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SUMMARY INDEX OF
CITY OF SANTAFE

BUSINESS & QUALITY OF LIFE COMMITTEE

Wednesday, February 8, 2017

ITEM ACTION PAGE
I. PROCEDURES
A. RollCall Quorum 1
B. Approval of Minutes — December 14, 2016 Approved 1
C. Approval of Agenda Approved 1
D. Approval of Consent Agenda Approved 2
Il. INFORMATIONAL ITEMS
City of Santa Fe Airport — Cameron Humphres, Airport Manager Postponed 2
. CONSENT AGENDA -
A. Approval of a resolution establishing a biue ribbon commission... Approved 2
IV. ACTION ITEMS
A. Approval of ordinance for a new Section 18-20 SFCC 1987 to Approved 29
establish a sugar sweetened beverage tax to support early childhood
education...
B. Approval of resolution establishing guidelines for the Approved 9-10
Santa Fe Early Childhood Initiative...
C. Approval of ordinance updating/ reforming the permitted locations Approved 10-11
& regulations for the sale and consumption of alcohol on city property...
V. DISCUSSION ITEMS Discussed 11-12
A. Special Events Evaluation and Approval Process Improvements
VI, ITEMS FROM COMMITTEE None 12
Vil. ITEMS FROM THE STAFF None 12
VIIl. ITEMS FROM THE CHAIR Discussed 12
IX. ITEMS FROM THE PUBLIC Discussed 12
X.  NEXT MEETNG DATE March 8, 2017
Adjourned at 1:00 p.m.
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CITY OF SANTA FE
BUSINESS & QUALITY OF LIFE COMMITTEE

Wednesday, February 8, 2017

. PROCEDURES

CALL TO ORDER
A regular meeting of the City of Santa Fe Business and Quality of Life Committee was called to order
by Councilor Signe Lindell, chair on the above date at approximately 11:00 a.m. at Market Station at
the Railyard, Suite 200, Santa Fe, New Mexico.

A. Roli Call
Roll call indicated a quorum as follows:

Members Present: Members Absent:

Councilor Signe Lindell, chair Corvas Brinkerhoff (excused)
Councilor Michael Harris, vice chair Diane Karp (excused)

Dr. Almi Abeyta Buddy Roybal (excused)

Dr. Camilla Bustamante
Miles Dylan Conway

Holly Bradshaw-Eakes

Kim Kelly

Kate Kennedy (amived later)
Chandler Moore

Staff Present

Fabian Trujilo, Office of Business Growth

Ross Chaney, Economic Development
Alexandra Ladd, Economic Development Director

Others Present

Sevastian Gurule, Constituent Services
Rene Martinez, Deputy City Manager
Simon Brackley, Chamber of Commerce
Charmaine Clair, Stenographer

B. APPROVAL OF MINUTES- December 14, 2016

Councilor Harris moved to approve the minutes of December 14, 2016 as presented. Ms.
Kelly seconded the motion, which passed by unanimous voice vote.
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C. APPROVAL OF AGENDA
The next meeting date should be reflected as March 8, 2017.

Councilor Harris moved to approve the agenda as amended. Mr. Conway seconded the
motion, which passed by unanimous voice vote.

D. APPROVAL OF CONSENT AGENDA
item A was pulled for discussion.

. INFORMATIONAL ITEMS- Postponed until the end of the meeting, time permitting
City of Santa Fe Airport — Cameron Humphres, Airport Manager

Il. CONSENT AGENDA
A. Request for approval of a resolution establishing a blue ribbon age-friendly commission to
evaluate opportunities to engage in the World Health Organization age-friendly cities and
communities. (Mayor Gonzales, Councilors Harris and Ives) (Chris Sanchez)

Councilor Harris said Michael Munson had talked to the Mayor and others about the World Health
Organization that has a protocol being introduced with the resolution. The Councilor said he looked
forward to further discussion and thought the resolution was appropriate to consider.

Chair Lindell said she would also add her name as a sponsor to the resolution.

Councilor Harris moved to approve the Consent Agenda as presented. Dr. Bustamante
seconded the motion, which passed by unanimous voice vote.

Ms. Kennedy entered the meeting.

IV. ACTION ITEMS
A. Request for approval of an ordinance creating a new Section 18-20 SFCC 1987 to establish a
sugar sweetened beverage tax for the purpose of supporting early childhood education for City of
Santa Fe residents. ( Mayor Gonzales and Councilor Ives) (Marcos Martinez)

Chair Lindell welcomed Mayor Gonzales, who addressed the ordinance.

Mayor Gonzales said more than 20% of families live in poverty and 30% of their children go to bed
hungry. The proposal is about standing up to say that is not right. They have a chance to change the
dynamics of these families and allow them to pursue a healthy, prosperous life.

The cost is $300-$1400 a month to get a child into an early childhood education center; 76% of children
in New Mexico cannot read at a third grade level and keeping up with their grade level gets even
dimmer; 60% of kids that drop out of school say their inability to read at grade level was a key
component; 2600 kids ages 16-24 neither work or go to school and are disconnected.
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Mayor Gonzales said at the State of the City address he said he would have a proposal by the end of
2017. He spent 24 months discussing the issue with foundations, the private sector and others and the
result is the Mayor's Cabinet for Children Youth and Families co-led by Councilor Dominguez.

Key goals were developed by the Cabinet 1) to increase baby weight 2) to ensure kids are kindergarten
ready and 3) reading at third-grade levels and 4) have mentors and 5) graduate from high school ready
for the workforce or college.

He said about one thousand 3-4 year olds are locked out of early childhcod education and $7.5 million
would be needed to provide access. Santa Fe has the infrastructure and more than 40 seats
throughout the city could deliver care. The question was how to pay for that. A property tax rate of $1
million would generate about $3.5 million and raise the tax bill $300 annually. A quarter of a cent tax
increase in Gross Receipts Tax would generate about $7.5 million, but Santa Fe currently has one of
the highest GRT rates in the state.

Kelly O Donnell, a noted economist, generated a report that looked at other cities. A sugared beverage
tax was identified as a way to achieve the goal and generate about $7.2 million a year based on
consumption.

Teachers could identify and bring in the level of service children with learning disabilities or challenges
would need and there would be higher quality and teacher certifications, ratios on par and a hub where
families could go to place their children. There is a workforce component. An MOU is in process with
the community college and if adopted, the college would serve as project administrators.

Mayor Gonzales said last was to get the state and the federal government on board. He said the state
needs to make a commitment to fully fund early childhood development. The city will go to the
Legislature again this year to get initiatives for a permanent fund, however the initiative has not made it
out of the Senate the last five or six years.

Mayor Gonzales said his hope was to present a well thought out policy to the voters and a funding
source. This would not only ensure access for kids, but build a workforce of more than 200 jobs.

Mayor Gonzales requested Committee approval so he could move forward to City Council and a full
public hearing. He noted there had been three town halls and another is scheduled February 28, 2017.

Chair Lindell said the Mayor would answer questions from Committee members only, but those present
could make comments afterwards.

Mr. Moore expressed his support of the ordinance. He thought it a brilliant solution and refreshing that
the ordinance presented data and fact-based solutions. He said the data built into the ordinance the
risks and dangers of a 55% obesity rate of children who consume one sweetened beverage a day; the
risk of developing Type |l Diabetes, which has increased by 25% and the likelihood of death by
cardiovascular disease at 30%; and that the average New Mexican consumed 34 gallons of soda a
year.

Ms. Bradshaw-Eakes thanked the Mayor for the research and his passionate speech. She tco was
passionate about the lack of early childhood education and the beverages many consume. She said to
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support the ordinance she would have to buy sugared beverages that normally she would not buy.

Ms. Bradshaw-Eakes pointed out if successful at decreasing consumption there would be no meney for
early childhood education. She said it was important that she pay, but the city should find a wider base
of who pays for the ordinance.

Mayor Gonzales agreed. He said the city does not have a broad array of tax authority to implement
that. He said data shows that the volume would remain because of two factors 1) a vibrant tourism
economy and the growing of a film economy and 2) the amount of people working in Santa Fe that
leave at the end of the day; 60% of the daily workforce is from other parts of the state. He said he
resisted a tax on non-sugary drinks to give people an option.

Mr. Moore noted the ordinance figures supported funding from the state. The average New Mexican
consumed 34 gallons of soda a year in 2016 and at an estimated 75 million gallons taxed at $.10 on
each soda that met the amount needed. The ordinance takes some reduction into account.

Ms. Kennedy said the impact to her business would be about $20k-$30k annually and she would have
to decide whether to absorb that or pass on to customers. She asked the tum-around time before
businesses were impacted, if the bill was passed.

Mayor Gonzales said the data was inconclusive but lcoking at other cities, there would be an
evaluation of how much a distributor should pass on versus absorb. He said her assumption that her
costs would be $30k annually was not supported in data from other cities with the tax.

Mayor Gonzales said he wants how the money would be allocated thoroughly thought out and an
educational component for businesses and families. There would be six months before the bill
becomes effective to work out details and provide education to minimize the impact to businesses.

Mr. Conway asked if the city ran afoul of people’s freedom of choice; if the bill created opposition
instead of telling the public about the problem and a solution and revenue source. He said the Mayor
mentioned 60% of the workforce lived in the county or outskirts and many would want their kids
included. He asked if there was a long range vision to expand the program.

Mayor Gonzales said the ordinance was the legal process by which the City Council would move the
referendum to the public and the public only decides whether to enact the tax or not. He said the
ordinance has two key points 1) there must be an annual independent report on how monies were
collected and disbursed and their impact and 2) should City Council reallocate the money for any
purpose other than early childhood, the tax would cease immediately.

The ordinance supports the primary objective 100% for high quality education access to the families
most disconnected. Regarding the county, the money goes to the early childhood centers and not the
families. The city's ability to tax stops at its boundaries and long-term state legislation is needed to fully
fund pre-K.

Mayor Gonzales said they do not want to grow the footprint of city govemment in terms of bureaucracy
and he thought the answer was an agreement with the community college. The college would be the
full administrator of the fund. Data from other cities showed the collection, compliance and enforcement
is 3%-5% of the overall cost for cities with third party administrators. He noted that as public money the
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state auditors would ensure proper collection and use.

Dr. Abeyta said she taught kindergarten years ago and there is a noticeable difference in kids who
have been in pre-K. She said if the city invested in the children early on, it was an investment in the
economic growth. She thanked the Mayor for supporting the issue.

She said even though the State of New Mexico expanded the seats for early learning, the full day
kindergarten at her school had a wait list. She suggested considering how the program could be
expanded to a full day.

Mayor Gonzales said that would be part of the ordinance; state money would go in first and the city
money would follow to create a full day opportunity. He said the seats are ready to go and the families
are on a lottery and have to wait to see if they gain access.

Ms. Kelly supported the ordinance. She said often when a new program started that provided data and
information that supports the program and look for additional funding. She said regarding the
businesses, it was important to invest in info-graphics to alleviate any misunderstandings.

Councilor Harris said he had talked with a number of people, among them Catherine Freeman
Executive Director of United Way and Jennifer Salley at the community college. He did not question the
value of early childhood education, but had questions about implementation. He thought there should
be a better understanding of the activities and assumed the Early Childhood Commission would be
included; what the activities were and how to make that happen; how the money would be generated
and spent, efc.

Councilor Harris said the O'Donnell Report talked about the Head Start Program and the program’s
capacity. He said also of the 7 Head Start programs only 3 met the category for five stars. The seven
programs have a capacity of 354, but the high quality programs have only 228 seats, with only 111 of
them filled.

He noted also an article in the New Mexican about the Center for Policy Research at UNM whose
group gave a presentation about the state-funded Home Visitation Program that deals with prenatal
through 2 years of age. The Center stated the programs in the state are not at capacity.

Councilor Harris noted the resolution and the ordinance are directed to all children of Santa Fe. He
thought the program should reach all children and benefit all hard working families, regardless of their
income level.

Mayor Gonzales said New Mexico is recognized as one of the top states for the delivery of early
childhood care, but the problem is there are not enough funds. Families are literally locked out because
there is not enough money to support the effort of early childhood programs. The program focus is to
increase access to high-quality early childhood centers and the city has to target those in lieu of not
having funds for all families. The point of the priority policy is to identify revenues and target families
most disconnected from the process.

He offered to get answers regarding the five stars at the Head Start Program for the Councilor. He said
he asked for approval from the Committee because the state had not committed to fund early childhood
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in the way they fund K-12.

Councilor Harris said he would continue to support the ordinance at this level, but would ask harder
questions down the road.

Dr. Bustamante commended the Mayor's effort to address and support the cost of early childcare and
offset the long-term societal costs in healthcare and cognitive delays, and his efforts with the partners
to ensure a continuously improved process.

Councilor Dominguez said he had used the data in many ways to advance programs on the south side
and absolutely thought the community should invest in this. He suggested the proposal include as
findings of fact, the numbers cited by Kelly O'Donnell. He noted the Be It Resolved needed more
organization and he suggested an implementation plan be developed.

Councilor Dominguez said his question, especially for his constituency in District 3, was the number of
jobs that would be created and how many would be in District Three. Secondly, work needs to be done
to implement a data collection mechanism to measure progress. The bill was not clear if monies would
compete for additional seats or would be for teacher certifications and if both, which would come first,
and if the program is for kids in poverty that should be clearly defined. Third - Santa Fe Community
College and Santa Fe Public Schools were mentioned as part of the bill. Their governance agreements
should be included in the bill as well as assurance that their boards of education and governing boards
were in agreement.

Councilor Dominguez said finally, some of these questions should be answered before people are
asked for the funds. He said the public would not mind paying if there was a clear implementation plan
of how the money would be spent. He said the bill as written needed clarity.

He thanked Mayor Gonzales for bringing forward something so bold and making good on his promises.
Chair Lindell opened the floor to public comment and provided instruction to those who spoke.

Janet Arundel said she is an organizer for pK in Santa Fe and is charged with outreach. She said she
had heard overwhelming support. She said the community was not afraid to attack this and she looked
forward to the support of BQL.

Simon Brackley, President of the Santa Fe Chamber of Commerce said they are supportive of preK

initiatives, the New Mexico Early Childhood Development Partnership, the United Way and the efforts
of Santa Fe County.

He said the issue is around funding. The current conversation at the Round House is about taxes —
taxes for guests, food, land grants, permanent funds, beverage, beer and spirit taxes and an online
retail tax. The issue affects the entire state and not just Santa Fe.

Mr. Brackley said the Chamber is concerned about the Sugar tax, which is regressive and a family of
four would be about $350, mostly the lower income people on the south side. The bill targets one
industry and small businesses and has provided little opportunity for discussion. He said the Chamber
would support an online retail tax for fair competition with the local small businesses.
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Mr. Brackley encouraged people to look at Philadelphia that started a new tax the first of January and
read the 40 or so stories about the negative consequences there. He said the election would cost $80k
for one issue. That money could kick start an initiative around health/wellness and fund the campaign.
He asked that the vote be delayed.

Kevin McBride owner of Haagen-Dazs on San Francisco Street had questions regarding the O’
Donnell Report: 30% of kids (approximately 5k) will go hungry tonight; 1,963 kids ages 3-4 are in
poverty in Santa Fe, 30% (600) of them will go hungry. He said if 5k kids go hungry and 600 people get
a “lottery ticket’ as the Mayor said, what would they say to the other 4400 kids that go hungry.

He said the Mayor stated that $3.30 would be retured on a $1 investment, but he advised them to look
carefully at where the $3.30 would come from. Short term, 80 cents would go directly to the family for
childcare and additional educational opportunities; $1.70 would go to the child and 80 cents to the city
and society. He said of the 80 cents, 20 cents would be realized in the first 10 years and 60 cents not
realized until later.

Matthew Adkins, Hanover Road said he is a scared business owner and citizen because he knows
what this will do to his menu. He is a proponent of early childhood education and appreciated the
opportunity to speak and for the Mayor's “hearts and mind eccentric explanation”. But he thought this
was about dollars and cents. He said also the current bill targets small businesses. The issue is not
sugar or health, but about early childhood education. In addition there is no way to license out of city
distributors such as Wal-Mart and large box stores. He said none of the bill works to be fair.

Ginger Griego de Olivarez on Adolpho Street said she does not support the tax and if passed, she
would buy in Albuquerque. She said she does not like how high the gross receipts tax is now and does
not want more tax. She said she was all for kids being educated, but there are kids in South Valley and
Espanola that need more help than those in Santa Fe. Also they should consider the retirees and those
on a budget.

Shannon Murphy said she is a mom of a 3 2 years-old and she and her partner work full time. They
applied for the lottery, but she wasn't sure she would take it because they can afford to send their child
to the Waldorf School at $900 a month.

She said she appreciated that the city was doing this in eamest. She said the structure of the program
is important. In addition to those not being served, many people with the ability to pay would not want
to pay and she wanted a program so those with more income could take advantage of the program but
pay something, or another option.

Barry Keiss, the CEO of Coca-Cola Bottling Company in Santa Fe said he leads 80 fine men and
women employees in Santa Fe. He also represented Kathy Hart and her family, owners of a small
bottling franchise and pillars of the community for 98 years.

Mr. Keiss said they are for pre-K and he and his employees and the Hart family believe in the
importance of childhood development. He said distributors work on very small margins and would be
forced to pass on the tax. He gave an example of products before and after the two cents an ounce tax,
which would double the cost of many products: a 2 liter bottle of Coca-Cola usually costing one dollar
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would be taxed $1.35 making the cost $2.35; a canister of lemonade costing $6.98 would be $28 with
the tax.

Tate Mruz on Agua Fria Street represented the Box Car in the Railyard. He said Ms. Kennedy alluded
to a $20k-$30k increase with the tax and that is accurate. He said in his business sodas are minimally
rung up - they give them away and it is the foundation of nightlife in Santa Fe. He said Mr. Conway
stated he would pay a quarter more for his rum and Coke, but actually the increase is 1-2 dollars.

He said it is not so simple and would not just be a quarter or two cents for every ounce. He said also
the use of statistics from Philadelphia or Boulder was an outrage; Santa Fe was built on tourism. He
suggested they step back and evaluate and gather more data.

Carla Lopez said she will soon be the chair of Pre-K Santa Fe and is a former health educator and
served on the school board. Her husband just received a kidney transplant because of diabetes and
she is a former city employee. She said as a health educator she thought sugary drinks were poison
and to use the money for pre-K would be a win-win.

Adrian Harvetz is seeking a license in early childhood education and has worked 2 % years for the
Healthy Kids, Healthy Childcare Program. She single-handedly ran a program to create wellness
policies. She agreed there is a problem with obesity. She has done BMI (Body Mass Index)
surveillance in the field and there were kindergartners that weigh more than she weighs. She
completely supports the bill and offered to do whatever she could to implement the bill successfully.

She said there are over 150 licensed childcare centers from Albuquerque to Farmington and a wellness
policy is a requirement. A licensed childcare center can improve quality of life for the entire family not
just the child. The policy has six components: physical activity, nutrition, staff wellness, family
engagement, screen time reduction and breast feeding.

Ms. Harvetz explained to Councilor Harris that centers with 3 stars out of five does not necessarily
mean they were not performing; it could be their staff just needs more education and support. She said
public education and clarity is needed and she would be happy to help.

Keith Burkes on Vista Del Monte said he is on the board of United Way of Santa Fe County that has
been involved with early childcare education since 2003. Since 2008 all of their gifts go from prenatal to
pre-K. One thousand 3-4year-olds are not able to be in a full daycare although seats are available and
that loss affects the Santa Fe economy. Studies show a dollar put into pre-K retums $13 back in costs.

He said he does not see the fear about job loss happening; Oakland has the longest standing sugar tax
and is one of the fastest growing cities. He is a proponent of the tax.

Ms. [?] said she is a policy analyst at the United Way of Santa Fe County, but was speaking as the
mother of 2 ¥ year-old. She said she pays $1000 a month, which is more than her mortgage, for her
child to be at a high quality leaming center. The studies show that two years of consecutive full day
preschool meant a higher likelihood of kids graduating from high school, better jobs and salaries and
brings industry to Santa Fe. She would happily pay a higher tax for soda on behalf of their kids.

Morty Simon on Canyon Road said for those worried about what they could do; there are 300 brands

Santa Fe Business & Quality of Life Committee February 8, 2017 Page 8



of soda, water and flavored water that does not have sugar and buying those would help support the
restaurant and the distributor. Regarding job loss; Coca-Cola sued the city of Santa Fe in 2003 stating
the living wage would devastate their business and that has not happened. Mr. Simon said the city has
the best unemployment rates in a metropolitan area in the state.

Mr. Simon said Coca-Cola syrup was said to costs $70 for 3800 ounces of fountain drink. The math
shows that to be 475 - 8 ounce drinks. That cost the restaurant owner $.01842 - less than a penny per
serving and the restaurant then sells the drink for $1 - $1.50.

Carol Oppenheimer- Canyon Road, thanked Mayor Gonzales and the City Councilors for their open-
mindedness and efforts to address poverty and inequality and provide more opportunity to families.
She reminded everyone that 14 yrs ago Santa Fe passed the city living wage and March 1¢t at $11.09
would be one of the highest in the country. She said Santa Fe knows how to do big and bold things to
help the community and they work out their differences. She was happy to be part of the effort.

Sylvia Hansel on Agua Fria said she is with the Box Car team. She said to exempt diet coke is
fascinating to her, as well as the beverages that use phenylalanine instead of sugar. The city is
choosing to tax sugar, which is better than artificial sugar. She said those who mentioned they wanted
to contribute to pre-K but would not have the opportunity. This tax would drive people to drink a
beverage with artificial sugar proven to be carcinogenic.

Dr. Bustamante moved to approve the request for a resolution as presented. Mr. Moore
seconded the motion. The motion was passed by a majority roll call vote as follows:

For - Councilor Michael Harris, Dr. Almi Abeyta, Dr. Camilla Bustamante, Miles Conway,
Kim Kelly and Chandler Moore

Against - Holly Bradshaw Eakes Kate Kennedy abstained.

B. Request for approval of a resolution establishing guidelines for the Santa Fe Early Childhood
Initiative; establishing guidelines to guide early childhood education; directing the goveming
body to establish an Early Childhcod Development Education commission (Mayor Gonzales
and Councilor lves) (Chris Sanchez).

Mr. Sanchez said one of the most important things with the early childhood fund is how the fund would
be administered. He said the resolution talked about the design of a commission, demographics and
policy, but they should consider the two existing commissions: the Youth and Family Service Division,
Children and Youth Commission and the Human Services Commission.

The Early Childhood Commission would follow a similar process 1) those who serve on the commission
must be subject matter experts appointed by the governing body and could not be a recipient of the
funds. 2) There would be an RFP process with criteria that would be evaluated by the Commission with
final approval by the governing body. 3) Programs would be evaluated and monitored as they move
from one level to the next; i.e., from a three-star to a five star level. 4) The data and tracking the
program’s impact would be important. 5) A report would be generated and presented to the governing
body.
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Councilor Dominguez was concemed about collecting money from the public before there was
agreement on the criteria that govemed the commission.

Mr. Sanchez said there are some proven concepts; the Children and Family Commission has existed
since the early 80s and Human Services since 1989. They would rely on the experts to help.

Councilor Dominguez said the city has to demonstrate to the public how the money would be spent and
the creation of the commission should be reflective of all of the priorities.

Mr. Sanchez said the current goal is to have transparency. The website shows 35 agencies, like the
Children Youth Commission and the amount of their funding.

Ms. Kennedy asked if there was a plan to include representation from the youth homeless community
who had largely been left out. She said about 1200 kids are living on the street, most are parents of
young children or in school themselves.

Mr. Sanchez said data shows about 2600 kids age 16 - 24 and she was correct that people do forget
about that population and those who have been incarcerated. The commission would have to be
inclusive and not specifically for early childhood. The Early Childhood Commission would focus on that
and the Children and Youth Commission was currently working on transition of the 18-24 year-olds.

Ms. Kennedy disclosed that she serves on the board of the Santa Fe Youth Shelters.

Ms. Kennedy moved to approve the resolution to establish guidelines for the Santa Fe Early
Childhood Initiative, as presented. Mr. Moore seconded the motion.

The motion passed by unanimous roll call vote. There were no votes against and no
abstentions.

C. Request for approval of an ordinance updating and reforming the permitted locations and
regulations for the sale and consumption of alcohol on city

Councilor Dominguez provided history of the ordinance. A number of organizations such as the Bike
and Brew and the Mariachi Extravaganza wanted to sell and use alcohol on public property. The city
had no policy that would allow that. The process was not clear and the former bill commingled the best
practices with location exemptions.

This ordinance clarified the exempt locations and best practices and the intent is to eliminate
bureaucracy by changes that only require a resolution. He also wanted the Committee to consider
increasing the life of the resolution to 3 years instead of having to reapply every year. He said the
biggest change is the table on page 7- the National Institute on Alcohol Abuse and Alcoholism Chart.
The chart provides flexibility to serve however they like for an event if they comply with the chart.

The second big change came from the police department and has been approved by the Public Safety
Committee. The police department would enforce the ordinance for large events.

Councilor Harris brought up the difficulty for vendors to comply with the listed serving sizes. He wanted
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to be sure vendors would not have to have six different container sizes to comply with the chart.
Councilor Dominguez said that would not be the case.

Ms. Kennedy said her business has a full liquor license that could be leased for an event and the chart
would be difficult container wise and increase waste exponentially. The chart would be difficult to
enforce and costly for vendors. She was also concemed with the amount of trash. She asked that the
number of trash bags that could be filled be increased if the bill passed.

She said another problem was biodegradable cups. They are recyclable but go into the trash at the end
of an event. She said she would be more in favor of the bill if proper waste management was included
and the number of containers was increased.

Councilor Dominguez said Public Works' recommendations had been incorporated into the bill and he
would make note of her suggestions and see that they happened.

Chair Lindell noted that she and Councilor Dominguez both had amendments. She said she would pull
her amendments for now and the proposal changes and Councilor Dominguez' amendments remained
for consideration.

Dr. Bustamante said the bill stated there was no associated cost. She asked if there was a difference in
what that meant administratively.

Councilor Dominguez said staff and the governing body would spend less time on resolution
amendments rather than an ordinance amendment and they would not have to be published. The
enforcement of actual events would not change, but that the police department has a stake is
significant. The police department would not just enforce the ordinance rules, but check cup sizes, etc.
if the event is 1000 people or more.

Dr. Bustamante moved to approve the ordinance and proposed changes and amendments by
Councilor Dominguez. Ms. Bradshaw-Eakes seconded the motion.

Chair Lindell said she would support the ordinance to move it through the process, but would have
amendments to add in the future.

The motion passed unanimously by voice vote.

V. DISCUSSION ITEMS
A. Special Events Evaluation and Approval Process Improvements — Renee Martinez and
Sevastian Gurule.

Chair Lindell said due to the limited time, if more time was needed for discussion the issue could be
included on the next agenda.

Ms. Martinez said she and Mr. Gurule assembled a team of staff with representatives from a cross

section of departments from Fire, Code Enforcement, Business Licensing and Special Events. They
discussed the feedback from BQL and the opportunity to improve the permitting and enforcement.
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Ms. Martinez said they provided the group with an example of the City of Seattle and their
comprehensive application form and covered estimated fees, frequently asked questions, webpage and
handbook. The team used that example as a model. They were asked to mark up the document and
reconvene in two weeks to continue the process to provide recommendations to the Committee.

Chair Lindell thanked the team. She said that was exactly what the Committee wanted. She said it had
been a constant source of problems for those who wanted to hold events and for city staff.

Councilor Harris thanked Ms. Martinez and acknowledged Ms. Kelly for bringing the issue forward and
Ms. Murphy for speaking to the committee. He said this is what should happen - the Committee should
be looking at the business environment and work with the city.
Chair Lindell said she would plan for their presentation in the April meeting.
VI. ITEMS FROM THE COMMITTEE - None

Vil.  ITEMS FROM STAFF - None

Vill.  ITEMS FROM THE CHAIR
Chair Lindell said they had covered a lot of territory and there were a lot of guests. She said
usually the Committee would take comments and she had received requests and was inclined
to let people speak. She invited those with strong feelings on the issue to email her; otherwise
the Committee would continue as in the past.

Ms. Kelly said there was nothing on the website under Hot Topics about the Early Childcare
tax and there should be something under Frequently Asked Questions.

Chair Lindell thought that a good suggestion. She asked Mr. Truijillo to make note.
IX. ITEMS FROM THE PUBLIC- Previously discussed
X.  NEXT MEETING DATE- March , 2017

Having no further business to discuss the meeting adjourned at 1: 00 p.m.

Approved by:

Signe Lindell, Chair

Charmaine Clair, Stenograp
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SUMMARY INDEX OF
CITY OF SANTA FE
BUSINESS & QUALITY OF LIFE COMMITTEE

Wednesday, March 8, 2017

ITEM ACTION PAGE
|. PROCEDURES
A. RollCall Quorum 1
B. Approval of Minutes — January 08, 2017 Approved 1
C. Approval of Agenda Approved 1-2
D. Approval of Consent Agenda Approved 2
IIl.  INFORMATIONAL ITEMS
A.  Staff update; “2017 Economic Development Crossroads Discussed 3
. CONSENT AGENDA -
A. Approval -ordinance amending resolution to permit the sale Approved 2
& consumption of alcohol at the Railyard Park for Bike & Brew
B. Approval of an ordinance amending to permit the sale/consumption Postponed
of alcohol at Fort Marcy Park for the Wine and Chile Fiesta
IV. ACTION ITEMS
A. Approval to amend ordinance: change name of the CBQL Approved 34
Advisory Committee; amend membership; remove review
B. Approval of recommendations to city code sections pertaining Approved 4
to economic development: 2017 Economic Development Analysis Report
C. Approval - Redevelopment of the Garrett's Desert Inn property... Approved 4-6
D. Approval -Resolution: Add Canyon Road Lighting Project Approved 6
to FY2017/18 CIP
E. Approval of resolution: Add Water History Park/Museum Phase Ill, Approved 2
as priority, to the Fiscal Year 2017/18 CIP
V. DISCUSSION ITEMS Discussed 6
VI. ITEMS FROM COMMITTEE Discussed 6-7
VIl. ITEMS FROM THE STAFF None 7
VIIl. ITEMS FROM THE CHAIR Discussed 7
IX. ITEMS FROM THE PUBLIC None 7
X.  NEXT MEETNG DATE April 12, 2017 7
Adjourned at 12:00 p.m.
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CITY OF SANTA FE
BUSINESS & QUALITY OF LIFE COMMITTEE
Wednesday, March 8, 2017

. PROCEDURES

CALL TO ORDER
A regular meeting of the City of Santa Fe Business and Quality of Life Committee was called to order
by Councilor Signe Lindell, chair on the above date at approximately 11:00 a.m. at Market Station at
the Railyard, Suite 200, Santa Fe, New Mexico.

A. Roll Call
Roll call indicated a quorum as follows:
Members Present: Members Absent:
Councilor Signe Lindell, chair Holly Bradshaw-Eakes (excused)
Councilor Michael Hartis, vice chair Diane Karp (excused)
Dr. Almi Abeyta Kim Kelly (excused)
Dr. Camilla Bustamante Chandler Moore
Miles Dylan Conway
Kate Kennedy
Buddy Roybal

One vacancy (Mr. Brinkerhoff)

Staff Present

Fabian Trujillo, Office of Business Growth

Ross Chaney, Economic Development
Alexandra Ladd, Economic Development Director

Others Present

Jesse Guillen, Legal Department

Simon Brackley, Chamber of Commerce

Charmaine Clair, Stenographer

B. APPROVAL OF MINUTES- January 11, 2017

Ms. Kennedy moved to approve the minutes of January 11, 2017 as presented. Dr.
Bustamante seconded the motion, which passed by unanimous voice vote.

C. APPROVAL OF AGENDA
The minutes approved were for January 11, 2017, not February 8, 2017.
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Action Item E. was moved to be heard first under the Action Items.

Mr. Roybal moved to approve the agenda as amended. Dr. Bustamante seconded the motion,
which passed by unanimous voice vote.

D. APPROVAL OF CONSENT AGENDA
Consent agenda item B was postponed.

Ms. Kennedy moved to approve the Consent Agenda as amended. Roybal seconded the motion
which passed by unanimous voice vote.

iil. CONSENT AGENDA
A. Request for approval of an ordinance amending Subsection 23-6.2 SFCC 1987 to permit the sale and
consumption of alcohol at the Railyard Park for the Bike and Brew event. (Councilors Lindell, Villarreal
and Ives) (Alfred Walker)
1) Request approval of resolution authorizing the sale and consumption of alcohol for The
outside Bike and Brew Festival at The Railyard Park on an annual basis. (Councilors Lindell,
Villarreal and Ives) (Alfred Walker)

B. Request for approval of an ordinance amending Subsection 23-6.2 SFCC 1987 to permit the sale and
consumption of alcohol at Fort Marcy Park for the Wine and Chile Fiesta. (Councilors Lindell and Ives)
(Alfred Walker)

1) Request approval of resolution authorizing the sale and consumption of alcohol for The Santa
Fe Wine and Chile Fiesta at Fort Marcy Park on an annual basis. (Councilors Lindell, Villarreal
and Ives) (Alfred Walker) - Posiponed

IV. ACTION ITEMS (Revised Agenda Order)

E. Request for approval of a resolution adding the Water History Park and Museum Phase IIl Project, as a
priority, to the Fiscal Year 2017/18 Capital Improvement Plan (CIP) and budget; and adding the project
to the Infrastructure Capital Improvement Plan (ICIP) as a legislative capital outlay priority for the City of
Santa Fe. (Councilor Maestas) (David Pfeifer)

Mr. Pfeiffer said the request was same as the previous except the resolution was not a priority.

Mr. Guillen suggested removing the last two whereas clauses that refers to the resolution as a priority
and a request for capital outlay.

Chair Lindell proposed an amendment to eliminate lines 15-19 on page 2 of the resolution.

Dr. Bustamante moved to approve the resolution with the amendments. Councilor Harris
seconded the motion which passed by unanimous voice vote.
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iIl. INFORMATIONAL ITEMS
A. Staff update on the “2017 Economic Development Crossroads and Literature Review,”
provided as per the directives of Resolution 2016-75.

Mr. Chaney said this was informational and he and staff had worked on the Report since September.
This offers what is needed to generate a new economic development strategy citywide and is based on
previous strategies of the City and the region. The report started with the Angelou Plan of 2004 and is
accompanied by an economic development literature review that summarizes economic development
trends and best practices nationally. In addition, it contains an overview of economic development
plans from other regions in the United States.

The report would go into detail and identify and advise on underlying issues that impeded the
effectiveness of Santa Fe’s economic development efforts and reduced their impact. A contractor is
recommended as a first step in the new planning process for an in-depth economic or eco-metrics
assessment. The study could be used to bring community leaders and stakeholders together to
establish goals for Santa Fe's economy. The committees that the plan would be presented to after its
release are listed. The Committee should receive a copy by next week.

Councilor Harris asked if the Economic Development Department would include the economic-metric
assessment in their proposed budget for 2017/2018.

Ms. Ladd responded that the current budget was based on the known revenues going into the fund.
She said closer to the end of year when revenues are known for the current year, she hoped to plan
the revenues for next year.

Mr. Roybal asked if there would be a review once the plan went into effect.

Mr. Chaney said the resolution is structured to review what has been done and inform what would be
important in the RFP.

Ms. Kennedy thanked Mr. Chaney for the schedule of committees and timeline. She said that was
helpful and she hoped the timeline would be carried forward.

Councilor Harris explained that pending resolutions, ordinances and amendments could be found on
the City website under City Attomey/Legislative Services, in addition to the committee schedules.

IV. ACTION ITEMS (Continued)
A. Request for approval of an ordinance amending Section 6-17, membership of the City Business
and Quality of Life Advisory Committee to change the name to the Economic Development
Advisory Committee, to remove one of the governing body; removing the requirement for
govemning body review of the work of the advisory committee; and amending the membership of
the Economic Development Review Sub-Committee to add a member of the goveming body and
remove one appointed member. (Councilors Harris, Lindell And Ives) (Fabian Truiillo)
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Chair Lindell said this changed the name and makeup of the Committee and was self explanatory.

Councilor Harris said the ordinance went through the Public Works Committee Monday and would go
to the Finance Committee on the 20t and then to City Council.

He said he provided his rationale at the Public Works and EDRC Meetings. He said he started with the
name of the Committee and that every city committee’s core should be involved in quality of life. He
proposed striking the references to neighborhood associations, preservation groups, etc. because the
inclusion of those groups diluted the economic development focus. He suggested the Committee would
be more efficient with one Councilor as chair and a Councilor appointed by the Mayor to chair the
EDRC. And he asked that the requirement to report annually to the Goveming Body be removed.

Councilor Harris said he wanted issues and problems or new initiatives to be solved or come through
the committee process. He noted that the Deputy City Manager and Mr. Gurule were working to bring
forward recommendations. He said also the amendment for workforce development Mr. Truijillo
suggested was a good addition to the proposed ordinance changes.

Dr. Bustamante moved to support staff’'s recommendation for approval of the ordinance to
change the name and membership composition and include the amendments proposed. Mr.
Roybal seconded the motion, which passed by unanimous voice vote.

B. Request for review and approval of recommendations in the City Code to the sections that
pertain to economic development, entitled: “2017 Economic Development Code Analysis
Report,” provided as per the directives of Resolution 2016-75. (Fabian Truiillo)

Mr. Trujillo said staff reviewed the economic development code and associated codes in Chapters 11,
14 and 22 and in Chapters 11-14 on the economic development fund. They determined whether
updates were needed and if the item met the state (LIDA) statute for the enabling legislation.

The EDRC Staff made recommendations that would go to the Governing Body and once approved,
would be forwarded with code changes in an ordinance to the Committee for approval.

Staff looked at Sanitary Sewer Fees and Impact Fees because of their use in Project Participation
Agreements. They thought the Governing Body should have the ability to waive those to encourage
economic development projects in Santa Fe and keep the fund from depletion. They would be for
economic development projects (LIDA or industrial revenue bonds, etc.) and economic development
services such as programs like Santa Fe Business Incubator and SCORE. Fees are currently paid from
the Economic Development Fund.

Councilor Harris said the document was good and would be well received by the Governing Body.
Chair Lindell agreed it was well put together and appreciated how easy it was to track and follow.

Mr. Roybal moved to approve forwarding the staff recommendations to the Governing Body as
presented. Ms. Kennedy seconded the motion, which passed by unanimous voice vote.

C. Request for approval of a resolution expressing the City of Santa Fe's desires for
redevelopment of the Garrett's Desert Inn property and offering to cooperate with the New
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Mexico Commissioner of Public Lands in his office’s review and ranking of solicited Land
Use/Redevelopment proposals. (Councilor Maestas) (Matthew O'Reilly)

Mr. O'Reilly said the property was recently acquired by the New Mexico State Land Office. The
Commissioner of Public Lands sent out an information packet requesting proposals for redevelopment
and would choose the redevelopers. The developers would lease the property and pay an annual
ground lease to the State.

He said the community was not pleased with the hotel that had been built on the property and was the
reason Santa Fe created an historic ordinance and the second oldest historic district in the United
States. The packet mentioned that the community's needs could be taken into account and that
potential developers would have to adhere to the zoning codes, but there was concem that the
Commissioner had implied it was his decision.

Mr. O'Reilly explained that the resclution would inform the Commissioner of the Santa Fe community’s
needs and desires and points out that the Governing Body desired the property be redeveloped in
accordance with zoning and compliance with the Land Development Code. That includes the laws
related to the historic districts, affordable housing and the development of water budgets. The City asks
that the property be developed with a mix of commercial and residential use to include residential rental
units of various sizes; and because of the proximity to the Santa Fe River any redevelopment along the
river feature pedestrian amenities. The City offered a staff member to work with the Commissioner,
because he mentioned he would create an advisory panel to review the proposals.

Currently moving through the State Legislature is SB409A by Senators Wirth and Egoff that would
require the Commissioner to comply with existing State legislation and follow the land development
processes. Currently the law applies only when the State uses capital outlay funds to develop property
and because the property would be leased, that creates a loophole.

Chair Lindell said it is not uncertain that the State Land Commissioner would do what he stated as his
goal; to raise funds for UNM. She said she hoped he would respect the City’s wishes.

Councilor Harris asked about zoning and leamed it was BCD zoning. He asked if staff had analyzed
what represented a compliant proposal.

Mr. O'Reilly said the BCD zoning was the most favorable type and allows various mixes, except
industrial. He said the BCD zoning does have height limitations, but the problem with redevelopment is
the overlay zone and the historic district has height averaging, etc.

Councilor Harris compared it to the analysis with Loretto Chapel.

Mr. O'Reilly thought the height code a problem. He said it is possible to get exceptions to height, if it
can be proven there is a reason for that. He said it would be hard for the HDRB (Historic Design
Review Board) to enforce a four story on that property and with the value the Commissioner wanted
from the property, means a multi-story building. He noted that was approved in the past with the Hunt
property and Drury Inn.

Councilor Harris said the proposed resolution was not antagonistic and respectfully stated the City’s
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interests. Councilor Harris said he has a staff member in mind if the Commissioner accepted the offer.

Councilor Harris moved to approve the resolution as presented. Ms. Kennedy seconded the
motion, which passed by unanimous voice vote.

D. Request for approval of a resolution adding the Canyon Road Lighting Project, as a priority, to
the Fiscal Year 2017/18 Capital Improvement Plan (CIP) and budget; and adding the project to
the Infrastructure Capital Improvement Plan (ICIP) as a legislative capital outlay priority for the
City of Santa Fe to address both public and traffic safety issues along Canyon Road.
(Councilor Maestas and Ives) (John Romero)

Chair Lindell said a substitute bill was presented but would not be a priority in the capital outlay or in
the ICIP (Infrastructure Capital Improvement Plan). This would add the project to the unfunded CIP of
the City.

Councilor Harris asked Mr. Guillen to strike “this” on line 7, page 2 that referred to the previous
whereas.

Ms. Kennedy asked if the lights would be LED; shooting for eco-friendly, cost effective designs.

Chair Lindell said there had been no design movement, but the City is always shooting for that. She
said the project’s design would be a process and would go through HDRB. The funds had not been
appropriated to the project to date.

Dr. Bustamante moved to accept the proposal as presented. Mr. Conway seconded the motion,
which passed by unanimous voice vote.

V.  DISCUSSION ITEMS - None

Vl. ITEMS FROM THE COMMITTEE
Mr. Roybal announced they would be sprucing up the Plaza again on May 6 for the fourth year. He said
everyone was invited. He asked that the information be passed along, especially to City Council.

Chair Lindell said she had attended the last couple of years. She encouraged everyone to attend and
lend a hand and thanked Mr. Roybal for spearheading the effort. She said it was fun and a great way to
be part of the community and doesn't take long and the results make a difference.

Councilor Harris said social media is effective in getting the word out and he would make sure it was
put on Next Door. Mr. Truijillo offered to post the information for the Councilor. Chairperson Lindell
asked that Mr. Truijillo also send a copy to Matt Ross for a public information release.

Mr. Roybal said he is in the Rotary Club and in charge of a committee that helps with medians in the

City. He said the medians are in horrible shape and he met with Keep Santa Fe Beautiful and Parks on
a contest for local landscapers to dress up the medians.
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Ms. Kennedy recognized that teday is Intemational Women’s Day. She said she also chairs the board
for the Santa Fe Prom Closet. They give prom and graduation attire to low income, disabled, homeless
and the LGBT community in northern New Mexico at low or no cost. She said the DeVargas Mall
leased them the old Hastings space for 10 weeks, but it needs to be cleaned up and they could use
volunteers. She thanked the volunteers who were instrumental in getting the mall space.

Chairperson Lindell asked Ms. Kennedy to send a memo to everyone with the cleanup dates. She
offered to pitch in; Councilor Haris also volunteered.

VIl.  ITEMS FROM STAFF - There were none

Vill. ITEMS FROM THE CHAIR
Chair Lindell thanked everyone for their time and service. She said it makes a difference.

Councilor Harris announced that Sebastian Gurule recently had a heart attack, but is now
doing well.

Mr. Roybal recognized Kathy and Lisa from the EDRC Committee who were present.
IX. ITEMS FROM THE PUBLIC- There were none.
X.  NEXT MEETING DATE- April 12, 2017

Having no further business to discuss, the meeting adjourned at 12:00 p.m.

Approved by:

Signe Lindell, Chair

Submitted by:

L " %wz

Charmaine Clair, Stenographer
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Executive Summary

This report, submitted to the Santa Fe City
Council in fulfillment of Council Resolution
2016-75, is designed to inform the Governing
Body about the current state of Economic
Development (ED) initiatives and to offer an
outlook on what would be needed to generate
a new ED strategy. It is based on an assess-
ment of prior Santa Fe and regional Economic
Development Strategies, starting with the
“Angelou Plan” of 2004, as well as national
research. The report is accompanied by a
Literature Review that summarizes economic
development trends and "“best practices”
nationally, as well as a brief overview of ED
strategic plans from other U.S. regions.

The report sets the stage by describing the
Office of Economic Development (OED), the
main City department charged with advanc-
ing ED strategy. The Office, which reports
to the Deputy City Manager, is budgeted to
have a staff of 5 but currently has only 2 FTE
economic development professionals and an
interim Director. Its most recent budget was
around $1.5 million.

One of this report’'s key findings was that there
are systemic problems that have impeded
the effectiveness of Santa Fe's ED efforts
and reduced the impact of prior ED plans.
These obstacles—which are grouped broadly
under the headings of policy, governance, and
metrics—need to be addressed as part of any
future ED strategy. This report also concluded
that inattention to community-wide account-
ability for implementation and the assumption
that a Santa Fe ED Plan is a “workplan” for
a single City Department (OED) rather than a

broad community-supported vision, combined
to ensure that prior ED strategies did not meet
their full potential. Santa Fe's economic devel-
opment crossroads is that if these systemic
disconnects are not addressed, even the
best-designed strategic plan will fall short.

Because there is no common definition of
“economic development” and since the field
has many components, this report spends
some time outlining the various facets of ED
and describing Santa Fe's approach to them,
in an attempt to establish a common under-
standing, as well as to reinforce the point
that the OED cannot be the only regional
entity that leads and programs in all areas of
Economic Development.

Ultimately, although there is a wealth of tech-
nical expertise that can help craft the specific
strategies and tactics of a new economic
agenda, there needs to be leadership around
the central question of defining the vision and
goals for Santa Fe's economy, and this economic
vision must be linked to the overall vision for the
community as described in the General Plan.

This report’s main recommendation is that—
due primarily to reduced staffing levels at OED
and the lack of a permanent Director—rather
than rushing into a new planning exercise,
the process should start by engaging an
economist to prepare a thorough assessment
of Santa Fe's economy. The resulting Santa Fe
economic portrait could be used as the founda-
tion for an Economic Summit. This convening
would bring together community leaders and
stakeholders (and even national economic

development experts) to work on establishing
the overall goals for Santa Fe's economy. The
very process of agreeing on collective goals
may help address some of the leadership and
governance issues raised in the report. Here is
the rationale for this recommendation.’

Undertaking transformative economic
change requires developing a sense of
urgency and high visibility. That starts
with an economic narrative grounded in
hard data and clear-sighted assessment
of the region’s competitive strengths
and weaknesses—gauging how it really
stacks up in the global economy and
where there are challenges and market
failures to address. Data can dispel
illusions and overcome complacency.
Lack of solid data and analytic capacity
can stymie regions at this initial stage.
Establishing a common economic narra-
tive brings leaders and the community
together to mobilize action.

After an economist has prepared a thorough
assessment of Santa Fe's economy, a more tra-
ditional strategic planning effort could proceed.
This Angelou Plan strategic update could be
managed either by a fully staffed OED team or
by a consulting firm. The report concludes by
summarizing some of the pros and cons of each
of the past Santa Fe approaches, as well as listing
some of the specific issues raised in this report
that a new ED strategy will need to address.

1 Brookings Institution, Remaking Economic Devel-
opment, 2016. http://brook.gs/2nkmNq7
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Introduction

A robust
everyone. Santa Fe has historically been

local economy is important to
overly dependent on government and tourism
to provide employment and a tax base. A
more diverse economy can increase regional
prosperity, provide greater opportunity for
citizens, and render the region less subject to

economic fluctuations.

There are signs of renewed economic vitality,
with expansions supported by State funding
at firms including Santa Fe Spirits, Santa Fe
Brewing, Star Cryoelectronics, and Wildflower
International. Several local high technology
companies have received equity funding in
recent years. Santa Fe has been recognized
as Forbes Magazine's “Top City for Woman-
Owned Businesses” and among cities with
the highest percentage of employment from
startups. The City, increasingly recognized as
a center for innovation and creativity, is begin-
ning to see an influx of both “boomerang
millennials” (people who grew up here, left,
and have returned) and transplants who have
either brought their companies with them or
started businesses once they got here.

However, the City continues to have wages
that are significantly below national averages,
a relatively low proportion of young people in
its population, persistent economic inequality,
and low high school graduation rates. Santa
Fe is often seen as a place where it is difficult
to start and operate a business, and compa-
nies can have a hard time finding employees
with the right skills.

In order to capitalize on the positive trends

and continue to address the challenges, this
is an optimal time for Santa Fe to revisit
its Economic Development (ED) strategy.
A recent City Council Resolution (2016-75)
recognized this need and called on the City's
Office of Economic Development (OED) to
prepare this initial report in order to define
the scope of work necessary to develop an
updated ED Strategy.

In addition to outlining a scope of work, the
report identifies key issues and proposes
ways of thinking about economic develop-
ment (ED) in order to inform key stakeholders.
It is aimed primarily at the Governing Body,
City leaders, and organizations in the regional
Economic Development community.

The report found that there are systemic and
structural issues that have impeded the effec-
tiveness of Santa Fe's ED efforts and reduced
the impact of prior ED plans. These issues of
policy, governance, and metrics need to be
addressed as part of any future ED strategy
initiative. It also concluded that the lack of
implementation plans that addressed roles,
accountability, and budget
ensured that prior ED strategies fell short of

responsibilities,

community aspirations. Santa Fe's economic
is that
problems are not addressed, even the best

development crossroads if these
strategic plan will repeat the shortcomings of
previous ED efforts.

Based on the internal assessments and the
external research, the report identified some
key concepts about the overall context in
which ED occurs that will be useful to keep

in mind. The ideas below all point to the over
arching notion that efforts to improve a regional
economy are complex because they involve a
wide variety of organizations working together
for a common goal.

e Regions with successful economic
development strategies have created
high-level steering committees composed
of corporate, political, and philanthropic
leaders, joined with broadly representative
community partners to develop the plan
and to commit to its success.

e A Santa Fe Economic Development
Strategy will develop goals and tactics
that will be undertaken by a wide array
of organizations and departments, both
within and external to the City of Santa Fe.

e The Office of Economic Development
(OED) is the City's primary Department
handling ED, but there are many other
parts of City government that work on and
impact ED.

e The City is part of a larger region and coor-
dination with other ED entities is critical.
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Part 1: Current Picture of the Office of Economic Development (OED)

The mission of Santa Fe's Office of Economic
Development (OED) as described on the City’s
website is to achieve long-term sustainable
economic growth by building a diverse, innova-
tive economy with high-wage, high impact jobs
that provide opportunity and prosperity for the
City's residents, businesses and entrepreneurs.

Although the OED is the only City Department
focused exclusively on economic develop-
ment, there are other City departments (and
numerous organizations outside of the City
government) that impact, oversee, or influence
key elements of ED.

The Office, which reports to the Deputy City
Manager, is budgeted to have a staff of 5 but
currently has only 2 FTE economic developers
and an interim Director. Much of its work is
accomplished by issuing contracts to local
Economic Development Organizations (EDOs) or
contractors, and managing these contracts is a
primary function that the department performs.

e City Business & Quality of Life (CBQL):
Main committee of OED

e Economic Development Review
Committee (EDRC): ad hoc committee
for contract and legislative review

e Santa Fe Film and digital media
commission

e Hospital study group

e Night Time economy task force
(disbanded)

e QOthers, as directed by the Governing
Body

Office for Business Growth
2%

Figure 1: OED Allocated
Contracts Budget ($800,000)
By Recipient

1%

SCORE
3%

MIX/BizMix
5%

Regional Development
Corporation
3%

Make Santa Fe
2%
Siete Del Norte: Inspire
5%

The OEDs budget was approximately $1.5 M
in FY16-17.

Figure 1 shows how the OED’s contracts
budget of approximately $800,000 is currently
allocated.

Because tactical and programmatic imple-
mentation of prior plans has ebbed and flowed
over the years, the department has adapted
to conditions on the ground by iterating on
what has worked, learning from what hasn't,
and using national best practices to inform its
work. As a result, OED currently operates by
the following principles.

e Achieve ED goals by supporting organiza-
tions that carry out the day-to-day work.

e Be as entrepreneurial as the companies
we support (stick to strategy but be
prepared to pivot and adapt as required).

Outdoor Industry

Communications, Outreach, Regional
3%

Asset Development
1%

\

Youthworks
21%

Project Agora - Co Work

1%

Building Solutions
Local Lending ~ Marketing Intelligence

3% Solutions - Data
3%

e Fund pilot
approaches.

programs to test new

e Embrace data driven decision-making.

e Focus on “what chose us” (bottom-up)
rather than what we might choose (“top-
down”) when looking to support industries
or opportunities.

e Value the City's role as convener and
catalyst.

e Have a bias towards a "“grow your own"
approach to the economy rather than a
reliance on recruiting businesses from
outside the area.

e Support all local businesses, but prioritize
“economic-base” businesses because
they have a greater impact on the local
economy.

The fact that the OED currently has several
staff vacancies presents an opportunity to
revisit how it operates, and the department is
currently re-evaluating job descriptions.
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This economic development review began
with a postmortem of prior ED Plans and a
hard look at past activities of the OED. This
assessment led to the conclusion that many
worthwhile goals of past plans were never
acted upon because of underlying structural
or systemic factors. These roadblocks can be
grouped under the general headings of policy,
governance and metrics. If these are not
addressed it is likely that an updated strategic
ED plan will—like all its predecessors—fail
to meet its full potential. This is Santa Fe's
economic development crossroads: confront
systemic conditions that impede success or
be doomed to repeat the past.

The problems of policy, governance, and
metrics discussed below are intertwined. If
they are addressed, it will be easier to make
progress on strategic priorities in economic
development and to resist the pressures of
ad hoc distractions that can impede or derail
the work of the OED and negatively impact
outcomes.

The City of Santa Fe OED cannot be all things
to all people, especially given limitations in
budget and staff. This is a fundamental issue.
It seems to be widely believed that OED is
responsible for education, workforce devel-
opment, infrastructure, business
support,

and providing staff as community liaisons for

training,

business recruitment, marketing,
all issues that affect business. Although all
of these are important aspects of economic
development, not all of them can (or should)

fall into the purview of OED. Many of these

critical issues span several City departments,
or are better handled by external players. It is
time to make hard decisions about where OED
should focus its resources and efforts in order
to have the greatest impact, especially given its
modest budget of under $1.5M. An underlying
assumption is that it is smarter to do a few
things well than many things badly.

Although a Santa Fe economic development
strategy will provide a vision for the economy
whose tactics are undertaken by a wide array
of organizations, a key component of the
plan is to prioritize and guide the work of the
City OED. Once a new strategy is adopted,
the OED must be empowered to allow these
priorities to drive its work, rather than wast-
ing scarce resources responding to requests
relating to projects that do not advance the
agreed-upon goals. Policy can help OED focus
when ad hoc requests threaten to divert staff
time, or when OED needs to make a decision
to stop performing a certain function.

This need to focus was identified as early as
the 2004 Angelou Plan, which noted:?

It starts with City leaders identifying
and agreeing to long-term goals.
All future City decisions should be
checked against these aforementioned
overarching goals. Only initiatives that
work toward accomplishing the City's

long-term goals should be adopted.

A related policy issue is the need to find a

2 Angelou Economics, Cultivating Santa Fe's
Future Economy, 2004. http://bit.ly/2om4thU

solution to a key organizational problem: how to
manage vital ED work that spans City depart-
ments (such as OED and IT, zoning, licensing,
etc.) or involves City departments working with
external organizations. Too often there is not
enough collaboration, no clear lines of authority,
and no system that demands accountability
if goals are not met. This is often true of ED
elements that are absolutely critical, such as
infrastructure, business climate, and workforce
development. Traditional ED strategy methods
will not solve this problem, which is a matter
of organizational design, process improvement,
and defining span of control.

A key aspect of governance is the need to
develop a “smart civics” approach to creating
economic vision.

and promoting a regional

The Brookings Institution, a thought-leader in

"

economic development, believes that “smart
civics” is one of the key requirements needed
to craft strategies for economic growth. In fact,

they note that:®

Inadequate attention to the civic nature
of transformative change explains why
so many economic development plans,
as well as community visioning and
goal-setting exercises, “end up in the
graveyard,” as one regional business
leader observed. Sustaining growth...
has more to do with leadership, gov-
ernance, and institutions. Regions that
create high-level steering committees
composed of corporate, political, and

3 Brookings Institution, Remaking Economic Devel-
opment, 2016. http://brook.gs/2nkmNq7
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philanthropic leaders, joined with
broadly representative community
partners, are better positioned to
succeed—and to survive inevitable
transitions in leadership. Without
visible champions, such as prominent
co-chairs, to reinforce the sense of
urgency and centrality, even well
designed plans can flounder or get
lost amid other initiatives...

Research has suggested that regions with
successful economic development strate-
gies either used existing organizations or
created new ones to provide the framework
that allowed a wide range of businesses, com-
munity leaders, elected officials, and citizens to
contribute to, endorse, and champion the plan.*

It is not sufficient to have a “broad tent” just to
create the economic strategy; there needs to
be ongoing advocacy so that all community
leaders are on message about the vision for the
economy and the City's ongoing commitment
to it. Such a structure can help ensure that
there is accountability for the plan by setting
up ways to regularly report on progress, and to
convey a sense of urgency. This is related to
internal marketing, as the Angelou Plan noted:®

4 An example of an existing organization that
could take on the creation and championing of a plan might
be an Economic Development Corporation (used in the
Asheville, NC planning process) or a civic group with broad
vision (e.g. Bend 2030, which advocates for ED efforts in
Bend, OR). An ad hoc structure might be an ED Steering
Committee created specifically to work on the plan (this is
what was used in Ashland, OR). Summaries of and links

to plans from these regions are included in the Literature
Review document that accompanies this report.

5 AngelouEconomics, Cultivating Santa Fe's

Internal marketing informs citizens
and business leaders of the economic
development vision and trains individ-
uals to promote the community with a
single message, rather than numerous
ones that may dilute or confuse the
core message. Internal marketing
builds local awareness and buy-in.

A review of past Santa Fe ED strategies
suggests that effectiveness may have been
impeded by a lack of ongoing championing of
the plan’s implementation, which resulted in a
lack of awareness. For instance, although the
2004 Angelou Plan received input from over
1500 people when it was created, an article
written in 2010 acknowledged that people

wr

often wondered "'what ever happened with
that Angelou Plan?” A common perception is
that the city has done little or nothing to com-
plete it."® This quote also suggests that the
public either didn't know who was supposed
to implement the plan, or that it assumed that
implementation would be done by the City
OED. The plan may have been viewed merely
as a narrow, departmental work plan, rather
than a broadly shared community economic
vision implemented by a wide range of
organizations.

A new strategic planning effort will need to

Future Economy, 2004 http://bit.ly/2om4thU

6 Kris Swedin, “Whatever Happened to the
Angelou Plan: Do Economic Development Policies Matter?”
Greenfire Times, November 2010. http://bit.ly/2nklgaN

This article does go on to list a number of accomplishments
of the plan, so lack of awareness should not be confused
entirely with lack of impact, but clearly the plan did not
have the broad resonance it might have.

propose mechanisms that can increase the
likelihood of ongoing advocacy for the plan, as
this may help ensure that there is a sense of
urgency and community accountability around
the plan’s implementation.

Metrics involve how to measure the outcomes
of economic development efforts, while data
refers to the information about inputs—or
underlying conditions—that are used to
inform ED efforts. Santa Fe is not unique in
having difficulty determining the best ways of
measuring performance. In the accompanying
Literature Review there is a section on metrics
that outlines some of the challenges that all ED
organizations experience in this arena. As one
study of ED measures has noted:’

Performance measurement is more
complex and difficult in economic
development than in many other fields.
While economic developers play critical
roles in the health of their communities’
economies, the results of their efforts
often are not immediate or may appear
disconnected from their efforts. Much of
their high-value work involves building
relationships and making connections,
and this work may not pay off for months
or even years. In addition, much of their
impact is influenced by market, demo-
graphic, and other forces outside of

7 Economic Development Research Partners,
Making it Count: Metrics for High Performing EDOs, February
2013. http://bit.ly/2nED2If . See also: Brookings Institution,
Performance measurement in economic development — even
the standard can’t live up to the standard, August 2016. http:/
brook.gs/2bRb78Y
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their control. These are some reasons
for continued use of old economic
development metrics.

OED has often relied on ineffective perfor
mance metrics. One example of this is that,
when looking at the job creation numbers
of the ED organizations that OED supports,
there is no way to account for duplication.
So, if three different organizations assist a
company that adds 10 jobs, each organization
reports these jobs, skewing the data to make
it seem as if 30 jobs were created. Santa Fe
has to develop a better system of performance
measures because the existing metrics drive
a culture that incentivizes duplication of
efforts and the delivery of general rather than
customized economic development support
for evolving business clusters.

Past ED strategies have often focused on
aspirational priorities of policymakers, rather
than capitalizing on what is organically matur-
ing in our economy. One example of this is
when prior plans recommended focusing
on industries for which there was no critical
mass or inherent advantage to build on. There
were also no formal internal policies, driven
by data-informed decision making, to adapt
programming and support.

OED has already identified the fact that program
improvement is hampered by lack of relevant
knowledge and is taking steps to identify key
data that can help drive decisions. As discussed
in the accompanying Literature Review, there is
a bias towards data championed by thought-lead-
ers such as the Kauffman Foundation. In a recent

OED staff phone call about data, Rhett Morris,
director of research for Endeavor Global and an
expert in Kauffman methodology, noted that
Santa Fe's OED staff was already “90% ahead
of other small municipalities and is on track to
be a national leader in entrepreneurial program-
ming.” OED believes that a priority moving
forward must be to continue to implement data
driven decision making.
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The goal of this report is to set the stage for
a new ED strategic plan. A major part of the
process will be facilitating conversations with
elected officials, City leaders, the business
community, regional Economic Development
organizations, and others in order to establish
the overall vision and goals of an economic
development plan. A two-step process for
accomplishing this is outlined in the section
on Recommendations below.

As noted earlier, the City itself cannot undertake
all aspects of economic development—from
infrastructure to workforce to business sup-
port—so the plan will have implications for a
wide array of organizations. One of the City's
most powerful roles, however, will be to bring
together the people and organizations needed
to set overarching goals and tactics for ED. This
allows the OED to see catalytic opportunities,
like the Railyard fiber optic buildout. According
to the Kauffman Foundation:®

Government can both be part of the
conversation and create a bridge to
bring everyone in and start talking about
solutions and strategies, as long as there
is room for all parties to take action...
Convening stakeholders and facilitating
dialogue is an important role for local
government. The best way for policy-
makers to accomplish more is to bring
in people—from biotech and unions, to
corporate and university leaders.

8 Kauffman Foundation, 2015, New Entrepre-
neurial Growth Agenda: Cities; http://bit.ly/2nBdiEy

Between staff expertise and key insights from
prior plans there is a deep well of knowledge
and community experience upon which a new
planning effort can be based. The following
section of the report is designed to introduce
people who may not be familiar with eco-
nomic development to key elements of ED
and some regional strengths, weaknesses
and opportunities and threats. It also includes
an assessment of the shortcomings of prior
plans that can be used to inform the new
strategy process. These elements will all
inform a new ED strategy. First, it might be
helpful to summarize some best practices in
ED planning.

The following are some positive attributes
that were identified in an assessment of
the prior Santa Fe ED plans as well as “best
practices” identified in the accompanying
Literature Review. An updated Santa Fe ED
strategy will need to incorporate these attri-
butes, many of which address the previously
identified problems of policy, governance,
and metrics.

The most useful economic development plans
do the following:
e Begin with an analysis of regional

strengths, weaknesses, opportunities
and threats (SWOT)

e Are designed and driven by data, rather
than being “aspirational” (such as develop-
ing industries for which Santa Fe has no
competitive advantage)

e Qutline overall goals to which specific
implementation tactics are aligned

e Qutline roles, responsibilities and account-
ability for community implementation and
delineate the capacity and resources for
specific roles

e Qutline specific measures/metrics of suc-
cess and outcomes

e Qutline budgets needed, identify funding
streams, and acknowledge constraints

e Address the regional and multi-organiza-
tional nature of economic development

e |dentify the specific need for partnerships
with other ED entities

e Propose shared metrics to monitor suc-
cess, adjust programming, or request
more funding based on emerging needs

e Are spearheaded by civic champions,
endorsed by a governing body, and widely
embraced by stakeholders that are held
accountable for performance

e Are flexible enough to allow for experi-
mentation and innovation, but focused
enough to prevent hijacking by frequent
ad hoc requests

A key element of this project was to examine
prior ED plans—both from the City and from
other regional organizations—to see what les-
sons they could provide for the current planning
effort. In fact, it was the disconnect between
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the promise and the outcome of prior City
plans that led this project to the conclusion
that the structural issues outlined above, in
policy, governance and metrics, were ones
that would need to be addressed before a
new plan could be successful. However, a lot
of work went into all of these plans and their
implementation, and there are many aspects
of them that can be useful in informing a new
planning process.

In 2003, the City of Santa Fe began efforts
to establish its priorities for economic devel-
opment. In 2004, an 18-month process of
stakeholder and community engagement
and data analysis by an outside firm, Angelou
Economics, resulted in the Economic
Development plan known as the Angelou
Plan. An article published in 2012 estimated
that the plan cost just under $95,000.° The
Angelou Plan was re-examined several times
in the intervening years. The most recent plan-
ning effort was a draft plan created internally
by OED in 2015 that was never formalized.

It was not feasible for this report to determine
exactly what resulted from each plan, although
clearly there was a flush of activity in the years
immediately following the Angelou Plan.™

9 “Shadow Economy: Eight years ago, Santa
Fe's economic development plan was supposed to change
the game. What happened?” Santa Fe Reporter, April 4,
2012. http://bit.ly/20DEce6

10 A list of the plan’s outcomes can be found in:
Kris Swedin, “Whatever Happened to the Angelou Plan: Do
Economic Development Policies Matter?” Greenfire Times,
November 2010. http://bit.ly/2nklgaN

Nonetheless, it is fair to say that there were
missed opportunities, especially since so many
of the key recommendations from multiple
plans (such as beefing up marketing efforts and
improving City operations relating to business
climate) were never consistently implemented.

Several regional Economic Development enti-
ties have also produced strategic plans that
have implications for Santa Fe, including:
e The North Central New Mexico Economic
Development District (NCNMEDD) (2015)
e Santa Fe County (2014)

e Regional Economic
Initiative (REDI) (2008)

Development

Another effort that will inform a new Santa Fe
ED strategy is the work of the New Mexico
Jobs Council, a bipartisan body created by
the NM Legislature in 2013." The Council is
charged with identifying strategies to help
the entire State of New Mexico get back
to pre-recession job levels. Its focus is on
the creation, support, and attraction of eco-
nomic-base jobs.'”? The Council advocates a
two-pronged approach of helping existing
business and startups grow and recruiting
businesses in key industries. The Council has
concluded that Santa Fe County would need
to create 9,639 jobs over ten years to account
for population growth, attrition and unemploy-
ment. The City's new economic development
planning process will need to look at the

L Various reports from the Jobs Council can be
found at http://bit.ly/20DjKKq
12 Economic-base jobs are those that are created

when a product or service is sold outside the community,
bringing in “outside” money. Most economists believe that
economic base jobs are one key to a healthy economy.

work of the Jobs Council in order to evaluate
where it makes sense for Santa Fe to focus
in order to take advantage of state policies,
support, and funding relating to the Council’s
recommendations.

A chart summarizing some key strengths
and weaknesses of prior plans is included in
Appendix A. One conclusion from a postmortem
on the plans was that—in many cases—they did
not:

e |nclude implementation plans  that
assigned roles and responsibilities

e Address accountability or define who
would do what

e Address issues of how the structure of and
communication between City departments
(or between the City and external organi-
zations) needs to be organized in order to
ensure goals are met

e Tackle budget issues or try to understand
the various sources of funds that support
economic development

e Define industry clusters based on inherent
strengths, but on “aspirations”
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expended in trying to identify target indus-
tries, mostly with very little agreement, and
often with no clear outcomes. In fact, only one
industry cluster was common across all plans.
As noted earlier, many of these clusters were

chosen based on what policymakers wanted
to see, rather than on actual strengths in the
region. However, there are some previously
identified industries that may merit attention
in a new plan, if there is data that suggests
that these are sectors where Santa Fe has
some critical mass and inherent strengths.
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This brief assessment of Santa Fe's strengths,
weaknesses, opportunities, and threats is not
meant to be comprehensive, but to provide
a quick overview of the environment in
which economic development in Santa Fe
occurs. A full ED strategy will need to fully
evaluate these and other factors in order to
recommend how Santa Fe can leverage its
strengths, maximize its opportunities, and
mitigate its weaknesses.

Brand/reputation

Quality of life

Diversity

Environment

Business support infrastructure
Creative/smart residents

Tourism

Growing nexus of innovative businesses
Educational institutions

Lack of diversity in economy

Low educational attainment

High cost of living

Low wages

Lack of critical mass in business sector
Business climate

Demographic trends

Mismatch of worker skills/business needs
Lack of widespread hi-speed broadband
Status quo thinking

No sense of urgency

NIMBYism

Economic Divide

Lack of focus

Lack of accountability

Silo-ed ED community

Lack of access to appropriate capital

Lack of budget for ED

No history of working as a community on
shared goals

Improve marketing

Leveraging buzz, tourism, recent successes
Talent recruitment/development

Systemic solutions to ED

Improvement in governance for ED can help
make efforts more unified

Accountable implementation

New financing mechanisms for business

Focus on inclusion

Economic downturn
Change in Federal or state policy
Reliance on traditional tourism
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This summary of the key elements of
economic development comes from assess-
ments of prior ED plans, best practices
research, and staff knowledge based on years
of experience. It is meant to provide insight
into the various components of economic
development—even those that are beyond
the purview of the OED. One of the goals of
this overview is to create a common body
of knowledge about these topics. This is
important because the term “economic devel-
opment” means many things to many people,
and more in-depth descriptions of the various
components allows for a more informed and
nuanced conversation about the topic.

The second role of this section is to describe
what the OED currently supports in a particu-
lar area and to present the OED's point of view
about each topic. It is key to remember that
an ED Strategy will define work performed by
community organizations beyond just OED,
so many of the topics here are ones where
the new strategy must delineate the optimal
role for OED and other players, even though
in many cases there may be no practical role
for OED.

Figure 2 provides an overview of OEDs con-
tract spending in the different areas of ED
described below, to provide a picture of the
current areas of focus.

OED Allocated Contracts Budget ($800,000) By Program Area

Marketing
4%
misc - Data

2% 30
Industry
cluster
6%

Financing access to capital
15%

Entrepreneurial Support
22%

Currently funded in this arena: OED's Office
of Business Growth (OBG), Santa Fe Business
Incubator (SFBI), bizMIX, MIX, SCORE,
co-working space feasibility study.

OED believes that supporting entrepre-
neurs, startups, and existing businesses is
a core function, and anticipates continuing
to fund partner organizations that provide
services (such as mentorship or training) to
these groups. It also expects to maintain
an internal capacity to direct businesses to
the best forms of support and to help them
navigate City bureaucracy or State LEDA
funding opportunities via the internal Office of
Business Growth (OBG).

Workforce
29%

Business Services
18%

Although the OED is charged with assisting all
businesses, there has historically been a focus
on allocating the majority of OED's scarce dollars
to supporting organizations that assist econom-
ic-base businesses. These are businesses that
generate revenue primarily from outside the
region. This could include a business that manu-
factures here and sells out of state, a consulting
firm whose clients are from outside of New
Mexico, a company that derives a lot of revenue
from government contracting, or a tourism-based
business. Most economists believe that eco-
nomic base businesses have an outsized impact
on economic growth due to “multiplier effects”

Currently funded in this arena: OED currently
funds the SF Film Office. OED staff plays a role
in organizing the High-Technology Roundtable.
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Too many past ED plans expended a lot of
effort in identifying industry clusters based on
what policymakers wanted to see. Although
it might be tempting to state that Santa Fe
should be a hub of water conservation tech-
nology, the truth is that when the proposal
was made to focus on this cluster in a prior
plan, Santa Fe did not have a critical mass
of existing companies working in this arena.
So it was no surprise that this cluster never
developed.

By placing too much emphasis on industry
clusters, the region also risks telegraphing that
certain types of companies are more viable or
preferred over others. As Daniel Isenberg, a
professor at Babson College, put it:"

...Don’t prioritize specific sectors.
One of the drawbacks of popular
cluster strategies is that prioritizing
sectors serves as a signal to entrepre-
neurs about where they should seek
opportunity: currently, clean tech and
mobile applications, for example, are
de rigeur. Tomorrow it may be space
travel. But you should ask, not tell.
It is the entrepreneur’s job, not City
Hall's or that of a consulting firm, to
learn how to identify opportunity,
usually where most people think it
doesn’t exist. In fact, many of the
great opportunities defy definition

13 For a glimpse of the various industry clusters
that have been proposed in prior ED strategies, see the
chart on page 10.

14 Daniel Isenberg, Planting Entrepreneurial
Innovation in Inner Cities, Harvard Business Review, 2012.
https://hbr.org/2012/06/planting-entrepreneurial-innov

and lie in the creative “inter-sectors”:
health care and the environment; real
estate development and information
technology and cleantech; education
and mobile communications.

This does NOT mean that an ED strategy
should be blind to existing or emerging seg-
ments where Santa Fe may have strength.
OED and other ED organizations need to
be aware of such opportunities especially
where there may be ways to design programs
to support the unique needs of the cluster.
Examples of clusters of strength include
technology and creative-based businesses,
and possibly small manufacturing (technolo-
gy-based, food/beverage, artisanal products),
healthcare, location-neutral businesses, solo
workers, and exported services.

One role a government entity can play to sup-
port a cluster is in convening the participants.
This is why the OED created the Technology
Roundtable: to bring together local tech com-
panies based on research that suggests that
when people in the same industry ecosystem
get to know each other, the more they can
learn, collaborate, and grow their businesses.

Currently funded in this arena: Venture
Acceleration Fund, MIX's bizMIX competition;
OED is currently funding a feasibility study to
identify key business financing elements that
are weak or missing (this a follow-on study to
the 2016 Public Banking study, also funded by
the OED).

Business financing is usually addressed by
the private sector via banks, microlenders,
venture capital, Angel investors, or Community
Development Finance Institutions (CDFI's).

In general, the City should not substitute for
(or compete with) financing mechanisms that
already exist, but may have a role to play when
institutions are not meeting local needs. This is
the rationale behind OED funding the bizMIX
business competition (which awards cash prizes
donated by local businesses) and the Venture
Acceleration Fund (which provides non-equity
funding to growth oriented companies that
are too early for—or don't need—venture
backing but are not ready for debt financing).
Both programs fill a gap in the local financing
ecosystem and avoid appearances of conflict
of interest or favoritism by relying on funding
decisions made by a panel of business owners
and experts.

Current work: No marketing work is conducted
by OED staff at this time. Some budget is spent
on sponsorships of events.

Although OED has engaged in significant mar
keting efforts over the years, recently there has
not been staff or budget to properly address mar-
keting and communications. With an adequate
budget, there are many short- and medium-term
opportunities for OED to play a critical role, such
as serving as a key community marketing hub to
help local economic development organizations
extend their marketing reach.
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Several of the prior ED strategies have
suggested that the City take a lead role in
marketing communications for the overall
community economic vision. As early as 2004
Angelou identified the key issues:

Outside of the region, Santa Fe is faced
with another issue. While Santa Fe is
well-known throughout the world for
its southwestern style and arts, little is
known about Santa Fe as a business
location...Before the city can launch
an effective economic development
campaign - whether its focus is local
entrepreneurship, expanding current
businesses, or recruiting new ones - all
organizations related to economic develop-
ment must commit to a single strategy for the
community. Communities benefit from
a well-orchestrated marketing strategy
that is managed by one organization.

Currently funded in this arena: Technology
Roundtable; staff time for participation in
other regional initiatives.

OED has always been alert to potential roles it
can play in convening groups of companies or
ED organizations. The Technology Roundtable
(mentioned above in the section on “Industry
Clusters”) is one such example. The depart-
ment has also held ad hoc convening events
related to other industry clusters.

In addition to convening its own grantees from
the EDO community, OED also participates in
efforts led by other organizations, including

the Santa Fe Chamber of Commerce and the
Regional Development Corporation, to bring
EDO partners together for communication
and to identify common concerns.

The convening role acknowledges the fact
that OED does not and cannot perform all
tasks that advance economic development.

In many cases OED can add more value by
bringing the right organizations together
to craft strategies and actions informed by
awareness of local conditions and knowledge
of best practices nationally. Research by the
Kauffman Foundation suggests that convening
is one of the most valuable roles for a munic-
ipality to play in economic development, and
one whose benefits can go beyond the mere
stated outcomes of a project. For instance,
when explaining the success of one commu-
nity’'s entrepreneurial activities, they noted:"™

Just as important as the knowledge
generated through these meetings, the
simple act of convening strengthened
the communities in question— deep-
ening connections, creating some
first-time face-to-face relationships,
and galvanizing actions by the individ-
uals and businesses involved.

Currently funded in this arena: Providing
information when companies express an
interest in relocating to Santa Fe.

15 Kauffman Foundation, 2015, New Entrepre-
neurial Growth Agenda: Cities; http://bit.ly/2mTsxLS

Although the original Angelou Report from 2004
recommended that Santa Fe abandon active
efforts to recruit companies, in 2014 several
local ED organizations including OED began
an effort to recruit companies in the outdoor
recreation products manufacturing industry.
This was based on the fact that a successful
distributor of bicycle parts (BTI) had decided
to relocate here. In 2014 and 2015, OED staff,
along with staff from Santa Fe County, the
Regional Development Corporation, and the
NM Partnership (the state-funded organization
charged with marketing New Mexico as a busi-
ness location) participated in outdoor industry
trade shows to market Santa Fe as a location
to do business. The project involved dupli-
cation of effort, confusing communications
to potential recruits, and a lot of staff time,
without any real results. In the past 5 years,
neither OED nor the State has recruited an out-
of-state company to Santa Fe.

The downsides of recruitment include the high
expense of travel and chasing leads, Santa Fe's
perceived shortcomings as a place to do busi-
ness (e.g. distance from population centers),
and the fact that many relocating companies
expect costly financial incentives in order to
relocate here. In some cases, by recruiting an
outside firm, a community can be rewarding a
company who competes directly with an exist-
ing local company who has not received similar
support. Many companies whose only incentive
is a financial inducement do not have a lasting
tie to the region and, as Albuquerque has seen,
will quickly leave, taking their skilled workers
and tax revenue with them.
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Assisting 50 local companies to create 2 jobs
each will ultimately have a greater positive
local economic impact if the firms succeed—
and a less disruptive impact if they fail—than
will recruiting one company that adds 100
jobs but who could leave the area (or go out
of business) in an instant.

Unless a new ED strategy makes a different
recommendation, OED will not work to
actively recruit companies (in line with the
original recommendations of the 2004 Angelou
report). However, the City must be prepared to
respond to requests for information in those
cases where a company expresses interest
in relocating here, which is why an updated
policy on incentives—to spell out whether and
how Santa Fe should incent companies to stay
or relocate here—is needed.

It is possible that recruiting key supporting
organizations such as hospitals, think-tanks,
or higher-educational institutions—as opposed
to individual businesses—may create a
greater impact at a lower cost than recruiting
companies. This is a strategy that the new ED
planning process should investigate further.

Currently funded in this arena: OED is cur

rently funding a contractor to gather more
detailed data on the entrepreneurs and start-
ups assisted by City-funded EDOs in order to
better understand current trends.

The importance of data was discussed in the
section on "“crossroads” issues. Data will
help identify what conditions we actually have

on the ground as this can inform more “bot-
tom up” programming that meets the current
needs of businesses and entrepreneurs. This
is a different way of viewing the world than
prior approaches, which defined industry
priorities based on aspirations, or what policy-
makers or community leaders desired to see.

For example, many thought leaders in ED have
called for communities to explore the issue
of inclusion, by crafting policies that benefit
groups of citizens who may have been left out
of prior ED efforts. The call for inclusion, cou-
pled with the fact that immigrants are almost
twice as likely to start businesses as native-
born Americans, suggests that a new Santa
Fe ED strategy should consider collecting
data to inform possible future programming
that could be implemented by numerous
EDQO's to reach this demographic.

As discussed in the section on data/metrics
above, a lot of effort goes into collecting met-
rics that do not necessarily measure anything
worth knowing. The new ED strategy will
need to recommend a new set of outcome
measures.

Currently funded in this arena: Youthworks!

Siete del Norte mentoring program, Make
Santa Fe Makerspace. OED staff mem-
bers also participate in efforts by the SF
Community Foundation to establish goals in a
"“birth to career” collaborative.

Developing the right workforce, attracting the
right talent, and providing job opportunities for

citizens is a vitally important role of economic
development. However, the problem is so large
and there are so many other organizations ded-
icated to workforce development that it is time
to define the correct role for the City to play, in
order to focus and leverage scarce resources.
For the last several years, more than 29% (or
approximately $240,000 annually) of OED con-
tracts have gone to support workforce efforts.

Currently funded in this arena: No budget is cur-

rently deployed, although OED staff members
have advised leadership and recommended
pathways relating to localism.

A relatively new approach to ED emphasizes
“localism”—the attempt to encourage more
local spending. A localism strategy could
encompass anything from encouraging schools
to buy locally-produced food, to beefing up local
preference clauses in government contracts,
to getting more workers employed in Santa Fe
to live here rather than commute in from other
counties.

A local non-profit, Impact Network SF, recently
funded a study of the SF economy that
concluded that 48 cents of every dollar that
residents spend “leaks out” of the local econ-
omy when goods and services are purchased
from outside the region. According to this
study, Santa Fe County overall could add over
4600 jobs and $214 million in new wages if only
10% of this trade deficit was converted to local
purchasing.'®

16 Private communication, Michael Shuman, 2016.
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Education is widely accepted as a key
underpinning of a strong economy. A well-ed-
ucated population forms the basis for a local
workforce and education is an aspect of
“quality of life.” There are anecdotal reports
of companies having difficulty recruiting for
key positions because people are hesitant
to move to Santa Fe knowing that they may
need to put their children in public schools.
However, most of the organizations in the
educational ecosystem are outside the con-
trol of the City or any other single entity. The
Angelou Plan's recommendation that “the
community will place an increased value on
education,” while a noble goal, was difficult to
implement when there was no organization
assigned to advocate for it. The recent role
that OED has played in education has been
to advocate through community initiatives
and local partners that local colleges and
schools increase computer coding training
opportunities. This is an example of how OED
can play a role by knowing what has worked
elsewhere and suggesting how it might work
in Santa Fe.

The issue of business climate and Santa Fe's
perceived “business unfriendliness” is an
issue that comes up repeatedly, and most of
the prior ED strategies have identified this as
a key weakness.

The issues—which include high impact fees,
inconsistent zoning decisions, slow approval
processes, and a general “tin ear” when the

City makes decisions that impact the business
community—stem from multiple decisions
made by a variety of players. Solutions can
range from the complex, such as making
legislative changes, to the relatively simple,
like translating key documents into Spanish or
making process checklists for agencies that
administer approvals.

Although OED is on the front line for
receiving complaints and seeing the neg-
ative impacts of this business climate, the
department is fairly helpless to actually
solve the problem. One reason that the
problem persists is that the issues that
cause the most difficulties span multiple
City departments.

Some progress has been made; for instance,
OED’'s Office of Business Growth (OBG)
recently worked with a CBQL Subcommittee
to identify some strategies to improve the
business licensing process in the City.
However, all too often good ideas disappear
into the “recommendations graveyard” where
solutions go to die because there is no struc-
ture or policy in place to take responsibility
for them. An attempt to identify and imple-
ment structural “fixes” to the key business
climate problems could be a useful place to
start in the effort to establish accountability
and drive change in areas that span several
City departments. A new citywide Enterprise
Resource Planning software system currently
in the planning stages may address some of
the problems, but if the underlying organiza-
tional systems are weak, software will not be
a complete fix.

Infrastructure includes elements such as land,
real estate, transportation, utilities, and inter-
net. Clearly infrastructure is a key component
of economic development and the OED has
been involved over the last four years in efforts
to enhance broadband services in Santa Fe.

However, there is a need to clarify the role of
the OED in funding or managing infrastructure
projects. Given the current staffing levels and a
resource-constrained environment, it may make
more sense for OED to be at the table when
projects are assessed but to reduce or elimi-
nate its role in actually managing and funding
infrastructure projects. This points to the larger
issue that there needs to be a new system to
handle important ED issues that span a number
of City Departments and regional players.

Although tourism contributes directly to the
economic health of the community, OED does
not play a consistent, funded, or direct role
in tourism because there is a fully funded
Department of Tourism. The two departments
do communicate and coordinate.

Like infrastructure, “quality of life” elements
such as affordable housing, recreation, librar
ies, parks, and trails contribute to economic
development, but the OED plays no direct role
in overseeing them. OED needs a “seat at the
table” when quality of life issues are being dis-
cussed, but does not (and should not) control
the entire process.
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The Resolution instructed the OED to deter
mine what would be needed to generate a new
Santa Fe Economic Development Strategy. As
this report has suggested, Santa Fe should
consider approaching the planning process
differently than it has in the past. Here is how
the Brookings Institution views this process."”

Undertaking transformative economic
change requires developing a sense of
urgency and high visibility. That starts
with an economic narrative grounded in
hard data and clear-sighted assessment
of the region’s competitive strengths
and weaknesses—gauging how it really
stacks up in the global economy and
where there are challenges and market
failures to address. Data can dispel
illusions and overcome complacency.
Lack of solid data and analytic capacity
can stymie regions at this initial stage.
Establishing a common economic
narrative brings leaders and the com-

munity together to mobilize action.

The difficult task is determining what the over
all goals for Santa Fe's economy should be and
designing the correct governance structures
to support the vision. Once these challenging
tasks are accomplished, developing the spe-
cific strategies and tactics is not actually that
complex. In other words, it is easier to map
the journey once there is a consensus about
where the bus should go and who is driving.

17 Brookings Institution, Remaking Economic
Development, 2016. http://brook.gs/2nkmNq7

Given the current staffing levels of 2 FTE's
and the lack of a permanent Director for OED,
this report advocates for a two-stage process.

This report proposes starting the process with
a deep dive into the actual economic condi-
tions in Santa Fe. Using existing departmental
and community funding, OED could issue
an RFP for an economist familiar with New
Mexico to paint a detailed and honest portrait
of Santa Fe's economic conditions of health.
There is available budget at OED to engage an
expert to accomplish this within a few months.

The resulting economic study could be used
as the basis for an Economic Summit that
would bring together community leaders and
economic

stakeholders (and even national

development experts) to map consensus
pathways by tackling the hard questions about
what is possible to achieve with our limited
resources by connecting our entire commu-

nity. This process could achieve two things:
1. Contextualize our economic health

2. Galvanize the community around goals
based on a shared data set

This quote describes how a process like
this might work. In this particular case (from
Minnesota) the goal of the community was to
redefine economic development to explicitly
address issues of inclusion and equity for all
citizens, although presumably the process
would be similar no matter what the overarch-
ing economic goals were.'®

18 Amy Liu, “A Blueprint for More Inclusive Eco-
nomic Growth,” Harvard Business Review, March 3, 2016.

Promoting economic inclusion begins
with agreeing on goals. In Minneapolis—
St. Paul, a diverse set of stakeholders
from economic development,
thropy,
community development came together

philan-
business, government, and
to reach consensus on more than 50
indicators of economic, social, and
environmental progress that will guide
their regional strategy. With inclusion
as a fundamental goal, they settled
on a core mix of metrics to measure
innovation, talent development, job
access, and job quality while increas-
ing attention to measures of poverty
and inequality based on race. The new
regional dashboard includes indicators
such as “percent of foreign-born popu-
lation aged 16-64 who are working” and
“employment gap between whites and
people of color” Progress on economic
inclusion cannot begin until stakehold-
ers across a region agree on collective
goals and set out to achieve them.

By putting real data in front of a diverse group of
community leaders, there could be a thoughtful
discussion about the overall vision for Santa
Fe's economy moving forward. It might be
determined that the current ED goals of diversi-
fying the economy, focusing on economic-base
jobs, and supporting entrepreneurship are the
right ones for Santa Fe. But it seems worth-
while to at least stop and consider whether
the desired outcomes should be reframed
to encompass inclusion, equity, and making
sure that the economy is healthy for all. This

http://bit.ly/1p7B0lh
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is especially true given Santa Fe's unambigu-
ous economic divisions.

The process might even identify key people or
organizations with enough passion and dedi-
cation to play a leadership role in advancing
the economic vision—something that seems
to have been absent from earlier plans. But
even if an accountable leadership group does
not emerge, a solid foundation of economic
data and agreement on the overall goals of
ED will go a long way to informing the actual
process of finalizing tactics and projects.

It may be extremely difficult for Santa Fe to
galvanize around a large initiative like this, but
just having the right data and a context will be
useful for meaningful conversations.

Here is how the process of generating a
regional economic dashboard (used to track
economic progress) benefited Minneapolis: '

The first initiative coming out of
Minneapolis-St. Paul’s regional eco-
nomic strategy was not a new skills
effort or an infrastructure plan. Instead
leaders behind the strategy unveiled
a “Regional Indicators Dashboard,” a
detailed set of measures that can be
tracked over time to assess the strength
of the regional economy in providing
sustainable growth and opportunity.
Though the idea of a dashboard may

19 Amy Liu and Rachel Barker, To drive the econ-
omy, Minneapolis-St. Paul looks to the dashboard, June 16,
2015. http://brook.gs/2nAdROQ . See the actual dashboard
here:http:/bit.ly/2nAje0E

seem humdrum, this particular one
is unique in its drive: Get multiple
organizations and leaders to agree
on common performance outcomes
for the region to better align often
conflicting priorities and disconnected
strategies...To ensure the dashboard
translates into action on the priorities
it outlines, the partners will form a
Regional Competitiveness Working
Group to track and share progress.

To summarize, Phase 1, or “Data Driven
Decision Making,” is designed to address
two limitations of prior plans identified in this
report by:

1. Basing a strategy on real conditions,
with real time information

2. Developing the right civic body to gov-
ern, guide, advocate for and raise the
visibility of an economic vision.

Following Phase One, once there is a new
permanent Director of OED and the current
staff vacancies are filled, it will be easier to
move on to the next task—actually drafting
the plan. This could be accomplished either by
issuing an RFP for a single consulting group to
oversee the entire process, or by relying on a
fully-staffed office, most likely supplemented
by smaller consulting contracts to fill specific
knowledge gaps.

The work in this report has gone a long way
towards understanding some specific items
that would need to be addressed into the new
plan, but the results from Phase 1 will be critical
in determining the exact scope of work.

A lot of research went into prior City and
regional plans, and many ideas from these
plans may still have viability. Results from the
current fiscal year OED-funded Co-working,
Data Analysis, and Financing projects will also
inform the planning process, as will the New
Mexico Jobs Council priorities.

A benefit of using outside consultants is their
expert knowledge of the relevant topics and
broad insight about what has worked—and not
worked—elsewhere. Downsides include the
overall cost, the length of time needed to get
a contract in place, and the length of time for
the contractor to get up to speed about our
environment and culture if they are not a local
firm.?° Another danger is that economic devel-
opment consulting firms may have a tendency
to favor strategies that they devised for other
communities, even if those strategies are not
relevant for Santa Fe.

The benefit of a staff-managed process is
that it will cost considerably less and reflect
an in-depth knowledge of conditions on the
ground. Limitations of this approach are that

20 As noted earlier, an article cited that the cost

to produce the Angelou report was $95,000 in 2003-4. This
number has not been verified, but does give a feel for overall
costs.
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it may take some time for a new permanent
OED Director and new staff to balance current
portfolios of programming in order to prepare
for this significant ED planning initiative.

An internal effort would still require supple-
mental support and outside expertise in areas
such as survey design, facilitation, or research,
but these would be smaller, more focused
contracts—at an overall lower cost—than
what would be required to hire a consulting
firm to generate the entire strategy.

No matter whether the process is managed
by a consultant or OED staff, Phase 2 will
involve more research, fact-finding, and anal-
ysis. The specific tasks will be informed by
the results of Phase 1, so cannot be known
with certainty at this time, but based on find-
ings in this Report, the following are some
tasks that might be undertaken in this phase.

1. Address the issue of implementation:
Who does what, budgets, accountabil-
ity, oversight, timelines, milestones,
etc.

2. Address policy issues, primarily where
OED needs to focus in order to deploy
its scarce resources effectively.

3. Make a recommendation about City
policy on business recruitment (passive
versus active) and on the viability of
recruiting anchor institutions (such as
think-tanks, R&D facilities, healthcare
facilities, etc.).

4. Recommend where OED should focus
its business expansion efforts (to
support local businesses who want to
grow) for maximal effectiveness.

10.

1.

12.

13.

Review existing City of Santa Fe
Business Incentives (Industrial revenue
bonds, loans, grants, etc.) and best
practices nationally to inform a discus-
sion about and updating of the City's
policy on incentives.

Oversee an effort to identify specific
areas where City practices (zoning,
licensing, regulation, impact fees, etc.)
negatively impact local businesses and
identify possible solutions.

Make recommendations for support of
what appear to be emerging industry
clusters, e.g. small manufacturing
(technology-based, food/beverage,
artisanal products); exported services;
healthcare; solo-workers, and others
that might be identified.

Make recommendations for ED perfor-
mance metrics. Determine the labor,
budget, and tracking/reporting systems
needed to maintain these metrics.

Research and recommend approaches
to the goal of inclusion in ED, address-
ing issues of opportunity for low-wage
workers, immigrants, Spanish-speaking
entrepreneurs, and other groups.

Make specific policy recommendations
about the role of OED, other City
departments, and outside organizations
in span of control efforts.

Follow up on the current study of gaps
in the local business-financing eco-
system. Identify proper role for City in
financing for companies.

Identify optimal role for City in support-
ing efforts to boost local purchasing.

Make recommendations on the best
role for the City to play in the area of
workforce development.

14. Determine the proper role for the City in
supporting physical spaces for co-work-
ing, entrepreneurial activities, etc. This
will be informed by the currently funded
Co-working Space feasibility study.

15. Make recommendations about the role of
OED in and with tourism.

16. ldentify specific areas for partnership and
synergy with SF County ED and other
regional ED entities.

17. Develop overall marketing strategy. Make
recommendations about the advisability
of marketing the region to entrepreneurs,
“boomerang millennials,” retirees, or
others.

18. Identify a strategy for building-out exist-
ing convening programs.

19. Identify government, Foundation or other
external sources of grant funding to
advance OED priorities.
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In the process of addressing Council’s request
to present a path forward for a new ED strat-
egy, this assessment identified the underlying
issues that have impeded the effectiveness of
Santa Fe's ED efforts and reduced the impact
of prior ED plans.

The core issues identified—of governance,
policy, and metrics—need to be addressed as
part of any future ED strategy. The report also
found that the lack of implementation plans
that addressed accountability, budgets, and
the multi-organizational nature of ED ensured
that prior ED strategies did not meet their
full potential. Today, Santa Fe's economic
development crossroads is that if these sys-
temic problems are not addressed, even the
best-designed strategic plan will fall short of
its potential.

Between staff expertise and key insights from
prior plans there is a lot of background knowl-
edge upon which a 2017 ED planning effort
can be based. Given the current state of the
OED Department, which is short-staffed and
lacking a permanent Director, the report rec-
ommends issuing a contract for an in-depth
economic assessment of Santa Fe as a first
step on the new planning process.

Even though the City cannot undertake
all aspects of economic development, the
City can play a unique and powerful role in
convening local leaders and organizations to
establish overarching goals and tactics for ED.
If Santa Fe can learn from past mistakes, it
will be better situated to ensure that a new
ED strategy meets its full potential. The goal

of an improved Santa Fe economy is worth
the hard work of instilling a sense of urgency,
common purpose and accountability in the
community.
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DATE PLANTITLE CONTEXT/THEMES/GOAL

2015

2015

2014

2011
2012

2011

Santa Fe
working draft

North Central
New Mexico
Economic
Development
District ED
Plan

Santa Fe
County ED
Plan

City of Santa
Fe- Plan
update

Santa Fe
Future
Economy
sub-com-
mittee
report

Diversify and grow the economic base
Attract and retain talent
Enhance entrepreneurship

Aregional plan

1. Healthcare and social services

2. Tourism and recreation - cultural and visitor
based

3. Renewable energy/green industry

4. Technology- emerging high tech, information
tech and data

5. Agriculture

6. Digital media/film

7. Education

8. Exported services (financial, research,
environmental)

9. Government

10. Solo-workers - independent workers suitable
for the District geographic environment

1. Agriculture

2. Arts and Culture

3. Ecotourism and outdoor recreation

4. Film and media

5. Green Industries (especially building, energy
and water)

6. Health and wellness

Identified these recurring themes in past plans
1. Entrepreneurship development

2. Small business support and Assistance

3. Business Licensing

4. Infrastructure; specifically broadband

5. Comprehensive, effective communications
strategy

1. Began as an effort to update Angelou, with
the aim of proposing tactics that could be imple-
mented within 1-3 years

2. Group of 10 people including 2 city staff and 5
members of BQL came up with the plan

3. Identified key role of City as convener and
facilitator of partnerships

4. Bolster entrepreneurship via funding an
“innovation hub” or“sandbox.”

5. Improve marketing efforts, celebrations and
buzz (e.g. creative index).

6. Create ways to connect emerging sectors

STRENGTHS

Outlined overall goals, tactics to advance goals, key
principles, and values

Identified the need to create well-defined metrics
for ED

Identified a “local” purchasing/reducing leakage as
one element of ED strategy

Conducted a fairly detailed SWOT analysis of the
region

ID'd the potential of recruiting, linking and training
solo/ location-neutral workers to fill the needs of
other businesses (e.g. specialized accountants or
lawyers to support film industry)

ID'd the extent to which Santa Fe imports labor from
surrounding counties

1. Categorized proposed strategies into a portfolio of
“game changers,” “capacity builders,” and “quick wins”
2. Provided clarity about what the role of SF County
govt should be in a particular

project (e.g. legislation, investment, collaboration,
and/or facilitation)

3. Identified specific tactics and provided estimates
for funding and other resources needed to implement

Encouraged the city to work with other local and
state efforts to maintain gains in ED

Addressed funding issues and proposed budget
allocations, revenues and partnerships for proposed
actions

WEAKNESSES

Did not assign roles and responsibilities or
address budgets

Did not prioritize goals

Did not specify timelines

Did not address the funds needed to
achieve outcomes

Seemed fairly ambitious given the small
staffing of the County
ED Department

Emphasized recruitment, even though
this was not an Angelou priority, but did
not outline the rationale for this emphasis
or address the issue of how recruitment
would be done

Took an aspirational “top down” approach
e.g. stated that one goal was creating new
businesses at the intersection of art and
technology, but didn’t give examples of
how this might work

LINK
N/A

http:/bit.ly/2no7PjA

N/A

N/A
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DATE PLANTITLE

2009

2008

2004

REDI
Regional ED
Strategy

Strategy for
implementa-
tion, Angelou
update

Angelou Plan

CONTEXT/THEMES/GOAL

Created by the REDI regional consortium.
Designed to be a plan

for Santa Fe, Los Alamos, Rio Arriba, and Taos
Counties as a region

Created to follow-up on and develop a system
for vetting projects for funding associated with
the Angelou plan

IDENTIFIED THREE CORE AREAS:

1. Business development

2. Workforce development

3. Sites/infrastructure development

The city’s focus should be more on creating a
climate that is ripe for entrepreneurship and
small business success than on recruiting large
companies.

INDUSTRY CLUSTER RECOMMENDATIONS
FOR PRIORITIZATION

1. Arts and culture

2. Design

3. Hospitality

4. Conservation technologies

5. Software development

6. Publishing and new media

7. Outdoor gear and apparel

STRENGTHS

1. Acknowledged that clusters that are activated from
within and naturally occurring are better than ones
imposed by government from above.

2. Acknowledged that its clusters are mainly
“pre-clusters” or “emergent”

3. Focused on scaleup companies: emphasized
helping selected cluster companies grow.

4. Provided a detailed SWOT for some clusters

5. Identified specific companies in at least some
clusters

1. Based on discussions with businesses and other
economic development organizations

2. Clearly outlined what the City staff activities
versus partner activities

3. Set some specific staff workload targets

4. Clearly stated that projects will be chosen with an
eye towards the best outcomes for the cost

5. Created very specific target goals for job creation,
wage increase, efc.

6. Identified the importance of partnerships

7. Adopted a “portfolio” approach to economic
development projects funded by the City, along the
axes of resource needs and outcomes with the three
core areas of business development, workforce
development, and sites and infrastructure

8. Proposed a process for allocating funds from the
City Economic Development Fund(EDF)

1. Rejected traditional recruiting as the mainstay of
ED efforts

2. Encouraged passive recruiting (responding if
companies choose to move here but

not actively seeking them out)

3. Suggested a broad array of metrics

4. |dentified the need for funding

5. Focused on the importance of marketing

WEAKNESSES

Methodology for prioritizing top 4 clusters
seemed based more on what public officials
wanted to see than on where the region had
inherent strengths

1. Did not address inherent limitations in some
of the

proposed metrics

2. Itis unclear whether there was a process for
following up to see what progress was made
on goals in subsequent years

1. Aspirational rather than “data driven.” For
instance, spent a lot of time focusing on
industries that might have been nice

for Santa Fe to have, but for which there was
no inherent strength, (e.g. water conservation
technologies)

2. Focused on elements like grade school ed-
ucation which are clearly important but beyond
purview of City ED planning

3. Made assumptions about the quality of local
workforce that were not documented

4. Did not address structural issues (e.g.
many aspects of ED reside outside of the
OED Department, but no mention was made
of how City Departments would work together,
or how OED would interact with other regional
entities)

5. Did not outline clearly defined roles, respon-
sibilities, and accountability for implementing

LINK
http://bit.ly/20dLnND

http:/bit.ly/2nnHrFP

http://bit ly/2om4thU
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Glossary of Terms

1099 worker (related terms/categories
include worker in the “gig"” economy, corpo-
rate nomad, “location neutral” worker, solo
entrepreneur)—These are workers who either
work under contract for other businesses (and
whose wages are reported on a “1099" tax
form) or who live here but work for a corpo-
ration located elsewhere. These workers are
often incented by “quality of life” issues, and
may seek out Santa Fe for that reason. They
often bring in revenue from outside the region
and spend it here. 1099 workers may also
collaborate with other 1099 workers to bring
new companies into existence or serve as a
source of talent for local companies.

Angelou Plan—Santa Fe's comprehensive
economic development strategy from 2004.
The plan has been updated—formally and
informally—since then.

Boomerang Millennial—A person (especially
one in their 20s or 30s) who grew up (or went
to college) in Santa Fe, went away, and has
now come back. Often these people bring
businesses with them, or start businesses
once they come back.

CBQL—City Business & Quality of Life
Committee, the main OED committee.

Economic Base Jobs—Jobs that are created
when a product or service is sold outside
the community, bringing in “outside” money.
Most economists believe that economic base
jobs are one key to a healthy economy.

EDO (Economic/Entrepreneurial
Development Organization)—Non-profit or
for-profit organizations that support local busi-
nesses and entrepreneurs. Local examples
are the Santa Fe Business Incubator, SCORE,
the Regional Development Corporation, the
Small Business Development Center, Startup
Santa Fe, WESST, etc.

Import substitution—An ED strategy based
on reducing the number of goods and services
that are purchased from outside the region.
Import substitution is a key tenet of the “local-
ism” movement.

Inclusion—A newer approach to ED that
focuses on ensuring that economic opportu-
nities are widespread.

Leakage—The loss of revenue in taxes and
spending when local people or organizations
purchase goods from outside the community.
Leakage can also refer to the loss of talent
that occurs when people cannot afford to work
and live in the community.

LEDA/Local Economic Development
Act—The State of New Mexico's enabling leg-
islation that allows local governments to use
public money for private enterprises (includ-
ing non-profits) in the form of land, building
and infrastructure in order to foster economic
development. This legislation allows public
investment in private enterprises without
violating the anti-donation clause of the New
Mexico State Constitution.

Localism—An approach to community and
economic development that stresses the impor
tance of local spending to a local economy.

New Mexico Partnership—The agency respon-
sible for actively marketing New Mexico to
businesses that might want to relocate to the State.

Office of Business Growth (OBG)—A Department
within OED whose goal is to strengthen, attract,
and retain businesses; make city navigation easy
for business; and improve the perception of the
business climate in Santa Fe.

Office of Economic Development (OED)—
The City's primary department charged with
Economic Development.

Passive Recruitment—Responding to inquiries
and opportunities from businesses considering
locating in the Santa Fe area but not actively
marketing businesses to locate in Santa Fe
from outside of Santa Fe.

Primary Industries—Primary industries are
defined on the same principle as economic base
jobs. They are industries that derive fifty percent
or more of their sales from outside of New
Mexico and thus bring in new money to expand
the local economy. Businesses that bring in
outside money are called primary industries, and
they produce the coveted “economic base” jobs.

Scaleup Companies (also known as
“second-stage companies” or “gazelles”)-
Companies that have the capacity and interest
to grow significantly and add jobs and/or reve-
nue. They have been shown to have an outsized
impact on a regional economy, but their needs
are often different from startups or non-growth
oriented businesses.

SWOT (Strength/weaknesses/opportu-
nities/threats) analysis—A technique to
evaluate factors for implementing strategy.
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Economic Development Specialist
City of Santa Fe, NM -

Office Economic Development

Former:

Appointee of Governor Bill Richardson, as
the COO of the Indian Affairs Department
of NM

Sr. Manager, Corporate Strategist, Market
Development — Lucent Technologies: Bell
Labs, NJ

Sr. EVP of Business Development, Otto-
Missouria Development Authority

Director of Business Programs - Santa Fe
Business Incubator (SFBI)

Sr. Legislative Analyst — NM House
Appropriations, Ways & Means, and
Business committees

Chairman of the NM Universal Services
Telecom Fund advisory board - PRC New
Mexico

Education:

M.A Economic Development — American
University (Washington, DC)

M.A. International Business — Ritsumeikan
University (Kyoto, Japan)

B.A Political Science — Northeastern State
University, Tahlequah, Oklahoma

Fellowships:

e \Woodrow Wilson Fellow (WWF) (1993-96)
Public Policy and International Affairs (PPIA)

e Monbusho Fellow: Ministry Education of
Japan (1995-97) Graduate research on the
future of technology
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INTRODUCTION

Before embarking on a revised City Economic
Development (ED) strategy it seemed like
a good idea to take a quick look at current
trends in ED policy.

Two of the key sources consulted for this
research were the Kauffman Foundation and
the Brookings Institution, both of whom are
recognized as thought leaders. They differ
a little, in that Brookings focuses more on
economic development generally, whereas
Kauffman is more squarely focused on
entrepreneurship.

Additional approaches that are described here
are economic gardening, cluster strategy, and
localism. There are also references to recent
work on the geography of jobs, the “creative
class,” and the “Rainforest Blueprint” as well
as to Babson College’s work on entrepreneur
ial ecosystems.

Key takeaways
e |nadequate attention to the civic nature
of transformative change explains why
so many economic development plans,
as well as community visioning and
goal-setting exercises, “end up in the
graveyard”

e |nclusion—or making sure prosperity and
opportunity is widespread in a commu-
nity—is an important goal to consider

e Grounding a strategy in data is important

e There is growing skepticism about
recruiting companies as an economic
development tactic, in favor of “growing
from within”

Government cannot solve all problems in
the local economy but should focus on
where it can make a difference

Convening, facilitation, and communi-
cation/marketing are some areas where
local government can play a key role in ED

Companies that provide economic-base
jobs and companies that are poised for
rapid growth can each have an outsized
impact on the local economy

Encouraging and nurturing talent is a
worthwhile goal

There are different points of view on the
advisability of focusing on industry clus-
ters, but if a cluster strategy is adopted it
must be based on existing strengths, not
just aspirational goals

Research supports building strategies
around existing sources of competitive
advantage or regional strengths and
investing in the ecosystems of innovation

Measuring the outcomes of economic
development is notoriously difficult
and the standard metrics used, such
as job creation, have many inher
ent weaknesses and are prone to
misinterpretation

There is no single “best way” to mea-
sure outcomes but once an approach to
metrics is devised (most likely a mix of
quantitative, qualitative, and economic
measures) it is important dedicate
resources to tracking them consistently
over time

CURRENT TRENDS AND BEST
PRACTICES IN ECONOMIC
DEVELOPMENT

It is not the goal of this brief report to synthe-
size every argument about regional economic
development but to point to the fact that these
are complex issues that bear thoughtful study
before action.

Brookings’ call to rethink economic develop-
ment entirely

Brookings, in noting that the big “wins” often
touted by EDOs never seem to trickle down to
measurable improvements in the lives of most
citizens, has called for a total rethinking of how
economic development is defined, stating that
“it's time to shift and broaden the purpose and
practice of economic development to generate
continuous growth, prosperity, and inclusion.” '

It is worth exploring the Brookings approach in
more detail as it may provide new models for
thinking about how the City of Santa Fe might
define economic development, especially given
the stark economic divides in our community.

Here are some of the Brookings Institution’s
key assumptions: ?

How an economy grows matters too. A regional
economy can expand simply by attracting more
firms and more people into the market. But
accumulating more people and a higher job

1 Brookings Institution, Remaking Economic Devel-
opment, 2016. http://brook.gs/2nAerfu

2 ibid.
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count does not always mean that workers and
firms are better off or that regional assets are
improving. Achieving deep prosperity requires
improving the productive capabilities of busi-
nesses and people in the region. That requires
building strong ecosystems for core indus-
tries, improving productivity, and engaging
in trade—the market foundations from which
growth, prosperity, and inclusion emerge.

Minneapolis/St. Paul, Syracuse, and Portland
are communities that have adopted the
Brookings approach, a summary of which is
listed below.

1. Set the right goals—expand the scope
and metrics of economic development to
reflect a more foundational and holistic under
standing of how to expand the economy and
opportunity.

2. Grow from within—prioritize established
and emerging firms and industries, invest in
the ecosystems of innovation, trade, talent,
infrastructure, and governance to support
globally competitive firms and enable small
businesses to grow in the market.

3. Boost trade—facilitate export growth and
trade with other markets in the United States
and abroad in ways that deepen regional
industry specializations and bring in new
income and investment.

4. Invest in people and skills—incorporate
skills development of workers as a priority
for economic development and employers so
that improving human capacities results in
meaningful work and income gains.

5. Connect place—catalyze economic place
making and work at multiple geographic lev-
els to connect local communities to regional
jobs, housing, and opportunity.

Funders, such as the Paul G. Allen Family
Foundation and J.P Morgan Chase, are
beginning to fund economic development
approaches based on inclusion. In Portland,
the Paul G. Allen Family Foundation funded a
"Disrupting Poverty" initiative that focused on
microenterprises along with personal finance
tasks like helping individuals set up Individual
Development Accounts. ®

We know that microenterprise and
small business entrepreneurship can
provide opportunities to build financial
stability for individuals and families.
We also know that these strategies
succeed most often when both entre-
preneurs and their communities are
linked with resources that strengthen
small business success. Entrepreneurs
need access to capital, business skills
training, tax assistance, and finan-
cial counseling. Communities need
appealing commercial districts and
supportive tax and business codes.

Like Brookings, Kauffman also places a big
emphasis on inclusion; and provides a few
examples of what that might look like in
practice (seen through its lens of entrepre-
neurial development). 4

3 Paul Allen Family Foundation, Disrupting

Poverty: Coming Together to Build Financial Security for
Individuals and Communities, 2014.

Bringing tech/startup culture to under-
served neighborhoods could revitalize
the community. Partnerships between
the tech community and existing
nonprofits, schools, and vocational
programs could bring skills to the tech
community and a creative energy that
could add value to neighborhoods.
These efforts could create pathways
out of poverty, bring more diverse
backgrounds to the table, unleash
community energy, and leverage local
assets

Of particular note is Brookings' emphasis on
"growing from within” which refers not only to
prioritizing local business over recruiting busi-
nesses to relocate, but also to the necessity
of building strategies around existing sources
of competitive advantage or regional strengths
rather than pursuing “aspirational” goals around
industries or clusters that sound nice on paper
but are do not have any sort of critical mass on
the ground. They note that these efforts often
fail because they are not driven by data but by
wishful thinking. °

Undertaking transformative economic
change requires developing a sense of
urgency and high visibility. That starts
with an economic narrative grounded in
hard data and clear-sighted assessment
of the region’s competitive strengths
and weaknesses—gauging how it

4 Kauffman Foundation, 2015, New Entrepre-
neurial Growth Agenda: Cities, http://bit.ly/2mTsxLS

5 Brookings Institution, Remaking Economic
Development, 2016. http://brook.gs/2nAerfu
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really stacks up in the global econ-
omy and where there are challenges
and market failures to address. Data
can dispel illusions and overcome
complacency. Lack of solid data and
analytic capacity can stymie regions
at this initial stage. Establishing a
common economic narrative brings
leaders and the community together
to mobilize action.

Cluster-based approaches

Brookings believes that “growing from within”
is a key principle (#2 above), and emphasizes
the importance of working with industries and
companies that are already in a community
(rather than trying to recruit industries for
which there is no apparent local competitive
advantage). Many economic development
plans describe clusters of industries that
are either locally strong or that a community
desires to encourage. The commonality that
defines a cluster can be at the industry level
(e.g. software) or at the level of some other
attribute (e.g. solo workers).

The general principle of identifying where a
community has some existing strength is an
important one, as, too often, elected officials
decree that a certain industry is desirable
even if there are not the right conditions for
that industry to flourish in the region. This sort
of “top down"” or “aspirational” cluster-build-
ing has been rejected by most experts.

A key question for municipalities might be
what are the industry-specific initiatives that
stem from identifying industry clusters; if

there are no specific actions, it seems like
a waste of effort to spend time identifying
clusters. Convening groups of companies and
entrepreneurs with similar concerns can be
one useful role for economic development.

Some experts are skeptical of spending too
much effort in defining or focusing on clusters.
Here is what Babson College entrepreneurial
ecosystem expert Daniel Isenberg had to say
on the topic :¢

But don’t prioritize specific sectors.
One of the drawbacks of popular
cluster strategies is that prioritizing
sectors serves as a signal to entrepre-
neurs about where they should seek
opportunity: currently, clean tech and
mobile applications, for example, are
de rigeur. Tomorrow it may be space
travel. But you should ask, not tell.
It is the entrepreneur’s job, not City
Hall’'s or that of a consulting firm, to
learn how to identify opportunity,
usually where most people think it
doesn’t exist. In fact, many of the
great opportunities defy definition
and lie in the creative “inter-sectors”:
health care and the environment; real
estate development and information
technology and cleantech; education
and mobile communications.

6 Daniel Isen berg, “Planting Entrepreneurial
Innovation in Inner Cities,” Harvard Business Review 2012.
http://hbr.org/2012/06/planting-entrepreneurial-innov

Economic gardening

Another approach to economic development
that is equally skeptical of the utility of recruit-
ing companies from outside the region is
known as “economic gardening” This approach
emphasizes direct support to home-grown com-
panies by providing specific information (e.g.
geographic, market, and web marketing data)
and combining this with counseling on strategy.
In the early 2000s Santa Fe embraced an earlier
flavor of economic gardening, focusing mostly
on determining and convening industry clusters
rather than providing direct support.

The practice of economic gardening became
somewhat rigidly codified when it found an insti-
tutional home at the Edward Lowe Foundation,
and is now focused on training regions and
municipalities to provide services primarily to
what are called “second stage” companies (with
revenues between $1 million and $50 million).
This is based on the fact that these firms tend
to have an outsized impact on the economy,
“between 1995 and 2013, second-stage com-
panies represented about 13 percent of U.S.
business establishments, but generated about
35 percent of jobs and 35.4 percent of sales,
according to YourEconomy.org.” 7

People frequently use the term ‘entrepre-
neur’ to refer to small businesses, but
entrepreneurship encompasses a broad
spectrum, and there's a big difference
between small-business entrepreneurs
and growth-oriented entrepreneurs.
For example, some individuals, often
7 See http:/bit.ly/2mU2eVP
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referred to as “lifestyle entrepre-
neurs,” may be self-employed because
they like being their own boss, but
creating jobs isn’t a priority for them.
Then there are small businesses
that provide jobs in a community;
however, the local trading area they
serve often restricts their growth. In
contrast, growth entrepreneurs are
significant job creators because of
their appetite — and aptitude — for
expansion. And because they often
have national or global markets,
they bring outside dollars into the
community. The foundation defines
second-stage growth entrepreneurs as
having 10 to 99 employees and annual
revenue ranging between $1 million
and $50 million.

According to the Foundation, "“Economic
Gardening programs have demonstrated a
much lower cost per job created than incen-
tive-based or relocation strategies.” ©

Localism/Import Substitution

Classical economic development has gener
ally focused on recruiting new businesses,
creating the conditions where businesses
can flourish, and—more recently—supporting
entrepreneurship. In general ED has placed
particular emphasis on assisting companies
who create “economic-base” jobs: those
that are sustained by money coming into the
region from outside, whether by exporting
products and services, selling products on

8 See http://bit.ly/2kWNVL2

the internet, government contracting, tourism
or some other means. The focus here is on
"importing dollars” or bringing in money from
the outside.

There is a complementary approach that
looks more at how local money flows out of
the system. This is the essence of many “buy
local” movements—an interest in “plugging
the holes” where local dollars get exported.
This is often referred to as “import substitu-
tion.” One proponent of this approach is the
Business Alliance for Local Living Economies
(BALLE),® and its founding board member
Michael Shuman, who was recently engaged
by Impact Network Santa Fe to examine the
Santa Fe economy.

The movement is much larger than merely
a "buy local” movement, though, as it also
emphasizes inclusion and equity, sustainable
development, collaboration, shared owner
ship, local investment, and widely-shared
decision-making. °

Localism is ultimately about building
communities that are healthy, equi-
table and regenerative — backed by
local economies that are stronger
and more resilient. It means we use
regional resources to meet our needs
— reconnecting eaters with farmers,

9 See BALLE at https://bealocalist.org. See Shu-
man'’s work at http:/michaelshuman.com and in Michael
Schuman & Kate Poole, Growing Living Economies: A
Grassroots Approach to Economic Development (BALLE,
2012).

10 The core tenents are described here:
http://bit.ly/2crrgrv

investors with entrepreneurs, and busi-
ness owners with the communities and
natural places on which they depend. It
recognizes that we're all in this together,
and that we are all better off, when we
are all better off.

Again, the emphasis on “equity” (similar to
what Brookings and Kaufmann define as “inclu-
sion”) is notable, as it is the first of their tenets:

Build supportive services and infrastruc-
ture for the jobless and under-employed,
with attention on race and zip code, so
everyone can reach their full potential.
Align labor, anchor institutions and
businesses in creating local economies
that work for all.

The “How” of ED: Implications for a New
Santa Fe Economic Development Strategy &
Process

Brookings key focus is on large metropolitan
areas, so it is not clear how many of their find-
ings are directly translatable to a small city like
Santa Fe, but their approach—defining the ED
goal broadly as growing overall prosperity—is
one that should be investigated by any team
working on a revamped ED strategy for the City.

Santa Fe's economic development strategies
and tactics up until now could be characterized
as being fairly narrowly focused on “business”
concerns (as opposed to values such as
inclusion or equity) and do not give the sense
of being guided by widely communicated,
community-generated goals. Brookings' first
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principle of “setting the right goals” might be
especially important to consider when craft-
ing a new ED (or any other sort of) strategy.
This could include actions such as reaching
collective agreement on broad economic
impact/output goals.

The city can play a valuable role in oversee-
ing an overall ED strategy process even if
the City itself is not responsible for carrying
out all parts of such a plan. Clearly not all
aspects of economic development—from
infrastructure to workforce to direct services
to businesses—can be undertaken by the City
itself, but the City can play a powerful role in
bringing together the local players needed for
setting overarching goals (and tactics) for ED."

Convening stakeholders and facilitat-
ing dialogue is an important role for
local government. The best way for
policymakers to accomplish more is
to bring in people—from biotech and
unions, to corporate and university
leaders. When a diverse group of peo-
ple comes together to focus on these
problems, the participant noted, they
can be endlessly creative. Government
can both be part of the conversation
and create a bridge to bring everyone
in and start talking about solutions and
strategies, as long as there is room for
all parties to take action.

Daniel Isenberg of Babson is also a believer in
creating broad-based social platforms, espe-
cially around economic development based
on inclusivity, and he is a proponent of a “big

tent” vision of who needs to be involved.

Thus, in cities, you need to provide a
broad platform to support the inclusive
vision, encouraging restaurateurs,
designers, neighborhood groups,
schools and universities, real estate
developers, law firms and architects,
chambers of commerce and other gov-
ernment agencies to interact with each
other in innovative ways.'

A key point of commonality in both Kauffman
and Brookings is identifying the need for
strong leadership for economic development
efforts. As Kauffman notes: “engagement
and funding are elevated when key individuals
rally a community and ignite the entrepre-
neurial fire!” Brookings goes even further,
stating that “smart civics” is one of the key
requirements needed to craft strategies for
economic growth. In fact, they note that :'

Inadequate attention to the civic nature
of transformative change explains why
so many economic development plans,
as well as community visioning and
goal-setting exercises, “end up in the
graveyard,” as one regional business
leader observed. As Nobel Laureate
Michael Spence noted, the economics
of economic growth is only part of the
12 Daniel Isenberg, “Planting Entrepreneurial

Innovation in Inner Cities,” Harvard Business Review, 2012.
https://hbr.org/2012/06/planting-entrepreneurial-innov

13 Brookings Institution, Remaking Economic
Development, 2016. http://brook.gs/2nkmNgq7

story. Sustaining growth, he said, “has
more to do with leadership, governance,
institutions ... and the interactions of these
factors and processes with economic out-
comes. ... Regions that create high-level
steering committees composed of corpo-
rate, political, and philanthropic leaders,
joined with broadly representative com-
munity partners, are better positioned
to succeed—and to survive inevitable
transitions in leadership. Without visible
champions, such as prominent co-chairs,
to reinforce the sense of urgency and
centrality, even well designed plans can
founder or get lost amid other initiatives.

Brookings feels its approach to bringing about
large-scale, regional economic change sits
squarely in the province of what have been termed
“collective impact” approaches to large civic prob-
lems." These are characterized (generally) by:

* Urgency + visibility: (often using data
to get people’s attention and focus
efforts) + setting visible milestones

e Collaboration: (bringing together uni-
versity/philanthropy/business/elected
officials/community; avoiding a “hero
mentality” approach; and keeping open
to the possibility that new civic struc-
tures will arise )

e Transparency and inclusion: (often
tailoring services to specific groups)

14 Brookings Institution, Remaking Economic
Development, 2016. http://brook.gs/2nkmNq7
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Put another way, the five conditions of
Collective Impact are: '

e Common agenda: coming together
to collectively define the problem and
create a shared vision to solve it

e Shared Measurement: agreeing to
track progress in the same way, which
allows for continuous improvement

e Mutually reinforcing activities: coor-
dinating collective efforts to maximize
the end result

e Continuous communication: build-
ing trust and relationships among all
participants

* Backbone: having a team dedicated
to orchestrating the work of the group

For an example of how a region used a col-
lective impact approach to work on economic
development and other issues relating to
economic prosperity and quality of life, see
the Memphis Fast Forward Study. '

However, nobody said this was easy!"’
The work to put a region on a higher
growth trajectory never stops. Regional

15 John Kania & Mark Kramer “Collective Inpact;
Stanford Social Innovation Review, Winter 2011.

16 FSG Consulting, Memphis Shared Vision study,
http://www.fsg.org/publications/memphis-fast-forward

17 Brookings Institution, Remaking Economic
Development, 2016. http://brook.gs/2nkmNq7

leaders must balance tangible and
visible progress against shorter-term
goals with the recognition that the
vision is long term, requiring constant
adaptation as conditions and leader-
ship changes. It also remains a work
in progress, with much exploration
and experimentation still to be done to
deliver new insights, new techniques,
new finance tools, and new business
models to get the civics right.

Another Point of View on Government’s Role
It is useful to also look at some research that
is skeptical of efforts by governments and
communities to engineer economic success.
One such author is Enrico Moretti, whose work
emphasizes the dependence of innovation
economies on having a high proportion of col-
lege graduates in their communities. Moretti
doesn't believe there is NO role for government
intervention, only that it should be undertaken
carefully:

Local governments face challenges
in reorienting regional economics.
Understanding when government
intervention makes sense and when it
doesn’t is a crucial first step in setting
sound policies.™

Morettiis skeptical of theargument—advanced

18 Enrico Moretti, The New Geography of Jobs
(Houghton Mifflin Harcourt, 2012).

19 See this link for a critique of the “Creative
Class” argument: http://thebea.st/IWaDiS

most notably by Richard Florida in his now
somewhat discredited work on the “creative
class"'®—that creating an attractive city with
amenities and culture can—in itself—lead to
economic prosperity, and he even notes that
“the United States is dotted with attractive
cities—Miami, Santa Fe, New Orleans—that
offer plenty of culture and tolerance but do not
generate good jobs in the innovation sector.?°

Again, it is not the goal of this brief report to
synthesize every argument about regional eco-
nomic development but to point to the fact that
these are complex issues that bear thoughtful
study before action.

ENTREPRENEURSHIP

Findings on municipal approaches to
entrepreneurship

In general, the Kauffman Foundation is upbeat
about the potential for local government to
support and nurture what it views as the key
component of economic development—entre-
preneurship. For instance, it advocates that
local government focus on helping to build
networks and ensuring that support is given
to entrepreneurs at different stages (as their
needs are different). '

Fostering connections and learning
among entrepreneurs leverages local
strengths. The Kauffman Foundation’s
main recommendation is to concentrate

20 Enrico Moretti, The New Geography of Jobs
(Houghton Miffin Harcourt, 2012).

21 Kauffman Foundation, How Local and State Governments
Can Best Support Entrepreneurship, 4/15/15:
http://bit.ly/1G4ATXA]j
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on the people behind businesses, who
learn by doing and interacting with
each other. Entrepreneurs like to learn
from others in the same business envi-
ronment, but they often find it hard to

make the connections. This is where

a local government can help: through
events and other platforms, they can
bring entrepreneurs together.

Hold events with a common objec-
tive and content for participants that
inspire interaction among them. For
example, inviting a few entrepreneurs
to discuss the current state of their
businesses and the challenges they
face can lead to discussion among par-
ticipants regarding potential solutions.
Outside speakers, such as successful
local entrepreneurs, also may bring
participants together, offer them an
opportunity to interact, and facilitate
learning for all participants. Simple
networking events, such as cocktail
parties, do not create an environment
for meaningful learning

Organizing business communities
around different stages of entrepre-
neurship offers more relevant support.
Public programs should direct busi-
nesses to the forums that would
meet their needs best. While meeting
others in the same developmental
stage (nascent ventures, startups,
or scaleups) can facilitate technical
learning and innovation, meeting with
businessmen further ahead may help

entrepreneurs find mentors, investors,
or inspiration.

The emphasis on social networks and social
interaction is also echoed in the work gener
ally referred to as the “Rainforest Blueprint”
(the philosophy behind many of the economic
development and innovation approaches
being pursued by Albuquerque). 2

Leaders cannot create sustainable eco-
nomic growth by edict; they must deal
with human nature and all its complexity.
Therefore, policymakers should focus
less on controlling economic assets and
think more about how to design systems
that foster valuable interactions among
its actors. How can leaders engineer
serendipity? How can they nurture more
connectivity and diversity? How can
they foster trust across social barriers,
particularly those that inhibit valuable
ideas, products, and companies from
emerging? In short, how can they build
“rainforests” instead of “farms”?

The Kauffman Foundation has a number
of specific recommendations applicable to
municipalities who want to support entrepre-
neurship. Below is a summary of several that
seemed most relevant to Santa Fe. %

e Level the playing field. Demonstrate your

22 Victor W. Hwang & Ade Mabogunje, “The New
Economics of Innovation Ecosystems,” Stanford Social Innova-
tion Review, Oct. 17, 2013.

23 Kauffman Foundation, Metro Summit for Entrepre-
neurship Leaders, Executive Summary, February 2016

community’'s eagerness to support widespread
entrepreneurial activities—not just those that
engage you directly.

e Storytelling: Engagement and support
increase when people within and outside the
entrepreneurial ecosystem better understand the
many economic and societal benefits entrepre-
neurs and their companies bring to a community.

* Promote events (cultural, educational, etc.) that
create possibilities for the kind of organic con-
nectivity that leads to intentional collaboration.

e Encourage productive collaboration
through the creation of a visual map of your
community’s entrepreneurial ecosystem that
highlights intersections and reveals gaps.

e Provide the guidance that entrepreneurs
need to tell a more powerful story. Help entre-
preneurs effectively communicate to media and
other audiences through training that prompts
them to tell their “journey” story rather than
sharing only milestones and quantitative data.

There are competing views about the role of
government in supporting entrepreneurs and
nurturing startup ecosystems. Brad Feld, an entre-
preneur, venture capitalist, and author of a book
on startup communities, is critical of the ability of
governmental agencies and non-profits to “lead”
the community. His “Boulder Thesis” lays out the
four key components for this ecosystem :*

e Entrepreneurs must lead the startup

24 Brad Feld, Startup Communities: Building an
Entrepreneurial Ecosystem in Your City, (Wiley, 2012).
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community.

e The leaders must have a long-term
commitment.

e The startup community must be inclusive of
anyone who wants to participate in it.

® The startup community must have continual
activities that engage the entire entrepreneur-
ial stack.

Many people in Santa Fe would say that the
region does not yet have sufficient density
of startups and entrepreneurs (especially
successful ones) to rely exclusively on the
entrepreneurs themselves to “organize” the
community, which is why there most likely
still is a role for government and EDOs.
However, Feld's emphasis on inclusion and
creating events to bring people together are
quite in line with Kauffman and the Rainforest
Blueprint approach.

Talent

Several experts believe that efforts to attract
talent are worthwhile. Even Moretti, who is
somewhat skeptical of government efforts to
engineer innovation acknowledges:®

A good quality of life does help cities
attract talent and grow economically,
but on its own, it is unlikely to be
the engine that turns a struggling

25 Enrico Moretti, The New Geography of Jobs,
(Houghton Miffin Harcourt, 2012)

26 Daniel Isenberg, Planting Entrepreneurial Innova-
tion in Inner Cities, Harvard Business Review, 2012.
http://bit.ly/2mTIF11

community into an innovation cluster.

Babson's Isenberg feels that a focus on talent
is even more important than government
efforts to fill the gap in early-stage capital :%

Fight the battle for talent, not capital.
Although entrepreneurs will always
complain first about the chronic
difficulty of raising money, the smart
ones know that talent is the more
important battle to win, because
money follows talent. Make vyour
city an amazing place for the most
talented entrepreneurs, innovators,
and creative people to come to seek
their futures, to live, work and play in.
The coffee shops, environmental art,
evening bars, museums, bicycle lanes
and rent-a-bikes, all build the buzz. In
every city | work with, | start by asking
entrepreneurs where they really want
to be — and the unfailing consensus is
uncanny: entrepreneurs need to crowd
around these urban watering holes.

Related to the "battle for talent” is the fact
that the very nature of work is changing.
More and more people work in the “1099
Economy” where they contract their exper
tise out to various companies rather than
working as full-time employees. Others may
draw salaries from their employment at large
companies elsewhere in the country but work
from home offices or co-working spaces in
places like Santa Fe. Both of these groups
are also referred to as "“location neutral”
or "solo” workers. This is a trend worth

watching, especially as Santa Fe's positive
lifestyle attributes have proven attractive for
people relocating here. Not all of these people
will start businesses that employ people, but
many will bring in revenue from outside the
state (thus creating “economic-base” impacts)
or serve as talent for local companies. The New
Mexico Jobs Council and the North Central
NM Economic Development District have both
identified this type of worker as a “target” of
economic development efforts.?’

Here is one assessment of the intersection of
the 1099 economy and economic development:%

What this means is that economic devel-
opment efforts become much less about
individual businesses and much more
about the underlying infrastructure -- the
dynamic flow of business growth entre-
preneurs, financiers, public infrastructure)
as well as the labor force (skill levels and
the density of the labor supply). The “eco-
system” of economic growth becomes
more important because a fluid economy
requires this system to be operating at all
times -- and most of it is in the commu-
nity or the region, far beyond the factory
gates...As a result, savvy economic devel-
opers who want to tap into the 1099
economy must recognize that they must
focus on a different version of the basics.
Visiting existing large businesses in the

27 For a description of one solo-work effort in New
Mexico see: http://www.thecelab.org/?page_id=586

28 William Fulton, “Economic Development in the
1099 Economy,” Governing Magazine, 2011. http://bit.ly/20dAFqu
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community remains important because
your largest businesses are probably
where your future entrepreneurs cur-
rently work. But you also have to know
the subtle ebbs and flows of your local
economy, especially where the clusters
of small business activity are located.

PERFORMANCE MEASUREMENT IN ED
This overview of current research into ED
metrics is intended to point out some of the
complexities in trying to gauge the outcomes
of economic development efforts, and to help
give policymakers a common set of concepts.

Activity (“input”) Measures. EDOs have
tended to rely on a few types of metrics when
assessing their efforts. Generally “activity”
measures look at things that can be easily
counted, even if these measures don't really say
anything about impact, outcomes, or effective-
ness. Examples of this would be tracking how
many clients have been served, how many peo-
ple attended workshops, etc. There is nothing
inherently wrong with this type of measure, but
policymakers need to be aware of their limita-
tions. Activity does not imply effectiveness.

Outcomes. The second set of commonly
used ED measures is aimed at tracking
"outcomes” of ED. This includes things like
tracking results at the level of the firms that
have been assisted, such as follow-on invest-
job
creation” (or its variants of “jobs retained” or

"

ment, and the most common metric:

“jobs attracted”). Because “job creation” is
the most commonly used metric, it is worth
detailing some of the many limitations of the

measure. Here are a few:

® The degree to which job creation can be
directly attributed to any sort of support (financ-
ing, advice, etc.) is suspect: companies create
jobs, EDOs provide support around the margins

e |t is also difficult to determine whether the
job creation would have happened anyway,
even if EDO support had not been provided

e Job creation may follow a year or more
after the support is given, making the direct
connection even more tenuous

e |f companies are tracked over time, it is
difficult to determine what length of time is
appropriate when “taking credit”

e Unless a survey is administered by a neutral
third-party, companies may feel under an obli-
gation to “tell the EDO what it wants to hear”
in order to maintain good relations or position
itself for further support

e For an organization like the City that may want
to track aggregate job creation by its grantees,
there is also the issue of duplication: if com-
panies aren’t tracked and reported by name
there is a great potential for double-counting if
several EDOs serve the same client

Satisfaction. A third set of measures can be
grouped under the general rubric of “customer

29 W.E Upjohn Institute for Employment Research,
Evaluating the Impacts of Local Economic Development Poli-
cies On Local Economic Outcomes: What Has Been Done and
What is Doable? 2002. http://bit.ly/20DvwEB

satisfaction” These often come in the form of
surveys that ask companies about satisfaction
with services received, the general utility of the
ED services received, or qualitative impacts. As
one study has noted, “the more useful surveys,
however, ask specific questions about how the
assistance provided to the firm has affected its
behavior."?®

These traditional metrics have increasingly
come under fire, and yet they persist.*°

Performance measurement is more com-
plex and difficult in economic development
than in many other fields. While economic
developers play critical roles in the health
of their communities’ economies, the
results of their efforts often are not imme-
diate or may appear disconnected from
their efforts. Much of their high-value work
involves building relationships and making
connections, and this work may not pay
off for months or even years. In addition,
much of their impact is influenced by
market, demographic, and other forces
outside of their control. These are some
reasons for continued use of old economic
30 Economic Development Research Partners,
Making it Count: Metrics for High Performing EDOs, February
2013. http://bit.ly/2nED2If . See also: Brookings Institution,
Performance measurement in economic development — even

the standard can’t live up to the standard, August 2016.
http://brook.gs/2bRb78Y

31 W.E Upjohn Institute for Employment Research,
Evaluating the Impacts of Local Economic Development Poli-
cies On Local Economic Outcomes: What Has Been Done and
What is Doable? 2002. http:/bit.ly/20DvwEB
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development metrics.

Economic Modeling. A more detailed
process is to delve into overall municipal or
regional economic health by using economic
modeling.®'

To calculate fiscal and employment
benefits of local economic develop-
ment policies requires an economic
model that takes the initial effects of
the policies on local business activity,
and calculates the impacts on the over-
all local economy, including multiplier
effects on suppliers and retailers, and
effects on local population growth. A
variety of such regional models are
commonly used by economic devel-
opment agencies in the United States,
most prominently the REMI model
and the IMPLAN model. Once the
overall impacts on all local business
activity and population growth are
determined, these impacts need to be
translated into impacts on state and
local government budgets, and local
employment benefits.

(Note that there are newer economic models,
such as RIMS |l that have been developed
since this article was written in 2002.)%2 This
sort of measure generally does not attempt
to ascribe changes to specific EDO programs
but is aimed more at gauging overall impacts
and community economic health. A project
32 For a good overview of economic modeling for

economic development, see Review of Economic Models: RIMS
Il Discussion, September 20, 2015 at http:/bit.ly/2nA3ACA

such as this sort of modeling is a large under-
taking and would only make sense as part of
a larger strategic initiative.

One very specific measure of an economy
that falls into this category is the measure-
ment of economic “leakage.” This approach
is one component of the “localism” policies
advocated by the Business Alliance for Local
Living Economies (BALLE), whose founding
board member Michael Shuman, was recently
engaged by a local organization to conduct a
leakage analysis of the Santa Fe economy.®
Localism initiatives track their impacts by
measuring reductions in economic leakage
over time.

Storytelling. Although not an actual measure-
ment, many EDOs have found that they can
communicate their impacts better to citizens
and elected officials by supplementing hard
data with stories about actual companies,
how they have been helped by the EDO, and
how they have flourished post-support. It may
be important in a community like Santa Fe
that does not have a strong business climate
to communicate to citizens the role that busi-
nesses play in helping make the community
more diverse, prosperous, and innovative.

Multi-factorial. Researchers active in the
world of EDO metrics have suggested an
alternative categorization that goes beyond
33 Because this study has not yet been completed

this work is not cited here.

34 Economic Development Research Partners, Mak-

ing it Count: Metrics for High Performing EDOs, February 2013.

http://bit.ly/2nED2If

just measuring “program effectiveness” to
examining a wide array of dimensions.3

* Internal—measures activities that help an
EDO conduct the business of the organiza-
tion (irrespective of specific programs and
functions).

e ED Program—helps an EDO measure the
performance of its specific economic- devel-
opment-related functions. (Note: this is the
category that encompasses most of the “tradi-
tional” measures outlined above, such as jobs
or investment.)

* Relationship Management—measures the
EDOs’ efforts to build and strengthen relation-
ships with internal and external stakeholders.

e Community—measures the community's
well-being.  Some localities try to measure
broad changes in outcomes, such as tracking
changes in regional personal income or the tax
base over time. This is something that makes
more sense when done by a governmental
entity rather than an individual EDO. Measures
like this can be useful in creating a broad-brush
assessment of regional economic health, yet
the ability to attribute outcomes to particular
EDO programs still faces the limitations out-
lined above regarding job creation metrics.

Metric caveats
As noted by the EDRC metric study, “perfor-
mance measurement is not for the faint of the

heart” EDOs face many challenges, including
35 Economic Development Research Partners, Mak-
ing it Count: Metrics for High Performing EDOs, February 2013.

http://bit.ly/2nED2If
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these noted by the EDRC.%®

e A lack of accurate and timely data.
Sometimes the data is not granular enough to
effectively pinpoint the work that EDOs have
done.

e Stakeholders’ misinterpretation of the data.
EDOs oftentimes struggle with demonstrat-
ing value and return on investment without
inappropriately taking credit for successes
and misrepresenting data. At the same time,
some feel pressured to show “big wins"” to
investors and decision-makers, lest they are
not interested in funding economic develop-
ment activities.

® |nconsistent metrics that can complicate
performance measurement over time and
across programs/projects.

e A lack of time and budget resources needed
to collect useful data. EDOs that collect data
through surveys of local companies may
struggle to gather responses due to either a
lack of time or confidentiality concerns.

e A desire among many EDOs and stakehold-
ers to quantify everything, when quantitative
data alone is insufficient to effectively capture
the full range of an EDQO's efforts.

There is also the issue that without an overall
strategy to guide ED activities, metrics can
often exist in a vacuum.
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PART 2: COMPARABLE COMMUNITIES’ ECONOMIC DEVELOPMENT PLANS

OVERVIEW

It can be helpful to look at some recent
economic development plans created
by similar communities to get a feel for
the range of approaches to planning.
The plans summarized here are from
communities similar in size and, to some
extent, character, to Santa Fe: Asheville,
NC; Bend, OR; and Ashland, OR. No
doubt there are other communities that
would be worth looking to for inspiration.

Obviously, each community is different
and no other community’s plan can
serve as an exact roadmap for Santa
Fe. However, it is helpful to see that
there are different approaches to strat-
egies such as business recruitment,
fostering entrepreneurship, helping local
businesses expand, providing the right
infrastructure for growth, simplifying
permitting and regulatory processes,
etc.

Perhaps more importantly, it is inspiring
just to know that communities of similar
size can, in fact, come together to agree on
economic development priorities.

There were some commonalities among
the plans. Most started with a fairly rigorous
assessment of their strengths and weak-
nesses, and were attuned to the unique
attributes of their communities. All these
plans are from tourism-dominated regions
and all see a role for integrating tourism into
economic development (especially in mar
keting the region as a potential business
relocation area). Two of the plans endorsed
fairly targeted business recruitment as
a key strategy, while the remaining one
focused more on a “grow local businesses”
approach.
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ASHEVILLE, NORTH CAROLINA

http://www.ashevillechamber.org/sites/default/files/asheville-5x5/EDC_AVL_bx5_Vision_2020.pdf

Similarities to SF:

e  Arts-based town

o High quality of life from an outdoor recreation perspective

o Has a nearby science-based organization (National Center for
Environmental Information)

o Relatively small and isolated community (87,000 in city; 238,00 in county)

o Has relatively low level of average wages

Differences from SF:

° Has some big companies resident (some are branches of
multinationals)

o Track record in attracting young people and high tech entrepreneurs

o Relative proximity to large centers of population on the east coast

o Has a large population of Millennials, and lots of “buzz” around their
microbreweries, outdoor recreation, etc.

o Has a centralized Economic Development Corporation that rep-
resents the city and county

o Asheville’s Economic & Community Development staff: 18

The plan was funded by the city and 70 private organizations and was
spearheaded by the Economic Development Coalition for Asheville-
Buncombe County (EDC) and the Asheville Area Chamber of Commerce,
who started with a 5-year-plan in 2010 that was so successful that they
have renewed for a second 5-year period.

They clearly articulate the sort of community they want to be:
. High wage jobs

o Socially responsible companies

° Long term economic vitality

Overall ED goals:

o Entrepreneurship

e  Advanced manufacturing

° Science & technology

o Health care (as both an engine of economic growth AND as a way to
attract talent)

e Talent attraction

They see the following “support structures” for the above goals (rather than
seeing something like tourism being an ED component itself)

Infrastructure

Community development

Arts & Culture

Education

Tourism (which they see as being linked to establishing their brand and in
attracting/retaining talent)

Some highlights

They have defined “new capital investment” as a key goal

They are practicing strategic recruitment, targeting high-growth and Inc.
5000 firms from major East Coast markets (like Boston, New York, and
D.C.) where there are existing business ties to Asheville for expansion/
relocation

They have combined metrics that include typical measures like job
creation, but also larger community measures and they have set specific
target goals

Asheville’s Overall Economic Development Metrics

New job creation (Target: 3000 new jobs by 2020)
New capital investment (Target: $650 million)
Average wages of new jobs created (Target: $50,000)

Asheville’s Community Outcome Metrics

Annual employment growth

Annual unemployment rate

New business formation rates

Angel capital and venture capital investments

Median household income levels

Levels of educational attainment (e.g., percentage of adults with a
Bachelor’s degree or higher)

Commercial real estate market trends (e.g., office & industrial vacancy
rates, rental rates, absorption rates)
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BEND, OREGON

http://www.bend.or.us/modules/showdocument.aspx?documentid=13362

MAIN REPORT: TABLE OF CONTENTS Similarities to SF: Some aspects of plan:
EXECUTIVE SUMMARY o Similar size: 81,000 city, 157000 county o Focus on economic-base jobs (“traded-sector” companies)
INTRODUCTION e High lifestyle value e Considered various industry clusters, but put them into categories of high
PART 1 o Tourism dependent economy promise, moderate, and low
Current Picture of the Office o Few large employers o Focus equally on growing local businesses and recruiting (they are
of Economic Development e Relatively remote especially targeting business from California to relocate)
PART 2 e Recognizes that their plan must fit in with larger regional, local and state
Economic Development “Crossroads R
Issues” Differences from SF: ED plans
PART 3 ° High proportion of educated Millennials
Strategic planning ° Roared back from the recession (top job growth in US in 2015) Established these 2-year goals:
e Common elements of the best e Ranks #1 in Forbes 2016 list of Best Small Places for Business and e Support local traded-sector employers with a robust Business Retention
ED strategies Careers & Expansion (BRE) Program that catalyzes $100 million in new capital
¢ Brief assessment of prior plans investment; 800 new, well-paying jobs; and at least 36 “done deals” by

(details in Appendix A)
e SWOT for the region

Fun fact: According to Outside Magazine, which recently rated Bend one the end of 2015.

_ of its “16 Best Places to Live,” Bend has at least 16 breweries and over 70 Recruit 36 new companies to the region that will create 1,000 new,
‘ Elgﬁforgfﬂzgfconom'c outdoor products manufacturers! well-paying jobs and invest $200 million in new capital investment by the

end of 2015. Target marketing and recruitment efforts geographically and

;Qggnjmeﬂdations/Next Steps History: The Bend City council felt ED was important and asked a small by industry for greatest effectiveness.

PART 5 existing ED department to convene a group of business stakeholders to e  Develop an ecosystem in Central Oregon that supports and attracts
Conclusion oversee a new ED planning process. entrepreneurs to establish the next generation of employers and jobs.
PART 6 Catalyze creation of 200 new jobs via 24 early stage companies that

éﬁgreggixpg'ngha” of Key Features of This is a somewhat narrowly defined plan with an emphasis on infrastruc- successfully raise $50 million in growth capital by 2015.

ture, city permitting etc. (but it is unclear how many aspects of other e Quarterback industry development initiatives and strategic projects that
PART 7: Appendix B. Glossary

plans like direct support of businesses is handled by partner organizations, will pave the way for private sector employment growth.
PART 8: Biography of Author freeing the City ED department up for specializing on infrastructure, etc.) e  Advocate and champion improvements to the region’s business climate
'6'[;"’\"52%%’“5 REVIEW: TABLE OF They have an equal focus on supporting existing businesses and recruiting and competitiveness.

businesses. The plan sees a role for City ED in convening and helping
PART 1: Current Thinking in

Economic Development increase cooperation among business support organizations.

e Current trends and best

practices in ED The larger, regional plan that relates to Bend's more narrowly focused city
o Best practices in plan is the one produced by the ED of Central Oregon organization (EDCO)
Entrepreneurship (2013-15)
e Performance measurement
in ED

http://bit.ly/20eVxhc
PART 2: Comparable Communities’
Economic Development Plans
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ASHLAND, OREGON

http://www.ashland.or.us/files/Ashland_EconomicDevelopmentStrategy_Final2.pdf

Similarities to SF:

° Similar county size (city: 20,000; county: 203,000)

o Tourism/arts-related economy

° High quality of life

. High housing costs

° Seasonality of tourism

° Distance from markets

e QOlder demographic

° Some strengths in specialty manufacturing and food/beverage

History: The planning effort came out of a City Council goal of creating an

ED plan, and the Mayor then appointed a committee of stakeholders. One

of their first tasks was to identify their unique assets and identify strengths

and weaknesses.

e They specifically identify localism as a strategy, which is somewhat
unique, as many ED plans do not explicitly address this

° Rather than delineate distinct clusters like “manufacturing” or “soft-
ware’ they group most “creative, technology and innovation-based”
companies into one category

Goal: Develop and implement a comprehensive economic development

strategy for the purpose of:

° Diversifying the economic base of the community

° Supporting creation and growth of businesses that use and provide
local and regional products

o Increasing the number of family-wage jobs in the community

° Leveraging the strengths of Ashland’s tourism and repeat visitors

Focus:

Existing businesses in the community with a commitment to operating
their business and living in Ashland

Businesses that rely on and earn a competitive advantage from
innovation, creativity, design and technology in their operations for new
product development, creation or expansion of niche markets, process
improvements, etc

Businesses that produce specialty and value added goods or services
with a market beyond our local economy

Businesses that purchase from the local and regional economy for supply
or provide goods or services that reduce the need of the community to
purchase goods or services from outside of region.

The seven strategies (or objectives) selected to implement the focus areas
listed above are:

Assist local existing and emerging business stabilize and grow

Improve long term coordination and collaboration with local and regional
economic development partners

Increase availability of investment capital for local businesses

Provide local educational & technical skills development to match local
business workforce needs

Increase tourism in the fall, winter and spring and diversify the types of
events and activities promoted

Provide appropriate land supplies for needed business growth/expansion
with quality infrastructure to all commercial and employment lands
Manage the physical development process to ensure understandable
requirements with timely and predictable results while safeguarding and
improving the quality of the environment and the community
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