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will the plan and implementation process be clearly set out, but procedures for measuring,
reporting and communicating progress will be as well. Council and staff will be provided with
all the tools to move forward confidently with implementation.

8. Bridge the Gap Between Planning and Implementation

Many investment strategies get minimally implemented. We have developed a
planning/implementation gap framework that identifies several key barriers to effective
implementation. We will apply our framework to shrink the gap between the strategy and
plan recommendations and how they can be practically implemented.

2.3CITY’S ROLE AND RESOURCE CONTRIBUTIONS

In addition to its usual role in contract management and liaison, we would expect the City to
contribute resources to this project for the following tasks:

® Providing facilities and refreshments for focus groups and workshops; and
® Identifying and inviting focus group and workshop participants.

These roles involve mainly staff time; we would anticipate nominal cash disbursements for
refreshments.

2.4WORK PLAN

The work plan we are proposing is divided into three phases that offer a pragmatic approach
to investment attraction and market planning and activation. A description of these phases
and accompanying work steps are described in this section.

2.4.1 Current Situation Assessment

Task 1 - Project Initiation

We would launch the project with a meeting in Nanaimo with the City and Economic
Development Task Force (EDTF). The purpose would be to review the proposal and confirm
expectations, roles, responsibilities and resources; discuss scheduling of key events; and
obtain key documentation from the City.

We would also identify organizations and stakeholders that should be contacted and
included in the engagement process and discuss the integration and coordination of the
engagement program with other City activities and initiatives. Further, this meeting would
serve as an opportunity to have a preliminary discussion of priority economic sectors in the
City and how they would be addressed in the strategy.
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Task 2 - Engagement Program

Following Project Initiation, an engagement program will be developed and submitted to the
City and EDTF for approval. The engagement program will follow the principals laid out in the
RFP and will ensure:

a) Initial and ongoing consultation with the EDTF to ensure that the scope of the
consultant’s work is consistent with the objectives of the EDTF;

b) Consultation on key deliverables using the EDTF as a proxy for key industry sectors;
and,

¢) Consultation with the general public as part of the City’s coordinated outreach
program with the comprehensive update of several key strategic policy documents.

Task 3 - Literature Review

A review of historical studies and reports will be undertaken and, as outlined in the RFP,
would include but not limited to:

® 2002 Economic Development Strategy;

= 2011 Economic Development Strategy and Investment Readiness Profile;
= 2008 Official Community Plan;

= 2019-2022 Council Strategic Plan;

= 2019 Nanaimo Profile;

= 2012-2016 NEDC Annual Reports;

® Technology, Tourism and Arts and Culture Economic Impact Studies;

= Vancouver Island University Masterplan;

= Nanaimo Port Authority Strategic Plan;

= NEDC Corporate Retreat documents; and,

= August 2019 Economic Development Function Service Review.
Task 4 - Municipal Internal Review

This task would involve reviewing municipal reports, bylaws and policies to inform an
assessment of the current internal environment for economic development in the City. The
assessment would focus on several pathways, including information on the development
permit process, taxation rates, utility services and costs, business licence data and the like. It
would also be an opportunity to engage senior City staff on how they see the economic
development function aligning with their own departmental goals and objectives.

The Municipal Internal Review will be incremental to the Economic Development Function
Service Model Review completed earlier and would be focused on the competitiveness of the
City in attracting new investment.
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Task 5 - Socio-economic Analysis

We would conduct a socio-economic analysis of the City, analyzing key social and economic
indicators, and emerging trends. The analysis would include community and regional
demography, labour market, establishment counts and other indicators. In addition, we
would conduct an assessment of the economic base, including key economic characteristics,
business location data and location and shift-share analyses. These latter two analytical
techniques use labour force by industry data as inputs and would be fully described and
illustrated so readers understand the implications. We would utilize the 2016 Census along
with previous Census data (2011, 2006, 2001) that will support trend analysis.

Task 6 - Asset Mapping

Asset mapping would include an inventory of City assets, infrastructure, organizational
resources and human capital that supports networking and capacity development. This
would be an important step in formulating people attraction strategies as these will invariably
be informed by quality of life and other community attributes, in addition to economic
opportunities. It is interesting to note that according to the International Economic
Development Council, Millennials are more likely to choose a community to live in before they
choose a job. For a growing community like Nanaimo that has attractive quality of life
attributes (e.g. lower housing costs, greater access to parks and recreation) when compared
to Canada’s major cities, this has major implications for place marketing and positioning.

Task 7 - Industry and Sector Analysis

We would further identify, in collaboration with the City and the EDTF, those industries best
suited for study, and prepare profiles with employment, income, business activity, and trend
information.

To supplement the profiles, we would further analyse short-listed industries through the
following:

= acluster analysis, using Michael Porter’s competitiveness modelling which we have
employed in several studies (the World Bank recommends cluster analysis as a
foundation of community economic development); and

= anindustry target assessment, using a filter and classification model that we
developed and piloted for the BC Ministry of Jobs, Tourism and Skills Development.

Task 8 - Trends Analysis

This task will draw on the literature review and provide insights on the key trends that are
driving economic change both now and in the future. Rather than just report out on
economic statistics, we would explore issues around sustainability, climate change,
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technology, advance manufacturing, the creative economy, knowledge-led industries and the
like. We would also examine broader social and environmental trends that are deeply
impacting how economies and communities position themselves and compete for the
increasingly mobile thinking class.

The trends analysis is highly useful for characterizing the external and internal environment as
context for investment and resident attraction, illustrating how the City might best position
itself to address barriers and challenges. As outlined in the RFP, the trends analysis will ensure
an illustration of change over time, using the 2011 Economic Development Strategy as a
starting point.

Task 9 - Development of Performance Metrics and Benchmarks

The development of the performance metrics and benchmarks will take on two distinct paths
including:

= Outlining indicators and tracking metrics which will effectively track change in the
overall local socio-economic situation. These metrics will support the goals of the
strategy; and,

= Establishing performance measures that will inform the work of the in-house and
external Agency for a five to ten-year horizon. Specifically, they will outline outputs
that will closely align with the activities of the strategic work.

The socio-economic tracking metrics will build on research conducted on the above tasks and
that would set performance metrics and benchmarks in place suitable for ongoing
assessment of overall progress. This would include reviewing for other metrics and
performance measures used in other jurisdictions.

Further, output tracking metrics will also be established and include specific tracking metrics
that can better connect the implementation process of the economic development strategy
to the work of the economic development offices.

Task 10 - Strengths, Weaknesses, Opportunities and Threats (SWOT) Analysis

The SWOT analysis would cover key aspects of the local business climate, local and regional
infrastructure (road, marine, air), quality of life, taxation and the current business
environment. Information would come from the literature review, the Municipal Internal
Review, and our own understanding and interpretation of the preceding economic analysis.

The local strengths and correctable weaknesses would suggest certain economic
opportunities. Intractable weaknesses would suggest constraints on development. A
thorough analysis of strengths and weaknesses is necessary to bring order and priority to the
opportunities possible in the City.
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Task 11 - City’s Unique Selling Proposition

The previous work tasks will provide a platform for crafting an initial evidenced-based unique
selling proposition (USP) for the City. This will be followed by an outreach process involving
key stakeholders who position, promote and market the region to external markets. An
evaluation of existing brand elements and how they can be refined or advanced to capture
the future prosperity of Nanaimo would be undertaken, making sure to integrate different
marketing perspectives; for example, visitors, investors, entrepreneurs and prospective
residents.

Our team has a full suite of skills and expertise from strategic market planning to operational
delivery of multi-million dollar programs that we can draw on to inform and guide this
assessment.

Task 12 - Current Situation Report

Using the research and output of the preceding work tasks, a Current Situation report would
be prepared for review by the City.
Task 13 - Client Meeting #2

A meeting with City and the EDTF would be conducted to review the Current Situation Report
and discuss the logistics of the engagement activities.

2.4.2 Proposed Engagement Program

The proposed engagement program would be revised upon discussions and input from the
City and the EDTF, but in general would include several strategic tasks including:

Task 14 - Focus Groups

We would conduct a set of 1.5-hour focus group sessions with stakeholders from key sectors
of the local economy. The focus groups would include 6-10 participants and be designed to
supplement (rather than duplicate or overlap) the ground already covered in the Current
Situation report, by emphasizing opportunities and development potential. It is anticipated
that a minimum of six such focus group sessions would be conducted.

The proposed focus group themes would align with the output developed in consultation
with the City and EDTF.

We would also work with the City and EDTF to refine the optimum focus group mix and
ensure that stakeholders are identified and invited to the appropriate session.
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Task 15 - Key Informant Interviews

Key informants and influencers from inside and outside the City would be contacted to refine
issue and opportunity statements, fill in information gaps and begin the process of narrowing
down on the formulation of the economic development strategy. We would prioritize those
who could not attend the focus groups. Where possible, in-person group meetings would be
organized, otherwise telephone interviews would be conducted. It is anticipated that a
minimum of 30 such interviews would be conducted.

Task 16 - Business Survey

We would further connect with the business community with a targeted on-line survey, to
solicit feedback on issues and opportunities for economic development in the City.

Essentially, the survey would be an opportunity for businesses to speak out on economic
matters and deliver on an inclusive and transparent planning process. We have been
successfully delivering such surveys for over 20 years and find the approach an excellent tool
in supporting economic development outreach.

Major tasks include the following:

® Working with the City to determine the best method of delivery;

® Formulating the survey;

® Delivering the survey on the Internet;

= Distributing the survey via email and the City’s website (if appropriate);
® (Collecting data; and,

® Reporting survey findings.

Task 17 - Community Survey

As outlined in the RFP, a questionnaire will be developed and distributed to the general
public through the City’s concurrent engagement review process. By casting the net wide and
beyond the focus group and interview programs, any person in the community can speak up
and be heard.

Task 18 - Client Meeting #3

A meeting with the City and EDTF would be held to review progress and results of the
consultation program, and to discuss the upcoming strategy planning process. A strategy
framework summarizing all research would then be prepared that can be used as a platform
for the planning sessions.
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2.4.3 Strategic Planning

Task 19 - Visioning Workshop

In our 30+ years of delivering strategic planning services, workshops are the best method of
framing up a strategic plan, but it must be done in at least two separate stages to prevent
planning fatigue and allow the absorption of the experiences and lessons being contributed
by the facilitators and participants. For this reason, we propose two workshops, the first being
economic visioning.

The visioning session would work like this:

= overview of themes and strategic directions that emerged from consulting process;
= review the strategy framework; and
= develop mission, vision and goal statements for the strategy.

We have used this approach successfully on other planning projects and believe it is valuable
in setting the stage for subsequent strategic planning activities. It takes participants out of
the present comfort zone and forces them to deliberate about how Nanaimo might best
adapt, transition and survive in the future.

Task 20 - Planning Workshop

The Planning Workshop would take the output from the visioning workshop and, as outlined
in the RFP, identify initiatives and actions that would be implemented over the next five to
ten-year period. It would again include participation by the City and the EDTF. This full-day
workshop would be focused on the following outputs:

= key sectors and programs, including confirmation of vital projects;
= action planning, resource requirements, roles, and timing;

® roles and responsibilities between City and external organization;
= options for implementation; and

= organizational plan for the external agency.

Task 21 - Draft Economic Development Strategic Plan

Based on the output obtained from the preceding work steps, we would prepare a draft
Economic Development Strategic Plan. It is difficult at this time to state which program areas
and tools would be recommended. The various planning steps would determine this content.

However, as outlined in the RFP, the Strategy will include the community’s top economic
priorities. In addition, the Action Plan and budget/staffing recommendations for those
aspects of the overall strategy which are to be undertaken by the City will be identified.
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Further, the draft strategic plan will make specific recommendations for the proposed
external agencies, including mission statement, priorities, and a financial framework.

Finally, a key element of the draft plan will be to update the performance and benchmark
metrics first investigated in task 9. At this stage the benchmark metrics will be refined to
ensure performance measures are in place to inform the work of the in-house and external
Agency for a five to ten-year horizon.

Task 22 - Client Meeting # 4

The fourth meeting with the City and EDTF would include a presentation of the draft
Economic Development Strategy at the July 2020 EDTF meeting. This would also be an
opportunity to provide feedback in-person on the draft Economic Development Strategic
Plan and proposed amendments or additions.

Task 23 - Final Report and Deliverables

The report would be finalized, incorporating all required changes outlined by the City and
EDTF.

Task 24 - Presentation of Final Report

A presentation of the final report will be made to the City and EDTF at a September 2020
meeting(s) as identified by the City.
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3 SCHEDULE AND CAPACITY
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