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Role of Regional Economic Development Organization
Approach: Defining A Framework

Institutional Organizations: city of Douglas/ Douglas Industrial
Development Authority/ Douglas International Port Authority

Regional Economic Development Models: Greater Yuma EDC/
Imperial Valley EDC/ Mesilla Valley Economic Development Alliance/ El Paso Regional
EDC

Organizational: structure/ Leadership/ Funding
Start-up: Timeline

Framework: Guiding Principles Year One



Competition for jobs is no longer focused solely on quality of life, business costs and regulatory
friendliness. The ability for a region to demonstrate that it is committed to developing its own
knowledge-driven economy, supported by a qualified workforce, is increasingly important in this
new economy.

The fundamental premise of public-private partnerships is that activities aimed at economic
development and marketing a region can be more successful if the public and private sector work
together. These organizations typically remove politics from the day-to-day activities of the
organizations and allow them to operate on a nonpartisan basis, with the long-term interests of
the region as their top priority, versus short-term political agendas. Public-private partnerships
also give regions greater flexibility to respond quickly and decisively to job creation opportunities.

Regional economic development organizations have become increasingly important in their roles
as leader, facilitator and collaborator for corporate relocation/expansion/retention process.

The following are functional areas in which are common among regional economic development
organizations.

Business Recruitment and Expansion/Retention
Marketing and Communications

Strategic Planning and Public Policy

Workforce Development



The Port of Entry and Economic Development Committee assessed current economic
conditions and existing organizational strengths/ limitations pertaining to local business
support/ economic development; City of Douglas, Douglas Industrial Development Authority
and the Douglas International Port Authority.

Comparative analysis/ benchmarking of regional ‘on the border’ economic development
groups; Yuma EDC, Imperial Valley, EDC, Mesilla Valley Economic Development Council
and El Paso Regional EDC. Organizational and operational structure as well as programs,
services and funding.

Defining of guiding principles that will serve as the structure framework and values of the
regional EDC; Collaboration, Leadership, Advocacy, Return on Investment, Regional
Interest Innovation, Public Policy, Cross Border Partnerships.

EDC start-up- Organizational structure, leadership, administration, funding, programs,
services, visibility etc.



City of Douglas Economic Development Office

Between 2006 and 2010 was to raise the standards of living for people, create employment
opportunities for individuals, growth opportunities for enterprises and increase the quality of life
through and by business, government and the community.

The City of Douglas Economic Development Office services included:

1) The promotion of trade and commerce and those activities related to the development
of trade and commerce.

2) Business attraction and competitive positioning by actively recruit high value added
businesses to Douglas, emphasizing the region’s (Douglas, Agua Prieta, and southeast
Cochise County) and diversify Douglas’ economic base. Development of Douglas’
competitive positioning for industry e.i. workforce development, quality of life,
education.

3) Small business and entrepreneurial advancement in order to support and grow
existing local businesses, improved entrepreneurial skills and establish lasting and
entrepreneurial community partnerships.

Leadership

The Economic Development Office was managed by the Economic Development Director and
reported to the City Manager. The Economic Development Office did not have a formal economic
development advisory committee but consistently relied on the directive of the boards comprise of
the DIPA, IDA and the Greater Chamber of Commerce. The Economic Development Office provided
these organizations with program and administrative support integrating the efforts of the economic
development office with the institutional knowledge and resources of each organization.

Funding

The Douglas Economic Development Office was funded through the City’s general fund. For fiscal
year 2010 the Economic Development’s total department budget was $111,580, which represented a
10% decrease from fiscal year '09.



Douglas Industrial Development Authority

Designated by the Arizona Revise Statue has a political subdivision of the State of Arizona. The
Industrial Development Authority provides financing of projects whenever appropriate and where
traditional sources of funding may not be available.

Leadership

The Douglas Industrial Development Authority is governed by a nine (9) member board appointed by
the Mayor and Council of the City of Douglas. Individuals appointed and serving the IDA have a
broad experience and understanding, as well as a high interest in the economic well being of the
community. These individuals represent the various industry sectors comprise of retail, industrial and
professional services. The Industrial Development Authority board represents a body of individuals
that are innovated in the promotion of economic development and job creation.

Programs

The Douglas Industrial Development Authority main function is to issue -exempt bonds for certain
types of private developments for the purpose of attracting new economic activity to the community.
Additionally the Industrial Development Authority frequently partners with the City of Douglas to
identity both commercial and redevelopment projects that have significant economic impact to the
community. Most recently the Industrial Development Authority and the City of Douglas partnered
for the redevelopment of the Phelps Dodge Mercantile Building.

Funding
The Douglas Industrial Development Authority’s operation funds are derived from real estate
transactions and tax-exempt bonds issued over the years.



Douglas International Port Authority, Inc. (DIPA)

On March 3, 2008 DIPA was incorporated largely making it the state’s third port authority. The
Douglas International Port Authority (DIPA), a private non-profit regional organization representative
of all stakeholders in the Douglas-Agua Prieta region, is the leading agency promoting trade and
commerce, and those activities related to the development of trade and commerce, including the
expansion and improvement of all forms of transportation into and out of the Douglas International
Ports of Entry in Southeast Arizona. Membership and support include the City of Douglas, Douglas
Industrial Development Authority, SouthEastern Arizona Governments Organization and multiple
private corporations.

Leadership

The Douglas International Port Authority is governed by seven member board of directors comprise
of individuals representing the international trade community. The governing board consistently
interacted with the City of Douglas Economic Development Office due to the economic impact the
port of entry and international commerce has for the region.

Programs

The core mission of the DIPA includes
1) Governmental Affairs
2) Port User Advocacy

Funding

The Douglas International Port Authority incorporated in 2008 and since then has been strictly
funded by its incorporating members and those corporations who support DIPA's mission ---private
sector dollars. No financial cash contribution has been received from either the City of Douglas or
Cochise County



Greater Yuma Economic Development Corporation

The Greater Yuma EDC serves as the economic development entity for the following jurisdictions in
the State of Arizona; Yuma County, City of Yuma, City of San Luis, City of Somerton and the Town
of Wellton. Greater Yuma EDC is a public private partnership formed under a 501(c) 6 charter in
1985.

The organization is governed by an 18 member board of directors and operated under the direction
of a President/CEO. Greater Yuma EDC is supported by both the public and private sector
businesses (125) with an operating budget of $600,000.

Investment Levels
Public Sector: Yuma County - $119,000; City of Yuma -$230,000; City of San Luis - $40,000; Town of
Wellton - $2,500; City of Somerton - $2,500. Private sector participation ranges from $500-$5,000

Strategic Focus

The Greater Yuma EDC expands the economic activity within Yuma County by attracting commerce
and in industry to the region, and to assist in developing the region’s existing industry to its fullest
potential. The vision of the Greater EDC is one to embraces advancing technology, attracts and
retains human capital and continues to develop and foster the amenities that make the Yuma region
attractive and competitive for industry and investment. Greater EDC focuses on the following;
Promoting Educational Excellence; Competitiveness; High Wage High Skill Job Creation; Resource
Development; Enhance Yuma’s Sense of Place; Cultivate Collaboration and Stewardship between
Public and Private Sector

Bi-National Focus

The Greater Yuma EDC, the Greater Yuma Port Authority and COMPRESAN -San Luis Rio Colorado,
Sonora (public/private economic development commission)have a formalized partnership for the
development and execution of a bi-national strategy



Imperial Valley Economic Development Corporation

Is a partnership of enterprise and local government that is government that is united by the common
vision of expanding and diversifying the local economy. Investors include a host of public and private
organizations that benefit from the growth of the regional economy. The Imperial Valley EDC is a
501(c)6 non-profit incorporated in 2000.

The Imperial Valley EDC is governed by a 20 member board of directors and operated under the
direction of a President/CEO. Imperial Valley EDC is supported by both the public and private sector
businesses (130) with an operating budget of $700,000.

Investment Levels
Public Sector: Seven municipalities support Imperial Valley EDC and comprise 60 percent of the
organizations operating budget. Private Sector ranges from $1,000- $10,000

Strategic Focus

The mission of the Imperial Valley EDC is to help grow the regional economy by aggressively
marketing the region to attract business. Core values include; commitment to enhance the quality of
life experienced in Imperial Valley by engaging in initiatives that contribute to the diversification of the
regional economy; dedication to a regional economic development approach; partnership between the
county, local cities; elected officials; and utilities which will always be driven by private sector forces.
Imperial Valley EDC provides complimentary information, facilitation and referral services within site
selection, utility acquisition, workforce development, entitlement processing, incentive analysis and
financial options and economic forecasting and market analysis.

Bi-National Focus

In March of 2008, San Diego Regional EDC partnered with Imperial Valley EDC to ultimately
market the two respective regions and Baja California as a "mega-region” - to compete in an
increasingly global economy.



Mesilla Valley Economic Development Alliance

Incorporated in 1994, is a public/private sector economic development partnership that serves Dona
Ana County, the second most populated county in New Mexico. MVEDA’s public sector partners
include the City of Las Cruces, Dona Ana County, New Mexico State University, Dona Ana Community
College, the Las Cruces Public Schools, the Village of Hatch, and the New Mexico Economic
Development Department. Its 90+ private sector partners are from all sectors of the economy.
MVEDA’s core mission is to grow the wealth of Dona Ana County through the creation of economic
based job opportunities for its residents.

Investment Levels

Public Sector: City of Las Cruces and Dona Ana County provide 50% of the Mesilla Valley Economic
Development Alliance operating budget --$600,000. Private sector participation ranges from $500-
$40,000

Strategic Focus

Partnership contributions are used to promote business expansion in Dona Ana County and for its
local business assistance activities. Marketing activities include sales/recruiting missions, trade show
exhibition, direct mail and national print advertising. MVEDA's professional staff utilizes a network of
local, state and national contacts to support the business location and expansion decision process.
Mesilla Valley Economic Development Alliance is the central point of contact for industries considering
locating and expanding into Dona Ana County, providing facts and assistance needed for evaluation.
Services include: Labor Market Analysis, Land and Building Options, Financial Contacts, Job Training
and Employee Recruitment Assistance, Customs Research, Coordination of State and Local
Assistance, Custom Site Tours, One Stop Convenience.

Bi-National Focus

The Mesilla Valley Economic Development Alliance has established the ‘New Mexico Borderplex’
region, comprised of the Las Cruces NM MSA, the El Paso TX MSA and Ciudad Juarez, Chihuahua,
Mexico



Mesilla Valley Economic Development Alliance

Incorporated in 1994, is a public/private sector economic development partnership that serves Dona
Ana County, the second most populated county in New Mexico. MVEDA’s public sector partners
include the City of Las Cruces, Dona Ana County, New Mexico State University, Dona Ana Community
College, the Las Cruces Public Schools, the Village of Hatch, and the New Mexico Economic
Development Department. Its 90+ private sector partners are from all sectors of the economy.
MVEDA’s core mission is to grow the wealth of Dona Ana County through the creation of economic
based job opportunities for its residents.

Investment Levels

Public Sector: City of Las Cruces and Dona Ana County provide 50% of the Mesilla Valley Economic
Development Alliance operating budget --$600,000. Private sector participation ranges from $500-
$40,000

Strategic Focus

Partnership contributions are used to promote business expansion in Dona Ana County and for its
local business assistance activities. Marketing activities include sales/recruiting missions, trade show
exhibition, direct mail and national print advertising. MVEDA's professional staff utilizes a network of
local, state and national contacts to support the business location and expansion decision process.
Mesilla Valley Economic Development Alliance is the central point of contact for industries considering
locating and expanding into Dona Ana County, providing facts and assistance needed for evaluation.
Services include: Labor Market Analysis, Land and Building Options, Financial Contacts, Job Training
and Employee Recruitment Assistance, Customs Research, Coordination of State and Local
Assistance, Custom Site Tours, One Stop Convenience.

Bi-National Focus

The Mesilla Valley Economic Development Alliance has established the ‘New Mexico Borderplex’
region, comprised of the Las Cruces NM MSA, the El Paso TX MSA and Ciudad Juarez, Chihuahua,
Mexico



El Paso Regional Economic Development Corporation

REDCo, incorporated in 2004, serves as a confidential, no-fee consultant to business and industry
interested in relocating or expanding their operations to the Greater El Paso, Texas area - a region
which also includes portions of southern New Mexico and the state of Chihuahua, Mexico.

REDCO is governed by a board of directors representing both the private and public sectors. Aside
from the private sector members, REDCo works with local public sector partners, “Economic
Development Allies” such as the City of El Paso, The Greater El Paso Chamber of Commerce, State of
Texas, Workforce Solutions Upper Rio Grande, University of Texas at El Paso (UTEP), El Paso
Community College (EPCC), El Paso Empowerment Zone, Small Business Development Center and El
Paso Convention and Visitors Bureau.

Investment Levels
At least 85% of operating costs are funded by the private sector

Strategic Focus

REDCo is primarily focused on the recruitment of high quality jobs and investment in four principal
industries: 1) Military/Defense/Homeland Security; 2) Life Sciences; 3) Alternative & Renewable
Energy; and 4) Automotive.

REDCo provides a wide range of professional services including; Data, Industrial Briefings, Industrial
Tours, Access to Government Decision Makers, Site Selection Analysis, Business Leads, Supplier
Assistance, Visitation

Bi-National Focus

A Memo of Understanding (MOU) is in place with Mesilla Valley Economic Alliance and Desarrollo
Economico de Juarez, El Paso is positioned as a hub to stay engaged in all aspects of economic
development



A Collaborative Culture that recognizes that investment in results-oriented and focused
economic development is an appropriate use of public funds.

An actively engaged public and private sector Leadership and a qualified economic
development executive who serves as the organization’s president, executive director
committed to the region and organization.

An organization Structure that operates outside the political influence but is still
accountable through mandated deliverables. An organization that operates alongside
government and maintains formal partnerships with the private sector. Also an
organization that acts as a Business Advocacy organization and provides coordination
with regional and state-wide entities.

An accountable and transparent demonstration of a Return on Investment (ROI) of
public/private sector dollars; results oriented organization.

Regional Strategic Plan and implementation initiatives supported by a collaboration of
Regional Interest monitored/measured annually.

Programs that support the growth of potential industry clusters. Partnership with higher
education institutions with Innovation as the focus.

The organization leads the Public Policy agenda to ensure Regional Competitiveness.

Special emphasis is placed within Bi-national and Cross Border Partnership through an
international economic development program.



A regional framework is required for an economic development delivery system that drives industry
forward, maximizes the regions investment in economic development, and sets forth an effective
and accountable delivery system. A Regional Economic Development Corporation (REDC) which is
comprise by the public and private participation to assume the role as the leading economic
development agency in the region.

Organizational Structure

The City of Douglas, the Douglas Industrial Development Authority and the Douglas International
Port Authority shall serve collectively as the institutional/charter members of the Regional Economic
Development Corporation (REDC).

The Regional Economic Development Corporation (REDC) shall be structured as a 501(c) tax-
exempt nonprofit corporation. A nonprofit corporation is an organization that does not distribute its
surplus funds to owners or shareholders, but instead uses them to help pursue its goals. A
501(c)(6 ) of the Internal Revenue Code provides for the exemption of business leagues, chamber
of commerce , real estate boards, boards of trade, which are not organized for profit. Additionally a
business league is an association of persons having some common business interest, the purpose of
which is to promote such common interests and not to engage in a regular business of a kind
ordinarily carried for profit.

The governing of the Regional Economic Development Corporation (REDC) shall be encompass by
appointed members representing the institutional/charter members—City of Douglas; Douglas
Industrial Development Authority; Douglas International Port Authority. As the REDC garners
additional institutional members so will its governing board to reflect the interest of the principal
stakeholders (institutional members).



Leadership

The Regional Economic Development Corporation’s (REDC) guiding principles shall be set and
executed by the members of its governing board. The guiding principles shall communicate how the
organization will operate but how it will implement the strategic plan and those critical issues
identified such maximizing Douglas’ proximity to Mexico and the international economic opportunities,
creating better paying jobs as to retain Douglas’ youth, increase standard of living for all residents—
which will greatly improve the quality of life, provide services and goods to support the local and
regional economy, create and sustain an environment where people who work in Douglas choose to
live in the community, increase and enhance educational opportunities within the community, enhance
the imagine of Douglas, Arizona internally and externally.

If guiding principles are to be effectively implemented through programs and projects, an actively
engaged and qualified economic development professional is critical to carry out the duties necessary.

Funding

Adequate funding for the Regional Economic Development Corporation (REDC) must be provided to
accomplish the organization’s objectives. First year funding shall be provided by the originating
institutional members-- the City of Douglas, Douglas Industrial Development Authority and the
Douglas International Port Authority. Funding in subsequent years shall derived from additional
institutional members—Cochise College; Cochise County; Douglas Unified School District, Private
Sector. It will be the responsibility of the REDC governing board to set participation levels for future
institutional members.

Comparatively Year One funding for the REDC should equal the funding level of the previous
economic development program of $110,000. The recommended funding level for the REDC will
assure the continuation of services previously provided by the City of Douglas Economic
Development Office.



Douglas IDA
Financing of projects whenever
appropriate and where traditional
sources of funding may not be
available

Short Term Solution/Long

Term Approach
Competitive Positioning, Local

Business Outreach, Attraction, Bi-

National

DIPA
Promotion of trade and commerce
and activities related to the
development of trade and
commerce including infrastructure

Service agreement in which the
REDC can provide a service in
return of investments- to define
and agreed by the REDC

Regional EDC

Raise the standards of living for
people, create employment

opportunities for individuals, growth

opportunities for enterprises and
increase the quality of life

Focus areas that are supported by
the institutional membership,
regional interest and organizations

Organizational Visibility
Establish the REDC as the go to
agency for economic development

in Southeast Cochise County. Local

/Regional Partnerships

ucture — Year 1

City of Douglas
Raise the standards of living for
people and quality of life

Institutional Members
Engage Cochise County and Cochise
College for institutional membership

and partnerships




PROGRAMS
I. A "performance based funding model” to be created to demonstrate a return on dollars invested in
the organization;

= Facilitating business expansion
*» Local Business Outreach
= Regulatory

REGIONAL LEADERHSIP
II. Engage Cochise County, Cochise College and regional interest groups.

= Regional Strategic Plan and implementation initiatives supported by a
collaboration of regional interest.

= Demonstrating a return on dollars invested in the organization through
service contract agreements.

COMPETITIVENESS
ITII. The REDC lead the Public Policy agenda to ensure Regional Competitiveness.

= Workforce Development
= Commercial Development
= Industrial Development

PARTNERSHIPS
IV. Special emphasis is placed within Bi-national and Cross Border Partnership through an
international economic development program.
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