
C ·;UNCIL COl\ll\lUNICATIO~' 

TO: THE CITY COUt-lCil DATE: 

FROM: THE Cln' MANAGER'S OFFICE 
June 17, 1987 

SUBJECT: 

CONSIDER REQUEST FOR ADDITIONAl FUNDS TO PAY STRATEGIC PLAN BILL 

RECOMMENDED ACTION: That the City Council consider 
appropriating an additional $2110 to 
assist in defraying the deficit as 
incurred by the San Joaquin Strategic Plan 
Corporation. -

BACKGROUND INFORMATION: On June 19, 1985 the City Council approved 
an agreement to participate in the San 
Joaquin Strategic Plan and appropriated 

$10,050.00 as the City's share of the public funding. Funding was 
also to be raised from the private sector by members of the Strategic 

Plan Board of Directors. 

The Corporation has concluded its· work and forwarded the final 

document to the Mayor,. however, a money problem has developed. 
Although all the cities and the county provided funding as requested, 
the donations from the private sector fell short of expEctations and 
the Strategic Plar has bills of $20,000. The majority of the debt 
is owed· to URSA Inst~tute, the prime contractor, and Fast Track, 
Inc., a firm providir.g secretar·ial assistance for minutes, agenc'as 
and report preparation. The officers of the Corporation on behalf 
of the Board of Directors are requesting the contributing pub1ic 
agencies to assume the outstanding indebtedness with Lodi 's share 

being $10,050. 
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May l, 1987 

The Honorable Ev€lyn Olson 

Mayor 
City of Lodi 
221 W. Pine Street 
Lodi, CA 95240 

Dear Mayor Olson: 

CiTY CLt:~RK 
c~TY Of Lf:~~~ 

Enclosed herewith is the final work product of the 

Strategic Plan Corporation. This product is being 

forwarded to you as the concluding effort of the 

Corporation and in compliance with the participation 

agreements between the Corporation and your city. 

As the effort concludes, the Corporation finds itself 

faced with a $20,00n deficit. In consideration of 

alternatives for absolving this deficit ani in 

discussion with represer.tatives of other p\lblic 

agencies, the officers of the Corporation on behalf of 

the Board are requesting the contributing public 

agencies to assume the outstanding indebtedness. We 

request that you give consideration to the same 

," percente.ge distributi_on as your original p:.Hticipation 

agreement. That would provide the followi~g schedule: 

San Jn~quin County 
City of Escalon 
City of Lodi 
City of Manteca 
City of Ripon 
City of Stockton 
City of Tracy 

$6,570 
187 

2,110 
1,535 

231 
9,230 
1,137 

$20,000 

The Corporation, during its work effort, was unable to 

secure private sector financing to the full amount 

originally anticipated. In part, this was compounded 

by negative press during the developmental stages of 

the recommendation process. However, it is our belief 

that this Corporation represents the collective efforts 

of th~ governmental entities and the private sector of 

San Joaquin County and we bear responsibility to 

1107 North San Joaquin/ Stockton, California 95202 



Fage 2 
rv1ay 1, 1987 

absolve the outstanding indebtedness owed to the 
Corporation's Contractors, URSA Institute and Fast 

Track, Inc. 

We would request that you place this matter for 
consideration before your Council at the earliest 

possible date so that this matter might be concluded 

and the efforts of dissolving the Corporation 
commenced. 

If you have any questions in regards to this request or 

are desirous of presentation at your meeting, please 

contact either Michael Locke, City Manager, City of 

Tracy or Wayne Trevena of Moss and Craig at your 

convenience. 

MEL:jed 
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The meeting was called to order at 9:07 by Go-Chair Wayne Trevena. 

Jim King presented an overview of the responses to the URSA r.eport. 

1 Points of .1\gr~t 

'llie need for county-wide .::xrordination 

One economic d~velopment institution 

Emphasis on business expansion 

Small business focus 

Overall goals 
Public p~ivate partnership 

City/Cbunty participation 

COntinued strategic planning 
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1. Points of Agreem~nt 

The need for county-wide co-operation One economic dev~lopment L~stitution 
Emphasis on business expansion 
9na1_1 business fo...."""lls 
Overall goals 
Public private partnership 
City/County participantion 
Continued strategic planning 

2. Points of Disaaree.rrent 

Organizational fra:ne~.o.Drk 
~~ctional respon3ibilities 
Funding 

3. _!Sey Issues 

Ccxnposi tion of the eeoncmic cevelopnent board 

how large? 
who appoints? 
\\rho recornnends? 
selection criteria? 
coverage? 

FUnctional Respqn_si]).i.J ities 

advise? 
coordinate? 
control? 

Funding 

how much? 
ha.v long? 
source? 
mix of use? 



Orga~izaitonal Frame~Drk 

Restructured EDA 
Strategic Plan Inc. in Lead 
New Agency 

2 
1 

y y 2 
EXisting EDA 

Functional Hesponsibilities 
Strategic Planning 
Progr&~ Coordination 
Site I.ocation 
Workforce Training 
Development Planning 
Technical Assistance 
Finw1cing Assistance 
Area i-llrketing 

y y 

I I y 
f I y i 
I ! y I 

i I y 
y y 

I~ 
y 
y 
y 

1 

4 
4 
3 
2 
2 
4 
3 
4 

Small Business Revolving Loill1 Fw1d 
Srnall Business De'!eloprrent C<~nters 

. y 1 

I y I I' 
funding 

Rural Renaissance 
Otl1er Public 
Private Sector 
Fees/Charges 

y I I 3 

~I ; 
Yl 

Y= Yes 
C= GoordL!ate only 

MON'TI0N #1 by Hi n Perry and secondc_>d by Lora lee rv'JCGaughey to accept the 
key issues idcntiLed by Jim King as the c1reas to be discussed. Unanimously 
approved. 

The floor was opened to presentations. l'1arcelo lopez, for the county, and 
Wayne Brown, for CEDAC, presented overvie-.-15 of their respective plans. 
(Outlines appended to these minutes) . Ed Coy declined to present since EDA 
is in favor of the County plan. Dave Smith stated that the Chamber of 
Canrnerce 's concerns are all addressed by both the County & CEJ:)AC. 

MOTION #2 by t>1arcelo I.q~z to accept the strategic plan, the responses re­
ceived both written and oral and other corresponding rna~rials as the final 
work product. Seconded by Candace Blue. Unanim::>usly approved. 

I 

MOITON #3 by fu~id&tith that the process for eo0rdinating, and managing county 
wide develop.r-ent activities assigning roles and responsibilities reflected in 
exhibit D (Financial Relationships) contained in workshop report 6 (Recommended 
Action Plan for Economic Development) not be adopted by L~e Strategic Plan Inc. 
Seconded by George MendozJ. Unanimously approved. 

1 



HOTIO:~ i!4 by Dave &nit.li to accept the plan. a.s pc-esentec1 by t.l-:e County 

of Sa..11 ,J,::-z;;quin and recorrrnenciations cor.tc.i.ned in the CEDAC prq:::osal (pg 23) 

L~at ::.i1e followii1g issues be addressed: 

strategic planning 
business development fina~cing 
suall business develo~znt 
industrial developrrent ~arketing ?-'1d coordination 

Furthermore t.liat agricultu~al interests take the form of a designated 

representative on the EDA Board. Seconded by Bill Perry. (Note: Motion 

to amend motion #4 delayed the vote on motion #4 until after the amendment 

to rnot.ion #4 was voted upon.) 

HOI'ION by Barbara Fass to arnend moUon #4 to include 21 ooard rre.T!'.bers to 

be ap?ointed by the Board of Sup2rvisors and cc1sti tuted: 

5 from G~e Supervisorial districts 
3 Stockton 
2 Tracy 
2 1'1anteca 
1 L::xh 
1 Escalon 
1 Ripon 
1 Agriculture 
1 At large 
1 Port of Stockton 
1 E:!ucation 
1 C11arrbers of Cc:mnerce 
1 !\irport 

St:.Y)P..ded r:· ...ora lee !-'JCGaughey. Not passed. 
Cralg, :vJendoza, Perry, Beernan, Blue, Smith. 

Yes: Fass, McGaughey. No: Trevena, 
Abstain: Lopez. 

Following defeat of the amendnent, rrotion #4 was voted upon and passed. Yes: 

Trevena, McGaughey, Craig, Mendoza, Perry, Beeman, Blue, Smith. N:>: Fass. 

Abstain: Lopez. 

i-10I'ION #5 by Ed Craig to reccmnend to EDA to c.~ge the ccrnposition of the 

OOa.rd to include one designated agricultural representative. Seconded by 

L:Jralee i'<IcGaughey. Passed. Yes: Trevena, McGaughey, Craig, ~1endoza, Perry, 

Beeman, Blue, Snith. fib: Fass. Abstain: Lopez. 

MCJI'ION #6 by Marcelo Lopez that the Co-Chairs be authorized to submit the 

recommendations of the Strategic Plan Inc. to the San Joaquin County Board 

of Supervisors. Seconded by Ed Craig. Unanimously approved. 

Following Board discussion, counsel advised that in order for the Strategic 

Plan, Inc. to disolve, all indebtedness must be cleared up. .Additionally, 

funds will be needed for dissolution. ilirrently indebtedness: 

URSA $15,921.46 
FAST TRACK 3,500.00 includes reimbursement for expenses, ~~d services 

through tvlarch 6, 1987 . 



iviCITICN #7 by C::mdace Blue !::.o direct the Co-01airs to r~·quest $25,000.00 from 
t..l-J.e County to pay the Strategic: Plan, Inc.'s :iJ;debtedness and. dissolution 
<2A"penses wit..l-j the understanding that any fur1ds unspent for U1e statc:d purpose 
will be returned to the wunty upon dissoluticn of the Strategic Plan, L"lc. 
Seconded by Bill Perry. Passed. Yes: Trevena, r"JCGaughey, Craig, Mendvza, 
Perry, Beeman, Blue, Smith. No: Lq:Y.'!z. 

Y ... 3.rk Ornellas was requested to develop a cost breakdo\-m for dissolution of 
the corporaLion. 

~~ting adjo~YTied at 1:30. 
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EXECUTIVE SUMMARY 

At fir~t biu~h, th:: proposed Strat~gic ?l:ln, Inc. (SPI) work program for !9&6-87 may seem 

like a set of r?-ther modest steps. Yet viewed incrementally, this groundwork could 
significantly strengthen SPI's local influence through: 

o Understanding the actual practice of development decision-making. 

o Quantifying expected infra~tructure investment needed for growth. 

o Documenting the comparative weaknesses of education resour::es. 

Plus, beginnil)g-in the second year, SPI would be prepared to contribute: 

o Targeted marketing of high potenrial business opportunities. 

o Financial packaging for targeted businesses. 

o Technical assistance for new and expanding businesses. 

o Local and national exposure for im::~ge promotion campaign. 

Finally, SPI would provide timely, unprecedented leadership to: 

o Coordinate the multiple partners involved in economic development. 

These first-steps could rapidly propel SPI into a key growth management role. 

One year from r.ow, havug completed another annual cycle of strategic planning tasks, 

SPl would have 'ecured both the political support and the tec.hnical capability to perform 

a central, cc.~;~inating role in county-wide growtt- management. Two to three years from 

·now, the county wi:I have acquired l! highly refined ability to conduct strategic planning. 

and a more realistic sense of local capacity to influence the pace and character of 

economic development. 

The proposed Action Plan is intended to assist SPI in 1) coordinating existing economic 

development efforts: and 2) consolidating the management of critical, presently scattered 

or missing strategic functions. 

Three functions out of seven is inadequate; SPI would add the four missing functions. 

Getting from three functions to seven is what this plan is all about. 

• 



INTRODUCTION 

ln the earliest stages of this strategic planning process. we conducted an institutional 
audit to determine the scope and impact of current economic development activity in the 
county. We reached the surprising conclusion that, despite the presence of over two dozen 
separate groups ostensibly involved in some form of economic development. there are 
really only three county-wide organizations currently performing one or more of the 
primary strategic functions. These are: 

L The Greater Stockton Charr.bcr of Commerce {CofC)--invo!vcd in area marketing 
and small business assistance. 

2. The Private Industry Council (PJC}--involved in workfo::-ce training. 

3. The Economic Development Association (EDA)--involvcd in site location. 

With respect to the other four strategic functions. we found that the,·e was little or no 
overall program coordination, integrated development planning, or custom-tailored 
technical and financing assistance. 

Enter SPI. For the f"irst time, a representative group of business and g0vernment leaders 
has.been addressing some of the larger issues involved in locaJ economic development. 
Issues such as: 

o How to achieve balanced growth of population and employment. 

o How to anticipate infrastructure needs for an expanding economy. 

o How to target high potential businesses for expanded job creation. 

After nearly one year of strategic planning workshops, SPI is now prepared to enter the 
local growth management arena and to assume a central coordinating role in economic 
development affairs. 

The attach~d report presents the rationale and recommendations for SPI's strategic 
initiatives. In essence, SPI will attempt to coordinate existing economic development 
effo::-ts while simultaneously expanding and consolidating the range of strategic functions 
in the county. 
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I. OVERALL PROGRAM GOALS 

The San Joaquin County Strategic Plan Inc. (SPI) has now been engaged in a strategic 

planning process for approximately one year. This process has been sequential. with 

research findings and member feedback and direction building on the work of each 

strategic planning session. There have now been five workshops with the consultants, as 

well as several more meetings comprised solely of Strategic Plan members to further 

consider key issues. This past year's work has culminated to the point where it is now 

appropriate to ratify and implement a strategy plan which assigns activities and 

responsibilities for the coming year's work and sets forth a budget in which to accomplish 

first year program goals. 

There-fore. the purpose of this workshop is to review the Draft Action Plan, suggest any 

needed revisions and move toward program implementation to assist in review of this 

propo:..:d Action Plan. We well first summarize briefly the key research findings and 

decisions which you have made to bring you to this point. 

Ku Fi:tdings 

The Strategic Planning Process started with a data synthesis and review of task force 

materials and the Environmental Scan· from previous strategic planning efforts. Data gaps 

were identified and the strategy was asked to rate the factors they thought were most 

important to the future prospective of the County, an institutior.al audit of groups and 

individuals involved in important functional areas such as development planning, area 

promotion, skill training, etc. was also conductea using the ratings from the Strategy 

Team on the previoll:; Environmental Scan and from the co~sultant's economic audit based 

on additional res~~rch and comprehensive local interviews, the following recent trends ' 

and current conditions were highlighted: 

o San Joaquin County is emerging as a major regional subcenter at the fringe of 

the Sacramento, Bay Area and San Joaquin trading areas, and has close inter­

industry linkages to all three areas; 

o Local employment trends follow the U.S. business cycle; since Aug 1981-82 U.S. 

recession, local employment bas been growing rapidly. 

o The relative decline of downtown Stockton as a major shopping area is not 

atypical but can be reversed. 

o From 1975-85, the combined loss of 2700 jobs in agricultural - related industries 

reduced that sector's share of total employment from 31% to 2:%. 

o Associated with the shift away from agriculture is the shift away from 
agriculture is a dramatic diversification of the county's economic base, 
characterized by the addition of many small plants in secondary cluster serving 

industries. 
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o Two-thirds of all new jobs in the last f.ive years have been in the white collar 

categories. One-half of all new technical crafts person and pperator jobs have 

come from expanding electrical equipment bus.inesses in the past 10 years, and 

two-thirds of all new professional and service jobs have come from the 

expanding services sector over the same period. 

o In 1980 the County was a net importer of workers (this has probably changed 

since that time especially in Tracy and Manteca). 

o Based on the consultant's forecast of employment and labor force growth, 

unemployment will remain high. To reduce unemployment to 7 %, an additional 

11,000 jobs over and above the forecasted job growth would be required. 

o Compared to other 'J.S. cities ranked on quality of life indicators, the Stockton 

area does well on climate, h<-using transportation recreation, and economic 

outlook, and poorly on education, health care, crirae and the arts. (the health 

ranking was later upgraded to cared for facilities missed during the ranking 

process). 

o Currently zoned residential land will accommodate pwjc:cted population growth 

for 7-9 years; currently available commerciai/industrial sites will accommodate 

job expansion for 7-9 years. 

o Projected housing needs in Stockton. Escalon and the unincorporated areas of the 

county are substantially above the recent average rate of construction; needs for 

Lodi, Manteca, Tracy and Ripon exceed the rate of construction in all year:: 

except 1984. 

o There are at least 19 groups in the county involved in economic development. 

not including city county government and smaller cities' chambers of commerce. 

To-s.ummari~e th~se findings, the nature of the area's economy is changing and population 

growth appears to be outstripping employment growth at present. While employment 

growth is occurring and existing capacity at currently available commercial/industrial 

sites indicates that even more growth could be accommodated, strategic intervention is 

required to boost job growth and lower the unemployment rate. Holding capacity for 

residential growth appears to be at the upper limits in most communities; restrictions and 

moratoriums are in plac..;. in some jurisdictions and could lead to slowed population 

growth. 

We also know the economy exhibits further growth potential. Employment growth is 

strong and diversification is occurring. In spite of local and national problems, the 

county's food processing industries actually increased their share of the U.S. market in 

1984. The rate of manufacturing employment growth was above the national rate from 

1970 to 1980, and shipment of products increased substantially from 1981 to 1984. The 

retail trade sector experienced strong prowth from 1977 to 1983, and the Stockton CBD 

had a sales ranking for better than its ranking in population size. 

Definition of Need Areas and Selection of Goals 

Analysis of the research led us to categorize the critical issues raised by the above 

findings in the following grouping, for the purposes of being addressed by strategic 

alternatives: · 
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0 Unemployment 

0 Diversification 

0 Image 

0 Holding Capacity 

0 Quality of Life 

o Process for Management of Economic Development. 

Once these needs were identified, Strategy Team member were presented with a set of 
alternative goal statements and asked to choose a more specified set of goals for the 
strategy. Team members selected the following goals by need area: 

l. Unemplovmenj - to reduce high and persistent unemployment toward more 
reasonable levels by stimulating job growth. 

2. Diversific:nion - to promote growth of cor~ and linked industries, both existing 
and potentiaL 

3. Imag~ - to aggressively create and promote a positive image for San Joaquin 
County. 

4. Holding Capaci..t.Y- to promot<: infrastructure expansion required for planned 
growth with cooperation of all government entities. 

5. Quality of Life- to enhance local educational, health care, and arts resources; to 
reduce the crime rate and the fear of crime; and to promote the area's strength 
and mitigate its weaknesses in :dl quality of life categories. 

6. Process of Control - to promote a process for the management of county-wide 
economic development. 

Screening Targets 

Once the goals were selected, the consultants, using additional information derived from 
the survey of Business and Industry Conditions and the Indt:stry Screening Analysis, 
presented the Strategy Team with potential targets defined to move the Team to objectives 
and 0pportnnities to develop strategic initiatives. 

In order to screen and select desired targets, the goal areas were combined as follows: 

0 Unemployment and diversification goals, to focus on the quantitative aspects of 
the local economy, 

o Image and Quality of life, to focus on the qualitative aspects, and 

o Holding capacity and process of control, to focus on the policy aspects of the 
strategy. 
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Thus, potentiai targets were presented in three sets--economic, sociai and politicai--aiong 

with potential objectives and a range of screening criteria by which .,trategy team 

members could assess and choose target for priority consideration the economic t;:,.rgcting 

analysis identified 14 potential targets; ther:.e were social target :md 6 politiol targets. 

Screening criteria varied for each target set but included such factors as job impact, 

environmental impact, community preference, funding prospects, and politicai 

acceptability. 

The strategy Team selected the following targets: 

Manufacturing: 

I. Screw Machine Products, with a potential for 68 jobs. 

2. Drugs, with a potential of 90 new jobs. 

3. Phone and telephone apparatus, with a potential for 64 new jobs. 

4. Computers ::tnd peripherals, with a potential for 23 new jobs. 

5. Plastic products WEC, with a potential of ll 0 new jobs. 

Services: 

6. Advertising, with a potential for 245 new jobs. 

All of th~ selected targets are in high growth.industries, so that even though the curre.•t 

trade gaps might be small, the potential for employment growth is good. The immediatt 

potential to create an estimated 600 new jobs in a good start in moving the County 

economy toward the joint goals of reducing unemployment and fostering diversifica tior. 

The recommended Action Plan will present strategies for <:timulating investment in the·,e 

industries. 

l. To promote San Joaquin County's positive aspects, in both Quality of Life .ueas 

and Economic Outlook. 

2. To work on the Negative Indicator of Education. 

3. Implement a working agreement for a One Step Process for Development. 

4 To Implement a Coordinated Management Process (also a political :arget) 

Political 

1. Conduct a County-Wide Study of Infrastructure Needs 

2. Conduct an Infrastructure Plan 

• 
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3. Set up a coordin3.tion Task Force 

4. Assess Development Approval Process 

Develooment Factors 

Now that the priority targets have been selected, the Strategy Team is ready to consider 

an Implementation Action Plan which defines short term objectives and sets forth 

strategic "initiatives• or activities and assigns roles and responsibilities. Csiven that the 

capacity .x.ists do meet the targets, the Action Plan must also address the barriers to 

overall goal achievement, and maximize the many opportunities facing the County. These 

are summarized Ol' Exhibit A by major business location factors. 

Some of the barriers listed are "image• related and can be redressed by better "marketing" 

of the County's assets and development of a coordinated process to manage the County's 

and cities' future growth. Other barriers such as holding capacity and financing 

limitation will require both public and private sector capital outlays. Appropriate public 

actions and commitments can stimulate ~he desired private outlays, stimulate the desired 

private outlays, especially in the areas of infrastructure and support of business start-ups 

and expansion. 

On the positive side, there arc many opportunities facing the County which can offset the 

imagr.-related barriers and provide the impetus for stimulating the desired development 

activities, including the ongoing economic growth and diversification and cc.~petitivc 

development costs. It must be stressed that in the absenc~ of better cooperation between 

the county and city governments and others involved in development activities and more 

formalized process for managing economic growth, many of these opportunities will 

remain unex.ploited. Since the identified constraints encompass all three target sectors, 

the need for a cohesive and comprehensive set strategies is n:emphasized. 

The following section discusses the initial strategic objectives to be targeted by the Action 

Plan ~nd the functional t6les that could be played,.by local participant groups in strategy 

implementation. 
·· 
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Exhibit A 

MATRIX OF LOCATION FACTORS 
SAN JOAQUIN COUNTY'S OPPORTUNITIES 

FACTOR OPPORTUNITIES CONSTRAINTS 

MARKET AREA 0 major regional subcenter 0 population growth rate faster 
0 urban commute field than job growth rate 
0 diversification 0 high unemployment rate 
0 strong employment growth 0 vulnerability of agriculture-
0 strong retail growth related industries 
0 strong services growth 0 underutilization of downtown 

Stockton 
--0 cluster serving/vs. cluster 

forming industries 

BUSINESS 0 positive labor/management 0 mixed business/government 
CLIMATE relations relations 

0 acceptable tax and regulatory 0 uncoordinated developmcn t process 
environment 0 limited awareness of government 

0 overall support for economic training and technical assistance 
development programs 

,-- 0 strong growth prospects seen 0 limited financing assistance 
by local businesses 0 negative government image 

HOLDING 0 under-employed workforce 0 limited sewer and water capacity 
CAPACITY 0 available and industrial/ in some jurisdictions 

~ommercial sites 0 limited residential-zoned land 
0 space available for business in some jurisdictions 

expansion 0 uncertainty over location of 
future growth (unincorporated 
vs. incorporated areas) 

DEVELOPMENT 0 competitive land and 0 limited financing assistance 
construction costs and fees high utility ccsts 

~<; 

COSTS 0 
~ 

0 comparable wages 0 
~ 

0 good transportatio& costs and ~ 
services l< 

0 competitive occupancy costs ~ 
f-
•1, 

~-· 
'~ 

QUALITY OF LIFE 0 affordable housing 0 poor image " ~ 
0 good climate and reactional 0 high crime rate s. 

~ 
choices 0 poor education ~ 

0 good transportation 0 lack of leadersh1p to revitalize ~. 
:;:.. 

proximity to Sacramento and downtown Stockton 
!i, 

'- 0 ¥ 
' the Bay Area ~ 

' ~ 
< 



II. INITIAL STRATEGY OBJECTIVES AND ROLES 

Strategic Objectives 

As the economic development effort evolves, participant groups will want to periodically 

review their achievements, update their planning information and refine their program 

objectives. We recommend that the strategy team adopt a five-year planning horizon and 

attempt to quantify the strategic objectives in terms of efforts that will be unfolding over 

this time period. At the same time, we recommend a commitment to conducting ongoing, 

progressively refined strategic planning activities throughout this period and maintaining 

a flexibility to revise the strategy objectives as economic conditions change and new 

opportunities and/or coostra~ Jts are encountered. 

The following objectives are intended to provide initial guidance for the County's efforts 

during the first year. The objectives for the start-up phase are: 

A. To establish a vehicle to design a process for coordinating and managing County 

Wide development activities with an implementation plan assigning roles and 

responsibilities by the end of 1986. 

B. To assess County-Wide Development Approval Procedures and secure 

commitment of municipalities to implement a One-Step Development Process by 

mid-1987. 

C. To conduct a County~Wide Needs Assessment and Plan for Infrastructure by 

mid-1987. 

D. To screen and develop Investment Strategies for Business Target, providing 600 

new manufacturing and services jobs by 198&. 

E. To prepare and disseminate materials and to promote a more Positive Image for 

the County. 

F. To improve the Status of Education in terms of image and linkages with new job 

creatiO!!. 

These objectives are designed to address the goal area presented in the previou~ section. 

They should be discussed, modified (where appropriate), and adopted by the the Strategy 

Team. local governmental entities and part~cipant groups as soon as possible. 

Functional Strategy Options 

We now want to address the functional options available for local strategy efforts and the 

strategy role that could be played by local participant groups. The strategy team will be 

asked to consider these alternative types and levels of involvement in strategic initiatives 

and start-up objectives. 

We have identified the major strategy options in terms of the seven functions which w pt 

be undertaken by local economic development entities, these are: 

1. Program coordination. including ongoing efforts to facilitate economic 

development initiatives and promote greater public-private partnership. 
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2. Development planning, including concerted efforts to assess business needs and 

sup!}ort integrated development programming. - -- --

3. Area vromo..ti.2n., including expanded efforts to solicit outside ir.vestment and 

gail'! expost:re for targeted local development opportunities. 

4. Site preparation. including expanded efforts to solicit outside investment and 

gain exposure for targeted local development opportunities. 

5. Skill training. including coordinated efforts to prepare the local workforce for 

expanding job opportunities4s and match local labor force skills with industry 

needs. 

6. Technical assistance. including aggressive efforts to support local entrepreneurs 

in business planning and project development and upgrade management 

effectiveness in selected growth firms. 

i. Financial Packaging. including responsive efforts to provide project financing 

assistance for entrepreneurs and secure necessary expansion capital from 

available public and private sources. 

We have summarized the recommended focus of the San Joaquin strategy efforts 

according to these functions as shown in Exhibit B. 

. 
The greatest effort should be concentrated in functions 1 and 2. We see a strong need for 

program coordination and county-wide leadership to promote a more effective public­

private partnership. We also see a priority need for development planning, function 2, to 

be concentrated on the process of development approval and infrastructure investment. 

Function 3, area promotion, would be focused on efforts to reverse San Joaquin's negative 

self -image and to attract outside investment in targeted firms in the office and business 

services sector and industry. Function 5, skill training, may be needed to meet the 

workforce needs of firms successfully attracted in these sectors. Function 6. technical 

assistance, should be designed to support existing local small businesses, to serve as a 

li2iscm _'t:>etween the business community and the public sector. to facilitate the project 

de·relopment process, and to cultivafe ~ari environment conducive to entrepreneurial 

de' clopment. Finally, function 7, financial packaging. should be geared to meet the 

financial needs of small start-up businesses and expanding local firms in the targeted 

sectors. 

The recommended Action Plan will assign these strategic functions across sectors to 

various participant groups. The strategy team will be asked to validate these 

recommendations, to assess the relative priority of the recl)mmended efforts, and to 

explore the potential participant group commitments required by each function. 

Finally, economic development is a dynamic process which occurs over time, building 

upon successive accomplishments as it generates and expands its ~nternal and external 

linkages. This process requires the development of an organizational capacity which 

addresses two functions: 
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MATRIX OF STRATEGY COMMITMENTS 
Portlciprmt Group Functions 

Portic1pBnt Group 

Stroteg1c Function SPI PIC EDA CofC 
f'ROGR A~-1 COORDINATION ../ 0 I I 

f--

I ../o DE'tl:i.OPMENT Pl ANN lNG 

../ I 
../0 AREA MARKETING l 

SITE LOCA TlON ../0 

VORKFORCE TR AININO ../0 

TECHNICAL ASSISTANCE .../ 0 v' 

FINANCIAL ASSISTANCE ../0 l ../ 

0 • Sbff Support 

. 



o the ongoing capacity t9 plan, assess and implement this strategy in a 

comprehcnsi..:·e manner over the long term; and 

o the ability to perform a specific set of tasks relative to each target sector. 

These two functions encompass a broad set of tasks, and there are several key entities in 

this development process that can assume a variety of roles and responsibilities. These 

roles should be clearly defined internally and readily understood by local businessperso:r.s 

and outsiders. This ·clarity will help ensure consistency and timeliness during the 

development process-two critical standards which developers and investors use to evaluate 

their prospects in entering a local development effort. Another key to ensuring a 

succe!'sful development process lies in coordination of activities between the public and 

private sectors. In an effective public-private partnership, both sectors link together 

through the various phases of development to share information, communicate needs and 

abilities, reduce bottle-necks, and use scarce capital and other resources to the best 

advantage possible. For these purposes, it is essential that the county designate a lead 

agency which has the capacity and the credibility to undertake the technical and 

coordinative tasks cited above. 

The crucial step is that each participant group define and accept responsibility for 

spcc .. fic tasks as part of the process of adopting an economic development strategy. 

following sections provide detailed action recommendations and estimated resource 

requirements for these strategy_recommendations. 

-9-
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III. PROPOSED ECONOMIC DEVELOPMENT STRATEGY 

Throughout this series of strategic planning workshops, we h~ vc ~~rcssed the inter­
dependence of the San Joaquin economy with the Sacramento Vai!ev region. We have 
identified local development activities, opportunities, constraints, and resources which can 
be effectively utilized by the county to improve their economic position in this open 
economy. We have also isolated untapped potentials that can be best pursued by an 
integrated, public-private partnership which encompasses the muitiple functions and 
capabilities of participant groups presently working at cross purposes with regard to 
improvement of the county's economic base. Thus, the final step in the strategic planning 
process is to adopt and implement a coordinated Action PJa-··· one which addresses the 
need for a broad consensus about what should be don. and induces committed 
particip:ltion by all key groups. 

The recommended set of strategies and actions are based on an overall sense of need for 
both coordination of existing effort> as well as new strategic initiatives. There is much to 
be gained by coordination, per se. As the state-of-the-art in local economic development 
evolves, the combination of previously ineffec!ive programs and increasingly limited 
resources is leading inexorably to a greater emphasis on systematic pubL. ·private 
partnership efforts to reduce development barriers and maximize local resources. The 
objective of these efforts is not simply to achieve greater results with current programs. 
Rather, the set of untapped potentials previously identified merits a set of new efforts 
designed to enhance the county's ability to realize its economic and social potential. 

The purpose of this :;ection is to introduce our recommended set of economic deveiopment 
strategies and actions. We have produced a detailed Action plan showing potential 
participant group responsibilities for specific actions within each strategy. We have also 
prepared a time-phased schedule of implementation tasks together with organizational 
arrangements an,_;; reQuired resources. 

The strategy team will be asked to discuss these recommendations and select the final 
strategy components. And, based on the adopted strategy document, they will be asked to 
hc:lp build a broad-based consensus and secure participant group commitments to ensure 
its effective and timely implementation. 

The following sections present a brief discussion of the critical issues involved in strategy 
implementation. The first s:ction reviews the rationale for undertaking a pubiic-private 
strategy. The second section presents the detailed Action plan together .vi•~ the schedule 
of first steps. initial programs and ongoing capacity-building activ;des. The thi11 section 
spells out the estimated cost of first year programs. 

The Strategic Plan adopted in this workshop will provide initial guidance as local 
particil)ant groups move to cc.;.)rdinate their efforts and pool their resources. 1he final 
report will incorporate these Action Plan recommendations with the research findings and 
targeting pr!orities presented in the preceding workshops. 

Rationale For Undertakln~;: The Stutcgy 

There are two principal reasons for viewing the economic develo;Jment strategy in terms 
of a coordinated effort: 

I. In order to achieve a more effective public-private partnership and move toward 
an integrated, state-of-the-art approach. 
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2. To realize magnified, combined impacts and maximize increasingiy limited 
economic devclopmen t resources. 

We do not argue that local efforts will fail without a strategy; rather, that local groups 
can escape from the traditional approach known as "muddling on through: Moreover, the 
capacity to actually achieve desired economic development objectives can be significantly 
enhanced thereby. 

During the past s-veral months we have had an opportunity to examine the county's 
existing economic base and discuss the economic growth potential with public and private 
sector leaders both within the county and from other areas of the state. 

The consensus which emerged from both our economic analysis and personal interviews is 
that the county has an opportunity to become a model community in terms of sound 
economic growth management within the framework of county-wide policies which 
protect the cities' lifestyle ana anticipates the needs of further growth. 

To achieve this goal, SPI will need to play a leadership role in melding the diverse groups 
which make up its constituency. Endless debates over growth vs. no-growth must be 
reduced to more specific policy issues which can be resolved through the local legislative 
process. SPI must also take specific actions which demonstrates its sincere interest in both 
economic cevelopment Strut quality of life considerations. Finally, SPI must energize the 
business and civic community to join with it in marketing the county as a good place in 
which to do business as well as a good place to live. 

The following section will present our recommended action plan for reaching the goal of 
self -reliance. 

RECOMMENDED ACTION PLAN 

Based on the strategic options presented in previous workshops together with strategy 
team feedback and additional research, we recommend the adoption of a comprehensive 
approach that would be structured around four major objectives. Exhibit C presents the 
potential responsibilities of participant groups and the proposed timing of implementation 
efforts for a s:ries of specific strategies and actions necessary for meeting these four 
objectives. The detailed recommendations are outlined below. 

STRATEGY 1: 

Action A; 

Task 1. 

Task 2. 

COORDINATE PUBLIC-PRIVATE ECONOMIC DEVELOPMENT 
PARTNERSHIP. The purpose of this strategy is to provide a formal 
network of local economic development groups that can achieve the 
potential synergies through pooling resources and focusing efforts. 

Es•ablishing SPI as the Primarv Coordinatin£ Vehicle for Economic 
Development Activity In the Countv, 

Seek adoption of strategy and designation as lead agency. 

Institutionalize strategic planning process and develop joint work. 
program. 
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A~;tion B: 

Task 3. 

Task 4. 

STRATEGY II: 

Ac:ion C; 

Task 5. 

Task 6. 

Action D: 

Task 7. 

Task 8. 

STRATEGY III: 

A~Ctlon· E; 

Task 9. 

Task 10. 

Action F: 

Consolidate Available Financing and Technical Assistance Function~ 
pnder SPJ AusDices. 

Secure managing authority for RLF, LDC. IRB, etc. 

Inventory and secure full range of required tools. 

INSTITUTE COUNTY-WIDE PLANNING FOR ECONOMIC 
DEVELOPMENT. This strategy is intended to foster a more proactive 
approach to growth management. 

Create One-Stop Del·elopment Apprc-vnt Process. 

Establi;;h a task force to compile case histories and procedures ior past 
18 montt:s. 

Designate and network with primary contact in each jurisdiction. 

Produce Infrastrutture Plan. 

Establish a task force to compile site-specific infrastructure capacity 
and utilization data. 

Recommended integrated capital budgeting process. 

ORGANIZE TARGETED BUSINESS MARKETING CAMPAIGN. The 
purpose of this strategy is to focus the county's business marketing 
efforts on high potential job creation opportunities. 

Integrate Bpslntss Tnrtetlng with Strattcic Planning ProcuL 

Qualify high-potc:ntinl business candidates from initial target list. 

Implement high impact target business solicit:Hion campaign. 

Build Small Businrss Assistance Package. 

Task J 1. Form competitive professional staff capacity. 

Task 12. Create •venture center· capability. 

STRATEGY IV: INITIATIVE PUBLIC RE!...ATJONS CAMrAIGN FOR COUNTY-WIDE 
ECONOMIC DEVELOPMENT. This strategy is intended to help build a 
broad-based consensus regarding the county's economic development 
objectives. 

Action G; Design Econ?mic D_tvelooment Image Promotion Program. 

Task 13. Monitor and publicize local economic development activities and 
attitudes. 

Task 14. Position and produce state and national media exposure for local 
development opportunities. 
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Action H: 

Task I 5. 

Task 16. 

Strengthen Utilization of Etipcationat Resources. 

Establish a task force to assess competitive position of local education 
institutions. 

Recommend and promote stronger links between career/skill 
preparation and new job creation efforts. 
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I. 

I 

II. 

IlL 

IV. 

EXHIBIT C 

SCHEDULE Of IMPlEMENT AT JQN 

Economic Development Stroteg\es Hnd Actions 

first 1st )2nd-3rd Parhc'lpant I 
Strategy Steps Y~•r 1 Y•ar Group I 

l 
Coonli note EO 

I 

A. Leed Aqenc4 
I 

1. Des1gnete/edopt 
i SPI l 

I I SPI/EDA/ 
2. Joint work program • I 

B. Finenctng Tools I I CofC/PIC 
I 
I 

3. Meneging authority I 
I 

I SPt l 
4. Tool kit I 

SPi/PiC 

lnittote Plonn1ng I 
c. 1-Stop Process 

5. Cese histories 
SPl/EDA 

6. Primary contacts 
SPI/EOA 

I 

D. infrastructure Plon 

7 .. Ceooctty/uUllZfH ion SPI/EDA 

8. Cepit8l budgeting SPt 

Orgonize Torgetlng 

E. Business Marketing 

9. Quel Hy tergets 
SPl/CofC 

1 o. Terget so11cltet1on 
SPI/CofC 

F. Smell Business Tools 

11. Stoff copoc1ty I 
SPI/PIC 

12. Venture center SPI/CofC 
' 

ln1l1ote Pu011c Relot1ons 

G. ED lmeQe 
13. Monitor development 

SPI/CofC 

14. Medi e exposure 
SPl/CofC 

H. Education Resources 
I 

15. Competitive stotus SPI/PIC 

i 6. Job creoUon links SPI/PIC 



1 

l 
l 
·l 
l 
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IV. PROCESS OF STRATEGY iMPLEMENTATION 

If the county is to move toward the goal of county-wide growth rnan:rgemenr, the above 

strategies should be implemented during the next 12 months for several reasons. 

First, the time is right for a change in the distinguished and inco;1sistent attitude San 

Joaquin County has presented to the outside world regarding economic development. Our 

interviews and observations about the political dynamics of San Joaquin County indicate 

that a strong constituency exists which wou!d support increased coordination of economic 

development in the county. 

Secondly, there is considerable concern over the cour.ty's infrastructure investment picture 

and all interests are more likely to be receptive to well conceived and fully discussed 

economic development initiatives to insure the continuation of balanced growth in the 

county. 

Finally, the increasingly competitive nature of the local economic development system in 

California demands that San Joaquin County identify and aggressively pursue its market 

share or simply get left bt:hind with a declining core area, vacant b~siness sites, 

worsening unemployment and the resulting decline of the county's principal asset--its 

quality of life. 

Timing of Proposed Actions 

. 
The Action Plan laid out in the previous section will address these issues if it is 

implemented in concert as an overall economic development program for the county and 

i~s strategic development partners. 

As indicated in Exhibit C, all initial strategies should be implemented in the first year of 

the prcgram which should be reviewed as a part of the normal FY 86/87 budget process 

for revision and or continuation in FY 87/88. Specifically: 

Strategy 1: 

Strategy II: 

Strategy III: 

Strategy IV: 

SPI should be designated by the end of the third month with staff in 

place by the end of the sixth month. A joint work program should be 

produced by the end of the first year. 

The one-step and infrastructure Task Forces should be operational by 

the end of the fourth month and complete their work by the end of the 

first year. 

The initial set of business targets should be qualified by the end of the 

sixth month and staff for small business assistance should be in place 

by the end of the ninth month. 

SPJ's strategy should be adopted/endorsed by all particip:mt groups by 

the end of the third month and the media Task Force should be 

operational by the sixth month. The education Task Force should be 

operational by the end of the fourth month and complete its work by 

the end of the first year. 

At the end of the first year, Task 5, 7, 9, 11, and 15 should be completed. and Tasks 6, 8, 

10, 12 and 16 should be implemented. These latter tasks plus the joint work program 
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EXHI!liT D 

FUNCTIONAL RELATJONSHIPS 

County-Wide Economic Development Groups 

KEY: 

--+ = Coordination R~sponsibilitv 
·····~ = Staff Suppod 

~ = Existing Functions 
v: .. :·J = '"'""' functions 

SPI 
:U(Pro9ram'',: 
;¢·c;·c;·;:·(t;.;·.;;·t1e>.l. 

..... 
. 
. . . . . . . . . 
: 

Consolidat•d 
functions 

•' •• 
•' ,• 

~· 

ACRONYMS: 

•' , . 
•' • •' 

•' •' 
•' •' , . 

PIC 

SPI = S.JC StratPgic Plan Inc. 
EDA = Economic De-v~lopmt>nt Association 

CofC = Chamt»e-rs of CommEtrct» 
PIC = Privat• lndustrt.~ CouncH 



(Task 2), tool kit (Task 4) and media exposure (Task !4) would institute the operation:li 

plan for SPI in the second and third years. 

Coordination of Participant Groups 

It is self evident that coordination of these acti\ities is central to both the individual and 

collective success of the Action Plan. Exhibit D illustrates these relationships, placing SPI 

at the center of coordination responsibilities with staff support provided by the EDA, PIC 

and CofC. 

We recognize that the designation of SPI as a new economic development institution in the 

county places a he:1vy burden on the time and attention of the government, business and 

civic leaders who will be involved in the implementation of this plan. However, to do less 

would fail to capture the opportunities available and lc:.1d to continued er.gagcmcnt in 

lengthy debates and policy indecision which ultimately costs the county and its residents 

both time and money . 

Therefore, we feel that the investments outlined below arc fully warranted b::~sed on 

potential returns. 

Exp~cted Costs and Sources of Funding 

We are proposing a significant progr::tm for SPI which will require both substantial front 

end costs and continued fiscal support by the county and municipal governments and the 

business community. 

If this is to be an effective program these costs must be shared by those with the most to 

gain. 

While it would be attractive !O assume that "soft money" in the form of Federal/State 

grant and Joan programs can cover all these costs it would also be highly unrealistic and 

in fact would not involve the level of commitment from the community that we feel is 

essential to meet the goal of self-reliance. 

Therefore, we recommend that ~he initial effort in San Joaquin County be based on the 

assumption that :111 revenues to cover the costs of this program will be derived from J()cal 

public and private sources and/or $tate/Federal subventions and financing techniques 

such as assessment districts, t:n. increment financing and revenue bonds. Exhibit E 

outlines estimated first year costs by strategy and suggests sources of initial funding. In 

summary, our proposed first year budget for implementation of the Recommended Action 

Plan totals $200,000. These funds would be secured from the following sources: 

Public Sector 
Private Sector 

$150,000 
50.000 

$200,000 

This is a realistic budget for the activities proposed and is in line with implementation 

budgets for local economic development prcgrams throughout the state. 
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Moreover, if this expenditure is seen as an investment in the county, it can be anticipated 
that the success of the Action Pl:ln will be more than off-set by increases in county 
revenues and business income in a relatively short time period. 
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I. 

II. 

Ill. 

IV. 

EXHIBIT E 

ESTIMATED COST 

First ttnd SubseQuent Veors· ProgrHm lmplementHtion 

($ 000) 

Slr8tegy/Act1on 

CoordinatP PartnPrshjp 

A. Ll>~d Agt>n<:lJ 

B. F1n~ncinq Tools 
-

lnstitut• Pbnning 

C. 1 -Stop Procl>ss 

D. lnfr·astructurp Pl~n 

OrganizP T ~f'CJPtinq 

E. Busin~ss Hadt~tin
<J 

F. Small Business Tools 

tn1tiat~ PcbHc R•lations 

G. 

"-
Econ Dt>Y !mag• 

[ducahon Rtosourc•s 

TOTAl BUDGET 

~ = Public Stoctor 

•• • Pf'iva·t• S•otor 

New 

Funds 

.. 
$100.0 

7.5.o** 
* 25.0 

$150.0 

l st Year 
In-Kind 

Support 

• s 12.5 
• 

12.5 

25.o** 

sso.o 

$200.0 

$150.0 

$50.0 

Person 
Veers 

3 

3/8 

3/8 

3/4 

3/4 

3/4 

4.:S 

L5 

2nd 

New 

funds 

.. 
$100.0 .. 

25.0 

* 50.0 

so.o* 

* 25.0 

5o.o* 

$300.0 

$200.0 

$100.0 

Year 
Person~ 

. Vears 

3 

3/4 

1.5 

1.5 

3/4 

I_!) 

6 
3 
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APPENDIX A 

. 
' 

As promised, we have recomputed the input-output trade flows for each County industry 

for both 1978 and 1982. The purpose of this comparative analysis is to show the changes 

in County imports and exports between 1978 and. 1982. The results are shown in 

Appendix A. The final column showing the change in the balance of trade can be 

quickly scanned to identify industries in which there was a significant change (± $10 

million). Of the 22 industries exhibiting significant change .in the balance of trade. all 

but two industries are net exports. The two import industriesare (2) meat animal.and 

livestock; and (134) Business Services. In business services,'the size of the trade gap (i.e .• 

imports) actually declined between 1978 and 1982 from$48.4 million to $14.6 million. 

This is a hopeful sign; by targeting new business services in the strategy, the County 

could help to eliminate the remaining t .. ade gap altogether over the next five years. 
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1978 
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6585 
.;m 

0 
27a55 

0 
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81936 
26506 

147589 
120500 
mos 
57613 

0 
100000 
2~939 

51100 
0 
0 
0 
0 

1'182 

Jn879 
61125 

0 
123007 
:msotl. 
. 14530 

9371 
0 
0 
0 
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APPENDIX B 

Survey of Agriculture 

The results of this supplemental sur•·cy :ue provided on the attached survey from which 

shows, the raw responses and the percent distribution uf responses for each question. 

Key findings of the survey can be summarized as follows: 

o 42% of respondents operate on 100 acres or less. 

o 44% employ 5 or fewer workers at peak times, and 82% employ 5 or fcw.:r 

workers :lt slack periods. 

o 6Y!b prim:Hily provide fruit and nut crops. 

o 64% have cperated at their present location for over 15 years. 

o Suitability of soil and availability or water were the top-;:ned site ::ldvant:tges; 

high opcr:Hing costs was the major disadvantage. 

o 60% own all of their farms and operations. 

o 20% have recently expanded their acreage :1nd 15% p!3n to do so; SS'Yo say there 

is room for such expansiQfl. 

o 36% have recc~tly made rn:~jor capit:tl improvements :tnd 26% plan to do so. 

o 52% dc::ll with a m::1rketing coop; 44% serve customers in the Coun:y while 86% 

use County suppliers. 

o 79% of product is product is processed, 58% of which is processed 1n Cour.ty. 

(I Over 50% rate their workforce above average. 

o Repair and maintenancl! services are most difficult to obtain according to 71% 

of respondents. 

o Respondents generally give favorable ratings to the tax climate, unfavorable 

ratings to the regulatory climate; 37% feel local government is pro-business. 

o 47% rate the ioc:J I financial community good. 

o 42% of businesses recently declined; 14'1-b expect further declines. 
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KONAiO M. SHIN 
LOIJI. CAliFORNIA 95241-1910 

(209} 334-5634 

HUCOP!(R l209llU.!>795 

June 2.3, 1987 

Mr. Michael E. locke 
City Manager 
C1ty of Tracy and 
Co-Chair 
San Joaquin County Strategic Plan 
325 East lOth Street 
Tracy, CA 95376 

Dear Mr. Locke: 

This letter will 
rer•ular meeting 
appropriation of 
deficit incurred 
contingent on the 
deficit. 

confirm a.ction taken by the Lodi City Council at its 
of June 17, !987 whereby Council approved an 
an additional $2,110 to assist ir. defraying the 
by the San Joaquin Strategic Plan Corporation, 

other participants paying their share of the $20,000 

Please notify us when you have received commitments from tt!e other 
IJarticipants. 

Should you have any questions regarding this action, please do not 
hesitate to call. 

AMR:jj 

cc: James B. Schroeder 
Commur.ity Cevelopment Director 

Very truly yours, 

tJhm ~~. dpr~-e~ 
Alice M. Re1mche 
City Clerk 

City Attorney 


