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_INTRODUCTION

In 1982, the Maryland Cooperative Extension Service established
a task force of county agents and University of Maryland'faculty mem-—"
beré to investigate this question: is there a role for an educational

institution, like the Extension Service, to assist in the economic

=;development'bf Ma:Yland commﬁnities?_ After interviews with local and

| staté officials,<£usinesé leadéré,‘logél‘govérnmént'aséoéiatioh 1éaders,
~ana citizens;_fhe task force reached é concensus; Maryland communities-
needed help in planning for economic changes.

Task force members subsequenfly developed a program called Local
Economic Options (LEO) to meet the Maryland communities®' needs. After
initial experimentation, LEO was designed using a sfr;tegic planning
approach to economic change. The strategic approacthas also writteﬁ
into economic development materials #ecently published by the Inter-
national City Management Association and thus is available to communities
outside of Maryland.l A

In this paper strategic planning is described and related to o£her
approaches to community economic planning;' LEO experiences in Maryland
are reported and the paper concludes with considérations of the opporf
tunities and challenges of applying strategic planning to community .

economic development.




STRATEGIC PLANNING FOR ECONOMIC DEVELOPMENT

Strategio.pianning originated as a business'managehent tooi and
has been described as a method for organlzatlons to take advantage of
changlng'condltlons. 2 Communlty organlzatlons such as local units of
government, nelghborhood assocratlons and bu51ness groups commonly face
'1changlng economic condltlons. - .

LA Many economlc changes are 1mposed on communltres from out51de.
For example, structural shlfts such as rising and decllnlng 1ndustr1es
affect.community employment opportunltles, property values and other
components of the local economy. Similarly, regional demographic changes
1mpose new public service demands on some communities and result in
‘excess service capacity in others.

Other changlng economvc condltlons are 1nternally generated by

’ communltles. For example, local ‘investments, the property tax structure
'vana 1ooal public services all reflect decisions made, in large pait,
within the community. Strategic planning provides a method for local.
comﬁunities to assess changes in both the external and local economies
and to take actions for making the best of those changes.

While individual applications.of strateqgic planningjﬁjjhvary, a
set of tensteps taken from the LEO program jllustrates a standard approach.
Assume that you have decided to assist an effort to promote economic
improvements in a community. The following steps from the LEO program
provide a way to proceed.

1. Legitimize your efforts. Economic development is in large part

political. Therefore it is necessary before, during and after an economic




“planning process to cultivate the politi;al support’ and involvement of
formal and informal leaders and a spectrum of communlty groups having

an interest in the economy -- most commonly bu51ness a55001atlons,labor
-unions, :civic clubs, minority groups and environmentalists. References
for how.to identify and‘inﬁolve participants can be found in standard’
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works in.COmmunity development literature.

2.’1Develop the'educational‘program ’ Strateglc plannlng for economic

o development 1s,'1n part, an educatlonal process. Communlty partlclpants

"ﬂw1ll learn from each other and from out51de resource people about eco—

nomic development ‘and how to make it happen.; A series of meetlngs is

the standard educational approach. Educational concerns fox developlng
these meetlng include obtalnlng the services of teachers and fa01lltators,
recruiting participants, dec1d1ng upon methods to use at meetings, obtaln—
ing other'resources such as_facilitiesvand equipment, and organizing

the suoject matter.. | | |

3. Create a mission statement. Ofganizing the subject matter for

meetings involves setting‘some educational goals for the participants.
An initial goal for the first meeting is for participants to reach a pre-

liminary concensus for a group mission. For example, one group might

consider its mission to be primarily advisory to local public authorities;

yet, another group might decide it wants to implement projects.

4. Establish some economic development objectives. Each community

defines for itself what its economic development objectives are. Some
communities emphasize growth--moxre jobs and income. Other communities

seek environmental and cultural enhancement. Still others strive for a

more equitable distribution of material benefits through assistance.




to the disadvantaged. A balance of economic development objectives

“emergas out of communlty pOllthS and pOlle maklng. That balance can

be difficult to achleve not only because resources are limited and not
everything can be done, but also because the objectlves can confllct,
environmental protectlon, for example, may impede growth By asking a
strategic plannlng group to establlsh some economic development objectlves,

;part1c1pants galn 1n31ghts about alternatlve v1ews of development and

‘.wabout the balanc1ng of obJectlves.

5.‘ Select some key issues. Economic development issues involve

areas of dlssatlsfactlon, problems whlch the strateglc plannlng group

will want to tackle. Examples of local development issues are well known -
common examples.include inadequate job opportunities for a community's
young people, a deterloratlng central bu51ness dlStrlCt and an under-
utlllzed potentlal for attracting tourlsts. Focu51ng on specific .

’1ssues of interest to part1c1pants glves the strategic plannlng effort

a practlcal problem olving orientation.

6 Assess the external economic env1ronment. The external

environment t0‘local economic planning includes forces at work in the

state,.regional and national economies whicb impact the.local economy;
Assessments can draw upon outlook and analyses of cyclical and,‘more
1mportantly, of structural changes in those outside economles.4 Partici-
pants w1ll galn 1n51ghts about local problems by considering how the'
assessments relate to local issues.

7. Assess local economic conditions. Local economic conditions

can be assessed by considering: available land, labor and capital; a
community's quality of life; and local market conditions. These factors

should be viewed from a private sector perspective by asking how they




enhance the initiation, retention and expansion of business. They

A.should also be viewed from a publio sector perspective by asking how

they are 1nfluenced by 1oca1 government policies. .

| Tools of economic analyses are useful for the assessment of

local conditions. Export base, shift-share and 1nput—output ana1y51s
5

are common methods of assessment.

8. Audit available resources. Resources for undertaking strate-

.Qles to 1mprove the local economy 1nclude- the ebility of the local
‘Agovernment to 1nf1uence a communlty s economic conditions; local private
donations of time, land, funds or other tesources;‘and state and national
development assistanoe.

9. Formulate, assess and select strategies to solve_issues. This

step moves.participants toward the selection of specific actions (stra-
.tegies).' The step involves identifying optional strategies, estimating
the resources necessary to cerry out stretegies, considering the benefits
which strategies will provide and selecting a complementary set of
strategies within the capacity of the group. Strategies can then be
‘written into an action plan Qith details to show who will do what and
when. Implementation cen begin once an action plen is prepared and agreed
upon. |

10. Re-evaluate the plan over time. Re—-evaluation provides informa-

tion about how implementation is going. It may be necessary to over—

come some initial mistakes'bf revising stfategies and action steps.

In addition, because external and internal conditions change as economies
evolve, a new strategic planning cycle and action plan becomes appropriate

over time.




 COMMUNITY

TABLE 1

1. Small Town #1

2. ‘Small Town #2

3. Rural County

4. Urban Neighborhood

LEO COMMITTEES FORMED: COMMITTEE GOALS

Tourism: Provide more access to a historic
mansion - attract bus tours. ’

-

Beautification: Involve community groups ih ‘
beautification projects.

Museum: Obtain financial support for a historic

museunm.

Parking: Provide more downtown parking for
residents.

Tourism: Promote town policies td cope with
problems of trespass, litter, noise.

Business Attraction: Attract new industries
to employ local youth. : ‘

New Business: Attract new employers.

Existing Business: Assist the continuation and
prosperity of existing businesses.

Tourism:; Assist and promote the hospitality
industry. :

Historic Preservation: Identify and market
historic structures and locations.

Capital Improvements: Promote a variety of
neighborhood improvements.

Social: Create social events and locations.-

Design: Develop an overall neighborhood theme
and design; coordinate other committees.




MARYLAND EXPERIENCES

LEO programs-have been conducted in four Maryland communities —-
“two small towns, a rural COunty and an urban neighborhood. The small
,4town programs were pllot efforts used to try various methods for

1commun1ty economlc plannlng, in the rural. county and urban nelghborhood

v"ffcases, strateglc plannlng methods were systematlcally employed.

g As the result of the programs, each communlty establlshed a set of
”commlttees to 1mplement action plans. Table 1 contains the list of

~ committees formed in each communlty and the goals established for those

Resnlts of the four programs reveal that program benefits have been

. oorrelated with the“systematicbuse of strategic planning methods. In
- Smaii foﬁn'#l, the’committees had 1imited success and are no longer ‘
: active. In Small Town #2, the committees have had limited success,
‘but continue'to exist and have expressedEEnterest'in meeting again to
»replan efforts.

In the Rural County,,all three committees are active, both in advising
the county council,'providing political support on some economic develop-
'_Ament policy issues and undertaking projects. For example, the New
Bﬁsiness Committeevhas advised the council and supported policies toi
enlarge the county airport and extend sewer and water utilities. This
committee is also.organizing a meeting of businesses to promote expan-—
sion of defense contracting in the connty.

The Existing Business Committee has advised the council and is pro-

viding support for more county efforts to train and educate workers.




Thé Tourism Committeé is forﬁing a count& todrism‘council.

In the Urban Néighborhood éase, the LEO. group obtained about $300,000
of Community Development Bloék Grant funds for sidéwalk improvements.
Signs are being built for neighborhobdventrances, historic buildings -
are belng identified to develop a tourist brochure -and a historic fire

pump house 1s belng renovated as a tourlst attractlon and nelghborhood

social center.m;'
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CONCLUSION: OPPORTUNITIES.AND CHALLENGES

Strategic planning provides several opportunities as a method for
promoting community economic development. . To its credit, strategic

planning is:

. Methodical. That is, such planning provides an oxrderly

method, with numerous private sector and, more recently, some

public sector experiences.

- Policy Oriented. Such planﬁing provides the opportunity
for community groups to consider what the various goéls of economic
development are and what they themselves want.

. Flexible. Strategic planning was created to help organizations
adapt to change. As such, it,can'help'communities adjust to the rapid

change evident in our present economy.

Nevertheless, the use of strategic planning in community economic
development efforts involves some challenges. These challenges relate
not just to strategic planning for community economic development in
particular, but to community planning in general. Prominent among these

challenges are:

- The continuing need for useful information. Employing stfategic
planning techniques requirés accurate and insightful information
about both the external economic environment and local economic conditions
Such information can be generated by: the planning group -- using primary
and secondary data collection strategies; the Cooperative Extension Service
or other’outside resource people; and local government planners ox

economic development officials.




. Avoidance of participant behavioral problems. 6 As with any

group planning efforts, strategic planning is susceptible to undesired
behaviors amohg participants. Such behaviors include,.for example:
re51st1ng 1nn0vat1ve ideas, considering the purpose of plannlng to be
the plan 1tself and fear of maklng mlstakes.

. Keeplngrlt»democratlc. Communlty economic development efforts

o ére, in part, political. The tendancy thus is to work with the more
powerful members of the community SO as to ensure political support.
That teﬁdency, however, runs the risk of ignoring the interestsrof
disadvantaged (often less powerful) members of the community. Communi
economié developers using strategic planning and other planning method
should guard against excluding.the interests of disadvantaged communit

members.
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