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MR, STRPHENSON: I hope to give all of you some=
thing to take back to your yespeotive development areas.
I also want to second My, Jennings' remarks about the aura
of c#mplaeonoy which 418 all too noticeable émong gqﬁpatrial
development agencies, It might be time for these ageneles
to reexamine, in an optimistic light, the good 1deas and
techniques that have allowsd them to stay in bupiness
suggessfully for so many years, Perhaps some of the things
I shall say will reawaken interests that aro‘prosbntly Just
below the surface,

o In speaking of industrial development from a con=-
sultent's standpoint, I shall strive to emphasize and
remind you of the roles that 211 parties must play 4in a
sugcessful industriel program. Any development project
contains two parties «« the offerers and the seekers,
Offerexrs are those offering development oppertunities

while seskers are those sesking development opportunities,

i
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Tho phrase "industrial development,” within the
context of which I am ipcak&ns this morning, oconsiders
development as an increase in the worth of assets and

1ndus§ry as a fability to convert and distribute.

uwhilo preparing this talk, I had occasion to speak
to many business people, Coincidental with earlier remarks
this mo}ning on honesty, many of those persons with whom
I qpok; also emphasized honesty. They said, further, tﬁat
one of the outstanding oharacteristics of railread 1ndn;tt£a1
development groups was.tﬁoir ability to retain confidences,
This is an attribute you can be proud of and one which seems
to be shared with foﬁ other development groups except
utility companies, I mention this because honesty and
disoretion are also important to the consultant, whether

he be advising the offerer or the seeker,

Any approach‘to industrial development must first
be consistent with the goals of each group., By this I
mean that all parties involved for both the seeker and the
offerer must set up the development program s¢0 it does net ”éf
confliot or make impossible of achiofomont the long-range (ﬁ A
goals of each party. jhis p¥inciple is often abused when ‘3
a highly colorsd or onoﬁsidoé presentation of faots is mad‘i} P \
and, thus, pisloads ﬁho offerer or seeker. jho result ca?'f v \\\
only be hard feelings and damage to the ultimate sucecess effx

the development,

M,
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Secondly, the approach must pinpoint the essential
success ingredients for each group., Unless these ingre=-
dients are clearly defined and made to merge with both

interests, no successful program will ever result,

The role of the consultant is to guide either the
efferer or the seeker into th§ proper approach and along
the implementation path leading to proper fulfillment of
the goals, As a side light, the consultant shpuld supple~

ment not supplant,

In my own practice I make a policy of advising
clients that my services are most valuable when I work
vith th&m as an outside, objective observer offering
direction and bringing my axﬁorionco patterns to bear on

their problems,

The duty of the consultant to the offerer is three-
fold, He analyzes, he evaluates, he recommends, and then
. he provides the offerer with the tools needed for a success-

ful development,

Offerers ineclude rallroads, utilities, local |
government greups, publin or private syndiontcs, industrial \\
development companies, associations, chnnhors of comnorco,/

prtvato investors, and once in a whilo a privato 1n¢ustry K .

which would like to market some excess land.
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Usually the offerer is concerned with the loscal,
state-~wide, or rogionai aspects of the prbgram. Thorotofc.
the offerer must have a very colear picture of his specific
giographio aro#; he must know 1nftmatoly the spioi?ic and
honest reasons why any seeker should be located in the

development being offered.

An illustration of this type of analysis was given
in a papof written several years ago by John Gtﬁson when he
was director of the Miami-Dade Chamber of Cemmeroce,

Mr, Gibson described an analysis he had made of the Miami
area in which the industrial income circulated within the
community was balanced with the industriel income derived

by sales outside the community.

By means of this analysis, the offerer, in this
case Dade County, was enabled to pinpoint those types of
industry best suited for loocation in its geographic area,
Here was a good example of how the offtroi ¢learly under-
stood what he had to offcr;

The duties of the consultant to the offerer can

be included within nine major areas:

1) To establish priority eof m&tiv.s, This means

th#t the consult#ﬁt discovers, analyres, and evaluates

what the offerer's motives are. They jighf bi profit, come
munity beauty, public health, more jobs, increased density,
bettor community services, or perhaps a foot in the door so
that some other program on a broader 36310 can bo pnt under

wWaY .
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A word here of the worst possible motive ««~ that of
self=aggrandizement, Oceasionally you encounter a situation
wh;ro~scmnono is merely attempting to build a small per-
sonal empire without regard to the b-nortﬁa that nmust come
to everyone involved, Thaso.ono-stdod programs should be
avoided since they are generally doomed ts failure before
they start,

2) To prepare a community audit, Here the con-
sultant assists in making an honoat. objective l1list of the
assot; and liabilities of the community, ‘Tho consultant's
major value is that he can usually be totally bbaoctivo
about what is an asset or liabllity,

'3) ZTo establish economic bases,

4) To assist in selecting appropriate sites,
5) Xo establish desirable development petterns,
6) To set margcgiﬁg approaches, I ran into an

instance recently where a well thought=-out campaign, eoattﬁgx
tens of thousands of dellars, had been prepared with
abielutoly no thought by the efferer as to how he was.going
té approach his market, If ioﬁ don't define your market,
all efforts whieh have gone bctororwiil b;\wutod.‘ For

instance, there are more than 20.000 ﬁillion dollay compani;s
l1isted by Dun & Bradstreet. If you try to properly cover \ 563
all these companies, you will exhaust your finances and

wear your nerve ends raw, As an offerer, pinpoint your

market and concentrate the money available on attrasting

specific types of development interests.
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7) Xo advise on state and federal aids, Many

programs of assistance are offered by the state and federal
government, A gonsultant is expected to know something
about all these aids and occasionally is called upon te
assist in their use,

8) To _set erganizational patterns, At this point
I should like to pause e second and say that, in my

epinion, the railroads, generally, do not approach induse
trial development correctly from the organirational stande
point, All too often the industrial development group of
a rallroad is relegated to a back seat, It is a minor brﬁneh
of someone else's department, |

I believe there are no two areas in any raille
road organization more closely related than the long=-range
planning efforts for the whole business and the industrial
development effort, After all, your buéiness is to move
goods, materials, and people from one point to another and
to make a profit doing it, Longerange planning and induse
trial development are the two elements that, hand-in-hand,
can accomplish this,

9) Jeo assist with negotiations, Many times the

consultant can agt for the sesker as an objective party in
negotiations, This function is especially valuable where

'governmental parties are involved,
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The role of the consultant relative to the sesker
is somevhat different. When retained by the seeker, the

consultant-analyzes, soreens, and recommends,

Seekers are usually private industry; private in- f Y
vestors er‘dovolopofs; major units of government; utilities; !
and, once in a while, the railroads, A word of explanation
about the latter == sometimes property seekers who are
railroad ocustomers turn to the railroads for help and, in
fhis case, the railroad becomes a seeker rather than an

offerer,

The dut;cs of the oonsultant to the seeker are:

1) Teo dotormigo whe ther a davelggmegt program is

needed, The first thing a consultant must determine 1is

whether, in his opinion, a development program is called
for, It may be that the seeker ocould achieve his objectives
by a reorganization or consolidation, If so, the competent

conéuitant must make this known to his client,

2) f a develepment gram 45 needed, to de

its nature an rganization,

3) To select and a the appropriate tech
reguired to ocomplete the program sucgessfully., For 1nst&§bc.
the consultant might recommend iwmproving and expanding iﬁ‘
existing facility == or decentralizing existing operations
might be a more appropriate solution. Ocoasionally, an
existing plant will require complete relocation and a new
site will be needed to accommodate the shift,
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4) To select a region, communit and site Af
Tequired

5) To advise the seeker on obtaining land, the

_Prqliminary design of the faoility, the financing of the

facility, and the transfer of the operation,

Oﬁviously. all tHe duties, whether for the offerer
or the seeker, might not be goquirod in eagh and avbry Pro=-
gramj nor is it possible for)any one consultant to do all
these things and do them well, However, the oconsultant,
by virtue of his experience, can give guidance and direction;
he can instruct and advise both the seeker and the offerer
whom to call upon, and at what point in the program they

¢an be most holpfﬁl.

S Oftentimes we find the talent needed to pursue a
éli;nt’s program is contained within his own staff but has
j;sh never been recognized, Of course, in these cases we
do not stay on the scene too long. Nevertheless, the
iéoﬁﬁcionttous and competent consultant must always work in

his elient's best interests,

Before leaving, I would like to provide you some
specific techniques that are available and in inereasingly

x groat-r use. These tochniques are tools that I, as a con=

v
Tyl

;ultant, use and that you, as industrial dcvelopmnﬁt people,
%111 find helpful.
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1) Network planning - this technique is more com~

monly known as critical path method or PERT. It is one

of the most powerful planning devices that has entered the
American business scene this century. The foahniqu. can be
‘applied to plan any program that has a beginning and an end,
and is being used more and more easch day. I advise you to

beoome familiar with 4it¢.

2) Data collection and retrieval - you have heard

mush about computers, what they car do, and how they work.,
Perhaps you have been frightened away from data collection
by the complexity and expense of computer equipment. How=
ever, data collection and retrieval makes use of relatively
inexpensive card handling equipment rather than computer
equipment, I recommend that you seek out in your organi=-
zation those people who know about data collection and
retrieval and put their knowledge to work for you, Feor
instance, by having data about available sites, community
characteristics, and your own oustomers' freight shipments
and receipts, you can easily and quickly prepare an analysis

of his relocation needs.

3) Linear programming - this is a mathematieal
technique to assist in looating facilities with respect

to their production and storage characteristies, .

4) Forsgasting - comﬁutirs g#vovhg thé?ability
to easily and quickly use historical”datrjto~r«r;cast
future demand. By keeping records about tpo variaua
&ndnstrios en your lines, you shauld be ahﬁo fo use fore=
eustins toahniqnos to anticipate incroasqﬁ demands for

both your oquipmont and for proporttts amLtlabb@ in your market area,
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3) _Production line balaneing = this is a testing

and simulation precedure which might be of great value to
gertain of your manufagturing customers, It is used to

establish the optimum arrangement of production operations,

6) Capital investment project planning - with

hand computers, the calculation of ocash flow for ocapital
investment programs is a tedious and sometimes impossible
task, Computer equipment now makes it possible to take
into acoount factors, such as, depreciation, tax rate,
equipment cost, salvage value, with many others, and to
combine them in a meaningful program of simulation to
determine the best capital investment path to follow, ‘
This is a program you should become acquainted with so as

to properly advise your clients in its use,

7) Geographical area selection - this technique
is the very simple process of finding a center of gravity

for freight weights and distances to and from markhts and
suppliers, The data for this analysis 1s probably available
in your freight sales department and, by using ;t,;h‘ihdqlv
trial development, you can assist your good cliéptp‘tn
quickly sereening the logical location of their Qa*f ox~

pansion prggram

vty
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Since most of the above are basically computer or
data collection programs, I recommend that you get friendly
with the data prosessing people in your organization.

These persons can be of great assistance to you, I have
felt it important to dwell on the techniques because they
are the advance tools that consultants and clients alike
are now using to assist in their industrial development

studies,

Now let us review very quickly the essential ingre~-

dients in a program of industrial development:

1) The offerer and seeker must each have a well

planned course of action,

2} The course of action must be consistent with

the goals of each group,

3) The offerer must know what to offer, to whom,

and how,

4) The seeker must know what to seek and where
to seek it. |

The role of a consultant is to help his clﬁontéﬁ
be he offerer or sesker, achieve a suocussful industrtaig
development program. To follow these simple pnocOpts anh
to implement them honestly and competently is enp goal of -
every able industrial dovclopmont conaultant.‘ﬂsi f } ‘\

' | \
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