
Managing Economic Development Offices

Greg Larson
March 22, 2017



Clifford Stoll, Berkeley Astrophysicist/Author



Presentation Outline

1. • Introduction

2. • Strategic Planning 101

3. • Performance Measurement 101

4. • Tips from a Former Manager



“Promote the Shared & Ethical Use of Power”

City Government

• 9th grade paper on CM’s

• Started in Parks & Rec

• Twice a CDD Director

• San Jose DCM

• Twice a City Manager

Politics/Community

• Managed 1st campaign at 16

• Stanford student body prez

• CEO of United Way Silicon Valley

• CA Chief Deputy Controller

• Ran 13 political campaigns

Turned down far more lucrative offers early on at eBay and Cisco



“and Being a Great Older Dad”You Can’t Question My Courage,
Only My Wisdom



Strategic Planning 101

Any organization, from an office to a region

• Framework Everybody works at different levels

• S.W.O.T. Analysis                                               Environmental scan

• Independently Facilitated Buy-in

6



Strategic Planning

• A collaborative process between staff, leaders, and stakeholders

• Establishes clear vision, mission and values for the organization

• Provides a way to frame other actions (e.g., budgets, GP’s)

• Contains multi-year, broad goals and strategies

• Provides context for business or work plans
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Two Important Functions

oWhat: The “content” of our strategic plan

 Our mission and vision

 Our goals and direction for the future

oHow:  How we’ll work together

 Our organizational values

 Our business or work plans
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SWOT Analysis Overview
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Strengths

• What the 
organization 
does well

Weaknesses

• What the 
organization 
could do 
better

Opportunities

• What 
changes 
could 
strengthen 
the 
organization

Threats

• External 
factors and 
trends 
affecting the 
organization 
now and in 
the future



Strategic Plan Framework

10

Vision

Mission

Values

Goals

Strategies

Implementation Action Plan

A vision sets the focus 
for the future. It is a 
statement of where the 
organization is going.



Sample Vision

In this vision of Silicon Valley’s future,
our people apply the same drive, creative 

thinking and single-minded focus that 
built Silicon Valley into a technological 

powerhouse, to create a Silicon Valley of 
broad prosperity, a healthy, attractive 

environment, and inclusive communities
for ourselves and future generations.
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Strategic Plan Framework
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Vision

Mission

Values

Goals

Strategies

Implementation Action Plan

A mission is a statement of 
the purpose of the 
organization. 

It fundamentally defines 
what the organization 
stands for and what it will 
do.



13

Sample Mission Statement



Strategic Plan Framework
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Vision

Mission

Values

Goals

Strategies

Implementation Action Plan

Values provide the basis 
for how the organization 
and its members will 
work to achieve the 
mission and vision. 



Sample Values

• Ethical Conduct

• Respect

• Leadership

• Collaboration

• Professional Excellence

• Fiscal Responsibility

• Innovation and Creativity

15

 Lowest possible cost
 Reliability and sustainability of the  

system 
 Timeliness of District policies, 

procedures, actions and decisions
 50-year outlook when replacing 

infrastructure
 Legality of all District actions and 

behaviors
 Culture of openness, fairness and 

inclusiveness



Strategic Plan Framework
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Vision

Mission

Values

Goals

Strategies

Implementation Action Plan

Goals provide direction and 
focus for the organization, 
including funding decisions 
and allocation of other 
resources, such as staff time. 



Goals and Strategies

Goal

• Strategy

• Strategy

• Strategy

Goal

• Strategy

• Strategy

• Strategy

Goal

• Strategy

• Strategy

• Strategy

Goal

• Strategy

• Strategy

• Strategy

Goal

• Strategy

• Strategy

• Strategy
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Strategic Plan Framework
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Vision

Mission

Values

Goals

Strategies

Implementation Action Plan

Strategies are the means to 
achieve the goals.



Goals vs. Strategies

Goals Strategies

Multi-year in nature Means to achieve the goals

Intentionally broad May be implemented over 
several years through specific 
programs, projects, and tasks

5- to 10-year timeframe 2- to 4-year timeframe
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Strategic Plan Framework
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Vision

Mission

Values

Goals

Strategies

Implementation Action Plan
An action plan is the vehicle 
for implementing the results 
of strategic planning.



Performance Measurement 101
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A performance measurement 
system is a data-driven method of 
evaluating the effectiveness of 
programs and determining whether 
the best service possible is being 
delivered with the resources that 
have been allocated. 

It is a management tool for 
assessing program performance.



Performance Measurement Best Practices 
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• Focus on programs

• Show the results and tell the story of 
important program activities

•Well-defined and easily understood

• Consider data collection requirements

•Allow comparability where possible

• Last over multiple reporting periods



Getting to What Matters Most

• Program-level measures

• City Manager’s dashboard

• Track over time to identify trends

• Ask WHY?

• Tell your story

• Comparison with other 
jurisdictions to assess service level 

• Continue to learn and improve
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Performance Measurement Answers:
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1. Are we doing better this 
year than last year? 

2. Are we performing at a level 
that is consistent with 
similar peer organizations?



Examples of 
Performance Measures (Refresher)

Workload

• Number of visitor’s bureau contacts 

Efficiency 

• Operating cost of marketing per impression

Effectiveness (or Outcomes)

• Downtown retail occupancy rates

• Employment ratios or growth

• New business investment
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Making the Most of Performance Data

Use Performance Information to:

 Increase accountability for results (internal/external).

 Evaluate programs against resources invested.

 Assist in budget development and justification.

 Help motivate continuous improvement.

 Demonstrate linkages between organizational units.

 Tell the program’s story – communicate and educate.
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Considering your Audience

Performance 
information should be 
provided to users in the 
amount and level of 
detail appropriate 
based on the user’s role 
and responsibility in the 
organization. 
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Two Examples
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Harry Hatry
Urban Institute

Regional Innovation
Acceleration Network



City of Sacramento Management System

Evaluating ResultsManaging the WorkPlanning the Work

Definition: An organization’s management system is the array of policies and 
practices that are used to plan, manage and evaluate the work of the 
organization. It includes the full range of processes that a management team 
uses to operate the government.

Budget Development

Strategic Planning

Policy Planning Support

Administrative Policies

Communication

Performance Management and Reporting

Performance Appraisals
• Administrative policies utilize a uniform template and are 

stored on the intranet to facilitate employee access
• Policies are updated as needed via an electronic system, giving 

departments an opportunity to provide feedback on policy 
changes

• Year-round budget cycle; single fiscal year
• Departments prepare their own budget recommendations 

and input their budget data into the City’s eCaps PeopleSoft 
system 

• Five-year forecast prepared during budget development 
process

• The City Manager sets annual goals based on his or her 
understanding of Council policy guidance 

• Goals are used to guide department heads in their 
development of department-specific work plans

• The City’s five-year digital strategic plan guides the enterprise 
and the IT Department in the implementation of IT solutions

• All levels of staff receive annual feedback through formal performance reviews that are coordinated 
through the human resource department, use a common appraisal tool, and follow an established schedule

• In addition to formal feedback, managers and supervisors are expected to informally communicate 
performance feedback on a regular basis and cultivate a culture of continuous improvement among staff

• Departments maintain a list of basic programs and meaningful performance measures
• Data for measures are collected systematically, using automated processes facilitated by city IT systems
• Measures reported as a family of measures (workload, efficiency, effectiveness)
• Performance data used to inform management decisions and to provide objective feedback regarding the 

efficiency and effectiveness of City operations
• On as needed basis, managers share performance information with the public, Council, the City Manager, 

and department heads
• Quarterly Citywide performance dashboard tracks performance over time; some performance information 

is published in the City’s online open data portal

Financial Management Auditing Function
• Finances managed as part of the regular Executive and Department 

management processes
• Structured process with quarterly reports, a midyear review and the 

year-end close-out for management to work with Council and report 
on City finances

• Outside accounting/auditing firm conducts annual audit of 
City financial results after conclusion of fiscal year

• The City Auditor establishes an annual audit work plan; audit 
findings are reviewed by Audit Committee before they go to 
Council; recommendations recorded in Auditor’s follow-up 
report 

• Employees or members of the public can report issues 
through the City’s whistle blower program

• Regularly scheduled one-on-one meetings between department heads 
and Assistant City Manager

• Weekly and monthly executive team meetings
• Annual executive team “advance” (i.e., retreat)
• Semiannual or quarterly management meetings
• Regularly scheduled department management team meetings
• Regularly scheduled one-on-one meetings between direct report and 

supervisor

Business Planning
• Department business plans are drafted in conjunction with the 

executive team’s annual advance (i.e. “retreat”)
• Managers utilize business plans to internally monitor progress 
• Department heads and program managers evaluate progress 

towards established objectives using data

• Departments submit staff reports through an Automated 
Document Review System (ADRS) that guides the report 
through a workflow process for revision and approval 

• Draft agenda is reviewed during the weekly executive team 
meeting 

• City Council Follow-Up Log records and monitors information 
requests and action items raised by Council Members



City of Sacramento 
Performance Management Framework

City 
Manager 

Dashboard 
Measures

Department Head
Performance Measures

Program Manager
Operational Measures

• High-level effectiveness measures

• 6-10 performance measures reported per department

• Reported to the City Manager and published in the 
Citywide Performance Dashboard

• High-level effectiveness, efficiency and workload 
measures

• 4-6 performance measures reported per program 
area

• Reported to department heads and discussed in 
regularly scheduled department-wide meetings

• Operationally-oriented effectiveness, efficiency and 
workload measures

• 8-10 performance measures reported per 
program area

• Measures collected at the program level and 
reported to program managers

• Results routinely discussed in regularly 
scheduled work unit meetings



Tips from a Manager

Research Relationships

Responsiveness Results



Follow-up

• Greg Larson, Partner
Management Partners (San Jose & Cincinnati)

• Glarson@ManagementPartners.com

• 408-761-1326

• LinkedIn or Facebook
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