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PROJECT DESCRIPTION
Project 1.1 – Phase II - focused on the implementation of the Innovation Driven Economic Development Model that was developed under Project 1.1 - Phase I funding by Doug Henton of Collaborative Economics.  

This model features an innovation support methodology that can be utilized as a resource or template to engage Economic Development, Workforce Development and Academia to increase their competitiveness and foster growth in a diverse array of sectors and scenarios.  This model is free-standing and encompasses an underlying framework whereby various tools, models, reports and various resources within a region can be utilized under the Economic Development Model framework to address growth, sustainability and competitiveness in regions throughout and outside of the Corridor, and to support industry, education, workforce and economic development.  The user-oriented framework will allow for the utilization of other tools and project deliverables and act as a foundation and avenue for their deployment.  
Under Project 1.1 Phase II, two regions were selected to implement a case study for the Innovation Driven Economic Development Model.  Each region was selected based on several criteria.  It was agreed that due to the limited timeframe of this project due to the slow project approval process by the Department of Labor, the project focus and the industries that the model would affect would necessarily need to be attenuated in order to recognize reportable results.  After discussions, the industries selected were the Aerospace and Space sectors.  These sectors were selected as they represented a well developed, complex supply chain that not only represented the Space / Aerospace sectors, but crossed over into a myriad of manufacturing processes and industries in multiple sectors.  

The Antelope Valley was selected as one of the two regions as the Antelope Valley has a well known and well developed Aerospace sector.  Additionally, it has an industry task force group (Aerospace / Defense Industry Task Force – known as the Task Force) that was developed and operating.  As this group is administered by the Antelope Valley Board of Trade (AVBOT), AVBOT was approached and engaged to implement the model as an over-laid process to judge its effectiveness on initiating change or innovation on a system that was already operational.  Antelope Valley is part of the Corridor and Los Angeles, though it is segregated in the high desert and represents its own unique microcosm.  Each month the Task Force brings community stakeholders from the local aerospace companies, economic development, and academia to the table to discuss strategies and ideas for keeping the local industry and its workforce robust and competitive.
The second region selected for the Model rollout, The South Bay, located South West of Los Angeles, encompasses the largest concentration of Aerospace and Space companies in the United States, along with a complex and well ingrained supply chain and manufacturing base.  Though Aerospace and manufacturing is well established in this locale, no working group yet existed to support the manufacturing base, focused solely on Aerospace and Space.  As no one organization had a working group or subcommittee assembled to focus on the supply chain / workforce / and infrastructure, the Los Angeles Economic Development Corporation (LAEDC) was approached to coordinate the local stake holders and to drive the process of the model forward.  This was based on the organizations’ existing contacts and relationships with the Los Angeles regions’ economic and workforce development organizations, the Workforce Investment Boards, Academia and a multitude of industries.  
These two organizations were selected to test, and to contrast the model within two environments:

1. A region with an established and operating working group, though with a limited industry sector.

2. A region that did not have an industry working group, but had an almost unlimited reach of related and overlapping industry sectors.  

The diversity of the two region’s makeup was meant to showcase the flexibility of the model’s framework and its ability to be utilized throughout a regions’ growth cycle. 
Project Description:
Both Project descriptions were identical.   
PROJECT OVERVIEW:  Foster job creation and retention by implementing the new Innovation-Driven Economic Development Model through alignment with the California Labor and Workforce Development Agency’s LMID sector data “industry clusters of opportunity” with a focus on the aerospace industry. This activity will build the infrastructure to support capacity-building of education, primarily through one or more community colleges, workforce, through one or more WIBs, and economic development professionals with industry leadership to create consensus for, and to sustain, a regional innovation strategy.

Project 1.1 – Antelope Valley board of Trade – Developed several deliverables as an offshoot of their existing Aerospace/ Defense Industry Task Force group.
Title: AVision Report 2010 – Regional Collaboration as the Blueprint for Prosperity  
Developed under the 1.1 project was GAVEA’s “AVision Report 2010: Regional Collaboration as the Blueprint for Prosperity” – a strategic plan for long range regional collaboration and economic prosperity in the Antelope Valley.  Through this report and in conjunction with the Innovation Driven Economic Development Model, GAVEA remapped it own roles as a regional collaborator in the process.  GAVEA will be a key player in the development of an emerging renewable energy sector within the region that may share the same suppler, workforce and educational challenges as the existing aerospace industry clusters, allowing leveraging of resources and solutions.  This report is an update of an original report, titled “A Vision… Alliance for Prosperity”, authored in 1998.  Much of the original content is considered still relevant today, and this report has been updated to reflect the new challenges and opportunities for collaboration and economic diversification.  This report focuses on the recognition of the importance of regional collaboration, and the acute need for collaboration as competitive pressures increase.  This report deals with the role of GAVEA and the challenges it has been involved with in the last ten years, those that are being experienced today, and what steps must be taken to prepare as a region to meet them in the future.  Insights from local leadership within key industry clusters were gathered along with regional economic development partners and stakeholders.  The keys to economic success in the Antelope Valley were addressed and included strategic opportunities and challenges, regionalism as a strategy, utilizing economic development as a growth strategy, and how quality of life impacts growth and retention efforts.  The challenges of infrastructure, training, quality of life issues, clusters of opportunity, workforce initiatives, image and reputation management to attract and retain companies.  
Title: A Business Cluster Study
Under Contract from AVBOT, GAVEA produced a Business Cluster Study of over 12,000 businesses in the North LA County and East Kern Region.  This study was completed to enhance business to Business collaboration within aerospace, its supply chain and ancillary local businesses.  The goal is to increase supply chain purchasing within the region through fostering cooperation and synergies so leakage of supply chain purchases outside the region can be lessened.  
Title: On-line Interactive Business Directory
In conjunction with the study, an interactive on-line Business Directory of all businesses within the region has been created and is housed at (www.AVEconomny.org) to allow for enhanced searches for supply chain businesses.  The cluster study breaks down the processes of designing, developing and implementing a cluster study, step-by-step, with lessons learned from the undertaking.  Link to the business directory is http://www.aveconomy.org/index.cfm?page=Antelope%20Valley%20Business%20Directory  (Appendix II – Antelope Valley Business Directory.pdf)

Title: 2009 Industry Base and Vacancy Report
Under contract from AVBOT, GAVEA developed an Antelope Valley Industrial Base and Vacancy Report, consisting of a compilation of empirical information regarding the availability of Industrial space and land in the Antelope Valley.  This provided an overview of the market, vacancies, cost of doing business and housing costs.  This study allows for the Economic Development Community to evaluate the infrastructure required to attract new business, and to assist current businesses wishing to expand or located less expensive property due to the current economy.  

Title: Regional Leader Collaborative Training
Another WIRED funded project that resulted from AVBOT’s Task Force collaborative was a partnership with the City of Lancaster to develop regional leaders who would become future champions of regional innovation in the Antelope Valley / Lancaster / Palmdale region.  To create a better collaboration between organizations and develop more effective leaders, the City of Lancaster retained Cambridge Leadership Associates to conduct the first of several annual training programs.  The program consisted of a three day introductory workshop, to be followed by a six month work period culminating in a final three-day review workshop.  This program focuses on developing adaptive leadership skills as a diagnostic methodology to formulate solutions to multifaceted issues.  Adaptive challenges (poverty, global warming or regional workforce development) often include high degrees of complexity requiring education and collaboration to reach a satisfactory resolution.  Scholarships from the City of Lancaster were provided to five participants including representatives of Lockheed Martin, The Boeing Company, The US Air Force and Antelope Valley Board of Trade.  This program has resulted in the formation of three collaborative groups focused on developing regional business incentives, supporting the creation of jobs in the alternative energy industry and increasing regional business attraction efforts.  

Project 1.1 – Los Angeles County Economic Development Corporation – Developed several deliverables as an offshoot of their South Bay Aerospace Consortium.
Title: South Bay Aerospace Strategic Plan Outline – 11-13-09
This document is a summary statement of significant events compiled from 2nd, 3rd and 4th quarter reports and the final version of the Long-Range Economic Development Strategy for the South Bay Aerospace Industry.  It includes:
· Results – Specific measurable “break through” outcomes that were achieved

· Roles – Specific roles that partners played

· Relationships – Specific Connections and leverage points among partners

· Agreements – Specific commitments to hold partners and the entire collaborative accountable for results

· Architecture – An organizational platform or web that provides the capacity to support, expand and renew fledgling efforts

Title: Long Range Economic Development Strategy for South Bay Aerospace Industry 11-14-09
This document encompasses all reports and studies, including the various presentations given at the September 30th and November 11th meetings.  Included are the goals of the Aerospace Consortium, the Career Education Pathway process, the top ten clusters for the South Bay industry needs, listing of programs and paths offered through local universities and colleges, educational advancement pathways in selected industries, rankings listed by industry for their projected hiring needs, the programmatic schedule for moving the project forward and sustaining it, and project write ups from the five key partners. 

· California State University Dominguez Hills

· Los Angeles Harbor College

· South Bay Workforce Investment Board

· El Camino College

· South Bay Economic Development Partnership.  
Results realized from individual 1.1 Phase II Projects:
Project 1.1 – Antelope Valley Board of Trade (AVBOT) -  
The Antelope Valley Board of Trade began its project with several key, important programmatic infrastructure pieces in place and in operation.  Their industry group, the Aerospace / Defense Industry Task Force, consisted of a group of community stakeholders from the local aerospace companies, economic development groups and local academia.  This group had been in operation and functional for several years.  Secondly, their niche industry groups were already engaged in the process with buy-in as to the importance of supporting local education, workforce efforts and economic development efforts.  Industry stakeholders and Tack Force group members agreed that to retain operations in the region, talent needed to come from local sources as the Antelope Valley was a “hard-sell” to anyone who was not originally from the region. This was due to its desert location and its resulting climate and lack of amenities that are a draw and retention factor for many young professionals.  Local Aerospace industry professionals discovered that engineers and professionals would accept positions in the region, stay a minimal time, and then relocate out of the region.  Several processes were in motion to grow needed talent locally, though several were in need of updating and refocusing.  Through the WIRED funding, several tools were updated and others that had been discussed were initiated and completed to aid in this endeavor.  
As expressed by Josh Mann, Executive Director of the Antelope Valley Board of Trade, “There were several projects that had been part of an on-going discussion that needed to be started, others that had been started that needed to be finished, and others that were already in existence and needed to be updated.  WIRED provided the impetus, through its funding, to undertake these projects and do the things that we knew should be done, but did not have the reason to undertake them when resources were minimal.”  WIRED provided the funding, though limited, as a justification to engage certain partners that could undertake these projects.  WIRED provided the reason to undertake these projects, and to engage players who might not have typically worked on projects together, at least for the term of the contract and the deliverables.  Several deliverables were updates from previously designed products, like the Vacancy Report.  Others, like the study of business clusters, the searchable database of local resources and businesses, or the partnering with the City of Lancaster to develop regional leaders who would become future champions of regional innovation, we initiated solely due to WIRED.  These were utilized to keep the Antelope Valley Task Force engaged and focused on the needs of the region.  
There were several challenges that imposed a limitation on this project, due to programmatic constructs.  One was directly linked to the attenuated timeframe of the project.  By the time a signed contract and an agreement was in place, less than six months remained in Phase II to bring on partners and identify areas that could be developed for deliverables within the needed timeframe.  Additionally, partners also needed to get on contract, eating into a short project timeline.  As an industry support infrastructure was in place, nothing revolutionary or evolutionary was developed.  The Innovation Driven Economic Development Model was utilized as a framework overlay to keep regional decision makers engaged, and to develop products that each could utilize for their own projects and programs in their own way.  By implementing the model as a program on a more formal basis, AVBOT and its partner’s were able to attempt and complete several needed projects, leveraging other resources that were not directly spawned by the projects.  
The model served as an impetus to attempt small but needed projects for the community and to bring together stakeholders for reasons other than the existing meetings that the Aerospace / Defense Industry Task Force typically conducts.  
As stated by Josh Mann:
“I was able to be involved in the Leadership Program funded by WIRED, under the City of Lancaster, and that helped drive the stakeholders that were there to a new level of understanding.  If you get the right group of stakeholders together and help them understand the value of collaboration, you can accomplish almost anything.  Being open to the idea of change is critical.  Leaders need to implement change, and change is necessary to be able to innovate.  To be innovative requires constant change.  Since human nature resists change, to be an effective leader, you need to overcome peoples’ natural tendencies to resist it.  You have to learn how to walk people through the learning processes of change and embrace the challenges that innovation requires to be effective.  For WIRED to be effective, you have to get the community leaders and stakeholders to embrace change, and to overcome their reluctance of not being well received when they propose innovation.  To undertake something new is not easy.  In the end, though, you will have a community that will be a better climate for industry when innovation is implemented.  

The true results of WIRED are still to be recognized.  WIRED has some short term accomplishments and products, but the true foundation of WIRED was to change a mindset.  This is not able to be done in a year, but the impact will come to light in two to five years when people realize that we would not have the companies or the workforce that we do now, or would not be where we are today, as it took that long to change the mindset of the people who could implement the changes, and were willing to take a chance and try something new”.  
Project 1.1 – Los Angeles County Economic Development Council (LAEDC) – 
The Los Angeles Community Economic Development Corporation (LAEDC) began its 1.1 Innovation Driven Economic Development Model project at the opposite end of the operational spectrum than did the Antelope Valley Board of Trade (AVBOT).  At the initiation of their project, AVBOT had a working group that was designed and in-operation.  It was manned by interested and committed industry leaders already engaged in Economic Development, Workforce Development and in Academia.  LAEDC started its project from scratch, not having a group that had previously worked together, or that had industry engaged in any process.  Initially, in March of 2009, the South Bay Workforce Investment Board (SBWIB) and the South Bay Economic Development Partnership (SBEDP) were approached by the California Space Authority to gauge their interest in initiating the model in their region.  (South Bay - South West Los Angeles County, where the hub of the Aerospace industry resides).  Several months of discussions ensued with the SBWIB and SBEDP, though no traction was realized through either organization.  The Workforce Board was hesitant to become involved as they were previously engaged in Phase I projects of WIRED and stated that the workload, paperwork and reporting was too onerous to be the lead on the project.  The SBEDP was undergoing a transition of leadership and did not have the funds or personnel power to undertake the project.  Neither, though, would directly decline to undertake this project, but neither would engage.  As this region could be considered a sub-region of Los Angeles, a former partner under Phase I who had proven to be a programmatic performer was approached.  
LAEDC was approached in late April of 2009 with the challenge of implementing the model in the South Bay region and engaging the SBEDP, SBWIB, Academia and industry leaders.  The LAEDC can be roughly viewed as a regional organization over all of Los Angeles with the SBWIB and SBEDP independent, non-aligned subgroups of them.  As soon as the LAEDC was engaged, both the SBWIB and the SBEDP became territorial, wanting to know why they had not been chosen to lead and work this project.  It was explained to them that they had not expressed interest over the past two months and that a leader needed to be selected to drive this forward in the short timeframe that was available.  It was not until the end of May that LAEDC was engaged with a contract and SOW, and had identified the partners that needed to be on Board.  Throughout the process, territorialism and parochialism were prevalent between the LAEDC, SBWIB and SBEDP.  Academia was more easily involved initially, though getting contracts instituted and realizing follow though from the colleges and universities was a challenge.  Several meeting were held with various levels of success.  This process was driven solely by the LAEDC.  Founding members attended meetings, though they had to be constantly engaged in the process.  Founding members included:
· California State University Dominguez Hills (CSUDH)

· El Camino College (ECC)

· Los Angeles Harbor College (LAHC)

· South Bay Economic Development Partnership (SBEDP)

· South Bay Workforce Investment Board (SBWIB)
Some parochialism was based on the belief that the regional organization was trying to engage in their geographic area.  Some was also directly based on the amount of funding that was provided to each partner under the project.  From the project’s outset, it was a challenge to get the five founding partners to work together as an effective team and to fully engage in the project.  They were collectively, with a few exceptions, non-responsive to requests for input or action on their part. What was helpful to the projects coordination and success was the individual that was in placed in charge of driving the project forward from the LAEDC.  This individual lived in the South Bay region and was a consultant for the LAEDC so he could span both groups and act, not only as the convener, but also as the driver of the process.  
Several meetings were scheduled with various levels of involvement from the founding members.  The process of meeting with each partner, identifying their strengths, leverage points and interests encompassed the majority of the months of May, June, July and August.  After several meetings, it was agreed that the focus of the final meeting should be Aerospace industry support.  There were early discussions between the founding five partners of the Consortium on the direction the model should go, the process that it should follow, and the depth and breadth of each organization’s involvement.  The scope of the project had to be narrowed in order to complete it by contracts’ end.  There were early grandiose ideas expressed by Consortium members with discussions that this group could champion contracts or programs that the local Aerospace industry in the South Bay was interested in.  Members of the Consortium would then go to Congress like AVBOT does to drive Congressional leaders forward and draw these programs to the local stake holders.  The inherent challenge was to get the five founding partners working together, and then agree on a single option or direction.  This was critical as the project had only 4 ½ months to accomplish its milestones and deliverables.  What was agreed upon was to focus on getting targeted education and training programs initiated that were specific to the local Space and Aerospace industry needs of the South Bay.  These would be identified by industry so they would be relevant to them.  Having industry identify their needs would be critical to begin building meaningful relationships between education, workforce and economic development professionals and the local communities.  
One of the largest challenges of the project was to get industry’s attention, engage them, and sustain their interest.  In the best of times, industry is busy and involved with making a profit and growing their business.  They are hard to engage as they do not see a need to become involved with projects that are speculative and planned for the future as their business metrics are focused on present results, not future anticipation.  In this particular business and economic climate, many businesses have had to cut back their operations and lay off workers and fewer employees are expected to do more while maintaining their company’s current position, or at least preventing too much backslide.  The key people whom you would want engaged in this Career Education Pathway model process are typically overloaded and do no have the time to engage to any great length, or at all, as they are fighting for survival.  In either scenario, it has always been a challenge to get industry to become involved with the process.  This is probably relevant across most industries.  The biggest challenge is getting people engaged in the initial meeting, and then keeping them engaged past the initial euphoria.  

In this model’s implementation, it was paramount to make a myriad of calls to engage industry, and virtually drag them to a meeting.  This was accomplished by engaging a known industry representative leader – Dr. Wanda Austin – President and CEO of the Aerospace Corporation, as one of the Steering Committee heads.  Her presence acted as a qualifier for the process and a preemptory recommendation to become involved in the Consortium for other industry members.  In the second meeting, held at the Boeing C-17 plant on November 11th, approximately one half of the first meetings’ members dropped off although there were still enough involved to form three industry meeting groups.  It is anticipated and hoped that industry will act as the pull for other industry meeting groups, as their direct involvement and initiation of membership will be a catalyst for involvement for others.  

Getting industry to lead with their perceived needs, then presenting them with the opportunity to discuss educations’, EDs’ and Workforces’ suggestions and provide them the needed feedback so education felt that they not only had a say, but had a buy-in from industry, was key to getting the involvement and engagement of all parties.  
On September 30th, over 40 people attended the first Aerospace Consortium meeting, held at the SBWIB.  Over 15 industry representatives attended.  This meeting was used to focus on the coming jobs needs of industry, through their eyes, with the intent of academia and workforce utilizing their feedback to create job training curriculum and career paths for real anticipated needs.  From this meeting, a final following working-group meeting was scheduled and held on November 11th at the Boeing C-17 facility in Long Beach.  Not as many industry representatives attended as was hoped, though this was due to several factors.  It was held on Veteran’s Day, which was a vacation day for many, and interest usually wanes after an initial meeting.  This was held at Boeing, in conjunction with a tour, to act as a draw for those that attended.  The goal of this meeting was to engage academia, industry and economic developers and to set topic groups (Production/Touch Labor, Systems Engineering and Program Management).  This was accomplished, with follow up meetings to be scheduled in December.  
In moving this project forward, several challenges were encountered; some anticipated some not.  It was anticipated that time would be a limiting factor, especially as most of the planning and infrastructure needed to be developed and implemented over the Summer months, and would be impacted by vacations of key players and stakeholders.  Additionally, it was envisioned that the small amount of capital provided by WIRED would have an impact on the project as there would not be great amounts of funding that could be leveraged to engage partners and keep them focused on this project to any great extent.  Their interest was attenuated by the small amount that could be allocated to them.  Also, it was recognized that parochialism and stove-pipe intentions would impact the process gong forward and hamper cooperation and engagement by the parties.  This was impacted by the WIFM (What’s in it for me) mentality.  
Things that were not anticipated were the lack of interest by the local WIB.  Part of this challenge appears to be the fact that they are receiving large funding through ARRA dollars.  The SBWIB has $4.3 million in funding, and the WIRED money is small compared to this infusion of capital.  There was also a lack of engagement for many in the group.  This could be ascribed to, among other things, territorialism and in-grained thinking.  Additionally, it was anticipated that Universities may be hard to get on contract due to their bureaucracy, though it was not anticipated that the process would be so extended.  It was not expected that due to the extent of the California budget crisis, many university and college programs were discontinued over the Summer months, as were staff.  No one was around to push contracts through the system.  This resulted in a slow start for academia who were involved in the model’s implementation.  

Results realized from Initiative 1.1

The focus of initiative 1.1 was to test implementation of the Innovation Driven Economic Development model in two regions, the Antelope Valley, a high-desert community approximately 60 miles North East of Los Angeles. The second region was in Los Angeles, just South East of the city.  Each has a strong Aerospace infrastructure that is established and well-ingrained in the community and involved with local Economic Development, Workforce Development and Academia.  Testing of the Model, as it was written, was important to gauge its usability by a diverse group of Economic, Workforce, and Academic professionals.  Neither group from either region seemed to encounter any challenges in its understanding-of-implementation.  It also proved that the model could be utilized in two separate environments.  It could be used in a new environment, devoid of established working groups where conveners needed to establish stake holders and bring them together to design a strategic and tactical plan wrapped around the needs of a region, and the model could also be used to energize a region with working groups that have lost focus or momentum.  
Delivered reports describe processes and challenges that were encountered in the implementation.  This feedback will allow other regions to gain insight into how the Model may be utilized in different settings with different levels of project sophistication and infrastructure development.  
For innovation to occur, change must occur.  Humans, systems and atoms, by their nature, tend to seek their most stable state; the lowest expenditure of energy.  Once they reach equilibrium, they will continue in this state until an external force comes to bear on the system or state and moves it into a higher level of energy.  Humans’ actions mimic physics.  As humans become settled into routines, they repeat past processes, procedures and actions.  For innovation to occur, these repetitious actions need to be altered and changed.  For this to be initiated, an incentive (funding) must be applied to the process to energize change.  Funding becomes the incentive for change and the organizational justification to do so.  The funding must be adequate enough to ensure an organizational commitment to a new line of thought, reasoning and actions.  If actions are replicable and can be repeated until they become routine, they then become the new system equilibrium and will remain as the new foundation until new innovation is required.  The challenge with WIRED was that funding was provided and applied to initiate programmatic change, though not to the extent that policies, processes and actions could be repeated until they became the new organizational norm.  Being action focused, the Department of Labor was more focused on transitory reporting actions rather than on innovation change, and did not ensure that the “sustainability” that they said they sought included the sufficient funding required to make innovation the new norm for the organizations that had attempted an initial change in their systems, processes and policies.  
How are these projects important to California?  

California is currently experiencing several challenges:  It has a projected budget deficit of over $21B, a declining technology sector, unprecedented housing foreclosures, a retracting manufacturing base, and an exodus of companies and households from the State that is creating an even larger tax base deficit.  Funding for economic development, business initiatives and workforce development has become available to selected regions through ARRA dollars, though a focus on what avenues to pursue and how to engage industry in the process as the end customer appears to be a challenge for several groups with funding.  The Model could provide an opportunity for collaboration between industry and support organizations and could be utilized to fill in the voids left by exiting State support and interest.  
As organizations struggle to maintain industry within their regions, products like the Model can provide a much needed framework to professionals who are trying to maintain their region’s vibrancy and competitiveness.  Through the Economic Development Model, organizations now have a broad template for engaging their local resources and representatives, assessing their problems, and creating a strategic and tactical plan to move ahead.  Additionally, the model creates a path to engage neighboring cites and regions to leverage each other’s resources and strengths and to enable competitive bridging across previously un-stretchable municipal boundaries.  This allows economic development professionals to collaborate for the creation of initiatives that can affect a region instead of a single locale.  It also will assist workforce professionals in the creation of jobs that span artificial boundaries and to develop networks to grow and include resources that have not previously been engaged.  Additionally, with limited resources being available, locales operating in concert do not have to replicate initiatives of their neighbors and can gain economy of effort and scale for similar projects and challenges.  
The Innovation Driven Economic Development Model project deliverable can be obtained in its entirety by any interested party by visiting www.InnovateCalifornis.net.  
