Visitor Center, Convention Center

Functions.

A chamber of commerce is an organization of business operating as a
501(c)6 organization. Chambers of commerce seek to further their
collective business interests while advancing the economic well-being
of their community, region, state, or nation. Over 4,000 of them. While
a chamber of commerce works with the government, it is not a

government entity.



Private
Organization

Operations

Wisconsin Economic Development Association

» Examples
Economic Development Corporations (Over 5,000)

“Can be both membership/investor driven or 501 IRS
Guidelines

» Advantages
Private sector partners

Fees for service
Intermediary to gov't
Fundraising for program flexibility
Quick decisions
Confidentiality
oSome can receive federal funds



Private
Organization

Operations

D elopment Associatio

» Disadvantages
Lacks public powers
May lack public sector support

Focus on fundraising may shift time away
from mission

In summary, most derive their financial support from
nongovernment sources and are primarily private
sector driven.




Public/Private

X
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Organization

A hybrid of the Private and Public Sector models. Funding from both sectors and
policy direction from both as well. Confidentiality when dealing with competitive
projects is a sacred principal in ED. The Public/Private model leads to a
confidential in the know.
» Advantages
Broader expertise
Fewer political constraints
Access to public resources
Flexible service area
Ability to invest in ventures
Fees for service models Professional Service Contracts
» Disadvantages
Less accountability than public entities
Transparency — real or perceived



X
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Public/Private

Organization

Many State EDQO’s - Enterprise Florida, Inc., Indiana Economic Development Corporation, Kansas,
Inc., Michigan Economic Development Corporation, Team Pennsylvania Foundation, Rhode
Island Policy Council, Virginia Economic Development Partnership Authority, Wyoming Business
Council, and Wisconsin Economic Development Corp are this hybrid of a Public/Private



Community Strategic Plan-

SWOT Analysis or OTSW Analysis-assists with organizational development
DNA or Vitality Index

Know How/ Focus/ Resources

Rethinking creates new options
Before creating a new entity, consider whether you can partner with an existing
entity

*Can adjustments of Articles of Incorporation, By-Laws make it easier-more

effective?
Choosing the right structure can determine its success in
partnerships/participation.
» Consider dissolving/ reduce confusion with partners/community

& Creating an EDO

WEDA
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Given the tremendous responsibility and decision-making power of an
EDO board, and the length of most board members’ tenures, making sure
organizations have the right composition of leaders on the board is

to the success of the EDO.

»6 factors affecting BOD composition-

-equitable geographic/demographic representation
-expertise

-link to constituencies

-community leadership

-common values

\ Make-Up of
\ Board of Directors



Recommend qualified individuals to serve on the board by outlining to
the (a) nominating committee what the person would bring to the table.

Have potential board members serve on a committee before being
elected to the full board in order to better ascertain their compatibility
with the organization and provide them with more experience before
joining the board

Look in nontraditional places for potential board members such as
colleges, social media networking sites, the organization’s client base,
etc.

Develop networks of diverse people and organizations that share
similar values on the importance of the mission and use these networks
to identify potential board members.




Board Meetings- State laws require meetings. Best practice is no
less than 4 meetings a year. Balance their time, do not

monopolize it. Must have an annual meeting/organizational
meeting.

Board Management Best Practices:
Attendance policy for BOD and Committee meetings
Come prepared for all meetings
Actively participate
Speak on behalf of the EDO once a quarter

Create a strong partnership with CEO
Board Ethics

Conflict of Interest
Confidentiality

Board Record Keeping

Board of Director Job Descriptions




» Policies help the EDO with:

Outcome-based management and performance

Managing conflict and developing a statement of ethics
Understanding and evaluating the EDOs core competencies

Serving the customer and measuring customer satisfaction

Improving knowledge management and internal processes

Team building, determining hiring needs, and managing budgets
Leveraging existing resources and working with regional organizations
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List a few of the
Core Values that
you believe is
needed for an
economic
development
organization to be
led effectively.

Jim Collins, in his book Good to
Great said it “..Don’t really know
where we should take this bus.
But | know this much: If we get
the right people on the bus, the
right people in the right seats,
and the wrong people off the
bus, then we'll figure out how to
take it someplace GREAT!”
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Financial Management

» Major EDO Management Plans/Policy
* Budget/Audit

* Board Management

* Strategic Plan Management Plans

e Committee Work Plans

* Program Management Plan
* Office Procedures

e Ethics/Conflict of Interest

* Personnel Handbook







MEASURE

BENEFITS

»WHY MEASURE EDO

Ensures time is spent on high-value activities

* Builds momentum and buy-in from EDO
stakeholders

* Assess the effectiveness of EDO program or project
* Supports evidence-based decision-making

* Are projects scalable to the size EDO, program or
project

Wisconsin Economic Development Association



MEASURE

BENEFITS

Economic Development Professionals are expected to track and
report on metrics. This can be challenging with limited resources

or capacity is limited.

Performance measurement is a systematic approach used to
assess the efficiency and effectiveness of EDO programs or
projects, to monitor whether they are ‘on track’ in achieving
desired goals, and to clearly demonstrate the value of EDO

efforts.

Wisconsin Economic Development Association



»For EDQO’s, there are set standard Key Performance
Indicators (KPI’s):

Unemployment

EDO
KPI’s

Jobs created

Patents filed

New businesses created (started)

Number of jobs

Property tax base values
Construction value

Indirect employment & wage impact
Sales tax impact

Payroll

Governmental receipts related to projects

A
»KPI’s must be: Replicable, Measurable, and Useful. WEDA
> Name OtherS? Wisconsin Economic Development Association



EDO
KPI’s

Replicable: EDO performance indicators must be things that
organization expects to happen, with relative frequency, during
a given point In time

Measurable: An EDO must be able to track metrics. Must be
able to collect the data on any key performance indicator that
is used. Don’t choose an indicator that is impossible to collect
the data or so expensive. It's not a truly measurable indicator if

one can not collect the data.
N
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EDO
KPI’s

Useful: Stakeholders must care about the information collected.
There is a finite amount of KPI’'s that can be accurately tracked.

The first step in any EDO KPI development program is collecting
input from the Board of Directors. Concentrate on answering two
major questions:
1.What is currently being measured and is it effective,
understandable, and relevant?
2.What are some suggested metrics? &

WEDA

Wisconsin Economic Development Association

Source: https://kpi.or



https://kpi.org/

EDO

KPI’s

Remember its not just about the KPIs

Do not miss the point, do not think the measurement process
begins and ends with the KPIs themselves. Many EDO’s simply
trying to meet a reporting requirement or prepare for an important
meeting. KPIs done right provide evidence to inform strategic
decisions and enable EDO continuous improvement.

The best KPIs in the world won’t help if they are designed to
measure a poor ED strategy.
X
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Create some key performance indicators
for your organization to propose to your
board. How would you go about choosing
these indicators?

Wisconsin r:{::ncnmir; Development Association



Stakeholder

Partnerships
I\



Partnerships VWE

conomic Development Association




ED Partnerships

 Process Chart - identity roles of each partner in process

* Memorandums of Understanding - In Writing

» Code of Conduct/cthics




ED Stakeholders

Public/private non-profits
Chambers of Commerce
| ocal governments

Regional Planning Agencies
State governments

Port authorities
Redevelopment corporations

Utilities

Certified Development Corporations
Educational Institutions

Workforce Development Agencies

Small Business Development Centers & Incubators
Others?



Stakeholders
Interest

» Stakeholders are those who may be affected by or
have an effect on an EDO effort.

» They may also include those interested in
financial, academic, political, or philosophical
reasons.

» Divided into primary, secondary, and key
stakeholders.

» Their interests depend on how they affect or are
affected by the economic development effort, and
usually span a broad range of categories.

Wisconsin Economic Develt}ﬂmem Associa lation




Stakeholders
Interest

D elopment Associatio

ldentify and analyze stakeholders because:

>
>

V V V

It puts more ideas on the table.

It gains buy-in and support for the effort from all
stakeholders.

It’s fair to everyone.

It saves from being blindsided by concerns
organization didn’t know about.

It strengthens your position if there’s opposition.
It increases the credibility of EDO.

It increases the chances for the success of the effort.



X
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Stakeholders

Primary stakeholders:
Beneficiaries or targets of the ED effort.

Secondary stakeholders:
Those directly involved with or responsible for beneficiaries or targets of the
ED Effort. Those whose jobs or lives might be affected by the process or
results of the ED effort.

Key stakeholders:
Government officials and policy makers.
Those who can influence others.
Those with an interest in the outcome of an ED effort

Stakeholders and their interests should be identified ,involved, and addressed
as early in the process of the development of the ED effort as possible.



KEEPING
RULES

&

Wisconsin EDI‘IDmiE Development Associa lation

Treat them with respect.

Maintain their enthusiasm with praise, celebrations, small tokens
of appreciation, and continual reminders of the effort’s
accomplishments.

Engage them in decision-making.

Employ them in the conception, planning, implementation, and
evaluation of the effort from its beginning.

Evaluate what could have done to better identify a TEAM for the
next ED Project.

Maintain TEAM’s and supporters’ motivation, keep them informed,
and continue to find meaningful ED work for them to do.



Stakeholder

High
influence,
low interest

(Latents)

Low
influence,
low interest

(Apathetics)

Mapping

High
influence,
high interest

(Promoters)

X
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Stakeholder
Mapping

» Promoters have both great interest in the ED effort and
the power to help make it successful (or to derail it).

» Defenders have a vested interest and can voice their
support in the community but have little actual power
to influence the ED effort in any way.

» Latent have no particular interest or involvement in
the ED effort but have the power to influence it greatly
if they become interested.

» Apathetic have little interest and little power and may

not even know the ED effort exists.



Using Al to Manage
and Elevate your EDO




Why Al?

What is Al?

* Machine learning: finds patterns in data

 Natural language processing: understands and generates human
language

 Generative Al: creates content, forecasts, and simulations

Why Al?

 Competitive edge for early adopters in economic development
* |Increased efficiency, data-driven decisions, and better outcomes



|
Al use areas for

EDOs

Business Attraction and Retention
Marketing & Communications
Workforce Development

Site Selection Support

Reporting & Analytics



|
Ethics, Trust, &

Governance

Bias

Data Privacy

Human Oversight and Transparency
Creativity and Ownership

Setting Al use policies in your organization



Getting Started with
Al

Staff training

Prompt Engineering: how to talk to Al to get
the result you want

Quick wins: writing support, data summaries,
social media content

Create an Al friendly workplace
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Working with
Press/Media

Types of Communication (Pro-Active)

PSA (Public Service Announcements)

Press Releases

Media Advisories

Prepared Statements
Social Media Posts

Types of Communication (Reactive)
Crisis
Follow Up
Feature Story
Expert/Witness




Working with
> Public Service Announcement Press/Media

Broadcast media (radio & TV)
Print media (community calendars can do on-line)
Geared to timely ED announcement or ED programs
Should specify time frame (Should not be too time sensitive)
Distributed 2 - 4 weeks in advance of desired publication
» Media Advisories
Invited media EDO desires at Press Conference or other “media event”
Always address the Who, What, When, Where, and Why
Make certain to provide contact name(s), email, phone number(s), and photo.
DON’T CALL a press conference every time- media burn-out!
» Prepared Statements
Distributed in lieu of press conference
Provide specifics (facts) that EDO needs released to the public
Attribute statement to someone from the EDO Organization




PRESS RELEASE

» |s your media list current?

» One page!

> Is it news?

» Date the release

» Use headline to summarize

» Remember basics

» Check grammar, spelling and accuracy

» Provide a contact “name”, “email” and “number”
» Don’t overwrite



Be Cautious of Traps

PRESS TRAPS

Going “off the record”
Repeating Negative Words
Don’t Give Personal Opinions
Blind Sources

Bluffing

Saying “No Comment”
Saying “l suppose” or other speculation.. Absolutely

Always

Concentrate!

Smile

Bridge to ED Organizational Points vs Pivot
Use Layman’s terms



Seven Interview Sins

You could shoot to fame for all the wrong reasons if a bad media

Interview ignites and goes viral. Most likely to be given media time and

attention during a crisis or controversy. At best, a bad media interview

is a wasted opportunity to spread your EDO’s message and raise its

profile :
1. You don’t answer the question

. You bad-mouth others

. You are not prepared for negative questions

. You don’t correct mistakes

. You have no proof, no story

. You speak using too much jargon

. You have no purpose or reason

N OVWITLSHSWN



Is Your Story
Newsworthy

» PROXIMITY: Location matters. A local story angle ismore impactful than one
in another city, state or country.

» TIMELINESS: The more recent the news, the more likely it will be of interest
to readers.

» PROMINENCE: If your story can be tied to a well-known person, place or
event, that makes for a strong angle.

» IMPACT: The more people impacted by your story, the more newsworthy it
will be.

» ODDITY: Consider whether there is anything unusual, shocking or bizarre
about your story.

» RELEVANCE: A story angle that involves a hot issue or trend will be more
newsworthy

» CONFLICT: If there is conflict in your story, that will add more interest for
readers
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WRAP UP ?'S

Charlie Walker

ccedc@chippewa-wi.com
715-723-7150
@ Chippewa-wi.com

Jamie Zastrow

jamie@progresslakeshore.org
920-482-0540

@ Progresslakeshore.org
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