To receive trust you have to give it.
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Ed McCallum, Senior Principal, McCallum Sweeney Consulting, Greenville, SC; Tips 1-2 

This seems almost too simple to include on any list of suggestions of how to be more successful with site selection or relocation; however, it bears mentioning. Remember, as the site selector for your company you are representing the best interests of your company's clients/shareholders. You have a fiduciary responsibility to make sure you investigate every single piece of information provided to you because of this responsibility. In a similar fashion, the economic development professional has the same duty and obligation to the citizens of its respective community or state, which is no less important. It is important to understand that both parties want to win by making sure that their common interests are fully aligned and compatible. In some cases, they are aligned and compatible; in other cases, they are not. The only way to get to the bottom of this is to have full disclosure (to the extent that you are contractually allowed to do so). In the event you are not allowed to tell all, you simply have to believe in the good intentions of all parties involved. Have you ever heard the expression, “people usually live up to your expectations?” It is never truer than in our business. 



Time is money … No, I mean it. 
So, you have run the cost model. You have compared recurring and non-recurring costs and you see a significant difference between the candidate locations. Have you taken into consideration the time value of money associated with that particular location’s ability (or inability) to react in a predictable manner? If not, you have made a critical site selection error. Let’s say one location promises to issue a conditional permit to allow site development and building construction (possibly even electrical and partial equipment installation) while you are working on your air permit. Furthermore, the location also guarantees an administrative review within 120 days. Perfect—the onus of providing the proper information and complying with regulatory matters falls squarely on your company’s shoulders. This you can control. 

In contrast, the other communities may not allow conditional permits nor will they provide a timeline for review. Instead, they only commit to providing their “best efforts” to review your permits as soon as possible—a very nebulous promise at best. If the latter is the case, you’d better calculate the carrying costs of your project and include the cost of project delays due to lost sales opportunities. Time really is money, and it could change your model significantly.



Never shortchange the criticality of human resources (HR). 
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Dennis Donovan, Senior Managing Director, Wadley-Donovan Group, Bridgewater, NJ; Tips 3-4 

Relocation success almost always hinges on the people part of the equation. Therefore, before committing to a move, the company’s relocation project team must have a good grasp of the following: 

• Probable attrition/retention levels.

• Ability to function during transition and startup, given business units most affected by attrition.

• Can the new labor market support both replacement and growth hiring needs?

• What policies need to be in place to minimize business discontinuity?

• What will application of these policies cost?

• Will there be any payroll savings in the new location?

• How do we position the relocation decision to existing employees?

Once these issues are addressed, management integrates HR concerns with other relocation dynamics (e.g., real estate). Then an informed decision of whether to move can be made.



Staging a relocation over an extended period is usually ill-advised. 
While it sounds reasonable to migrate a business over a time horizon of a year or more, the truth is that gradual relocation generally winds up being more costly and disruptive. Most often, the best moves are executed quickly (less than three months to transition from old to new digs). Stretched out, moves carry the following higher risks:

• Employees unwilling to move will leave the company well before relocation begins.

• It is no guarantee that replacements will ultimately move.

• Filling open positions due to attrition with replacements at the new site often is inefficient (the attrition sequence is typically not ideal).

• Similarly, new space is not efficiently utilized because business units are not moved in a sequence allowing for ideal workflow.

• Morale/productivity generally suffers as relocation constantly looms as an unwanted concern.

• Duplicate/inefficient staffing and space utilization tends to be costly.

If top management is leaning toward gradual relocation for good reason (e.g., unacceptable attrition rates), then a better strategy could be “seed/grow.” Under this scenario, a beachhead operation (small cadre of relocatees and local hires) is established. This entity accommodates both growth and attrition replacement (especially after completion of a major initiative such as new product launch or implementation of enterprise software) at the new site.



Help the boss be the boss. 
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Mike Forsyth, Managing Director and Dutch Holland, CEO, Holland & Davis LLC, Houston, TX; Tips 5-6 

Imagine a general contractor who shows up for a new 60-story building’s groundbreaking ceremony, but then is rarely seen or heard from until the building opens. Instead, all hands-on supervision and decisions have been delegated to the site superintendent. Would you expect the building to be completed as expected, on time and on budget? Of course not—the general contractor must be actively involved every day to ensure a successful project. 

Similarly, a relocation is a “bet the organization’s future” strategy that should not be delegated to a lower level internal project manager for leadership. Just the opposite: The boss’ role is to be the highly-visible “Rock of Gibraltar.” He must have robust communication with the entire staff and all interested parties throughout the entire relocation process. Some keys to success: 

• Boss must spend 15 minutes every day in one-on-one conversation with the relocation program manager. Knowing this communication occurs daily will do more to get relocation cooperation than any other single thing. 

• Business VPs must be incentivized for their relocation performance. Since this is not business as usual, people must have the right incentives to focus their efforts on the right activities, such as retention of staff, recruiting new staff, and having the new location operational by a specific date.

• The majority of the organization’s non-relocation projects should be put on hold, and, in some instances, cancelled to emphasize the relocation’s magnitude and to free up the needed time to be successful.



Improve the business as you move the business 
. Imagine a moving company showing up at a home and packing everything including broken furniture and garbage. Would you expect the homeowner to be satisfied? Of course not. Purge unnecessary items prior to packing. A relocation is the perfect time to rework the business by implementing best practices and retiring old ways of doing business. 

• People: Don’t offer moves to underperformers. Implement solid knowledge capture and transfer processes, and set high standards for new hires. 

• Process: Fix your broken processes and procedures. Now’s the time to examine the entire organization and develop not only a more efficient structure, but also to leverage the opportunity to break down barriers and shape a more effective organization. We have seen clients take 20-year old processes requiring seven people to new levels with only two people using revised job descriptions and modern technology. 

• Infrastructure: Acquire a facility that makes your business more effective and fits your intended culture. Implement state-of-the-art technology in the new facility, from phones to laptops to copiers. Make sure the information technology and telecom transition is transparent to employees and customers. Above all, clearly communicate what you’re about to transition.



Make sure that the site search team includes all relevant perspectives. 
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Jerry Szatan, President, Szatan & Associates, Chicago, IL; Tips 7-9 

These usually include operations, human resources, real estate, telecommunications, etc. Most people approach a site selection project focused on the issues relevant to their day-to-day functional perspective, whether that may be labor, utility services, real estate, or other functions. Yet, a new location must satisfy all operating needs for the facility to be successful. A new facility located in an area chosen for excellent real estate options or low real estate costs, yet suffers from poor labor availability or skills, will have a difficult time meeting initial and perhaps ongoing staffing needs and production goals. At worst, a partial view could lead to a fundamentally flawed location decision. More likely, it will lead to delays in the site search process if the complete range of functional perspectives is brought in midway through the process rather than at the planning stages, causing steps in the process to be repeated. Or, it may result in start-up difficulties, delays, and greater costs. A site search team that includes a broad view of facility operating needs early in the process typically saves time and may make the difference between a successful and failed site search and facility investment. 



Develop a structure for location evaluation. 
Prioritize your criteria between critical and “nice-to-have,” and be clear about objective and subjective criteria. Compare apples to apples. A client once handed me a three-page, single-spaced list of more than 60 desired location characteristics for a new back office. As a practical matter, such a large number of factors is too unwieldy and too large to implement effectively in a site search, particularly when dozens and perhaps hundreds of areas are being considered initially. It also treats as equally important factors such as area labor costs and wanting retail shops close to the facility site as an amenity for employees. Lower labor costs were a key goal for this new facility, and should be one of the first factors in screening potential communities. Site characteristics, such as neighbors and local highway access, become important only after the potential communities have been narrowed to a few specific sites in those locations being evaluated. Identifying must-have factors and key potential trade-offs will help focus the site search, structure community research and evaluation, and ultimately speed decision-making.



Leave enough time for the search and for implementation. 
Rapid decision-making and implementation are competencies in themselves. If you haven’t done this before, it will take more time than you think. Companies often say that the project is on a fast track and has to be operational by some date. Sometimes the process is delayed for unexpected reasons, such as slowing sales or other external challenges in the business environment. But, it is often doomed from the start by additional internal reviews and lack of planning. There is nothing wrong with internal reviews, but understand your decision-making culture and practices before constraining yourself with unrealistic deadlines. 

Once finalist communities are picked, site and incentive negotiations follow (they may have started during finalist community evaluation), and time pressure typically reduces negotiation opportunities and leverage. Or, you may pay a cost penalty as you negotiate in multiple communities for multiple sites because you need more “hot” back-ups to meet the deadline should negotiations in the leading community stall. Some short deadlines and associated trade-offs are unavoidable. Understand the overall process so that you do not face time pressures that could have been avoided.



Follow-up and stay focused after the move. 
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Steve Fox, Partner, Corporate Project Partners; Tips 10-11 

After the relocation process is completed, with employees content and equipment relocated and tested in the new workspace, numerous key steps remain to ensure the success of the overall move process. As the majority of relocations are conducted over a weekend, business continuity is predicated on each employee’s ability to resume his or her job responsibilities on Monday morning, with minimal move-related interruption. To achieve this critical objective, a post-move plan should be organized to: 

• Expedite unpacking and coordinate the rapid removal of crates and moving accessories.

• Provide a mechanism to collect and resolve move-related issues, including equipment trouble-shooting, furniture refinements, missing crates, and general operational questions and concerns. Typical solutions range from flip-chart lists to automated help-desks, but success is driven by rapid response and correction of issues.

• Provide an informative welcome package. As business relocations range from one floor to another in a single building to regional migrations, helpful information regarding building operations and amenities, as well as surrounding services and transportation options, will assist employees and reduce move-related anxiety.

• Solicit feedback via survey questions to measure performance and continually improve processes for future relocation efforts. 

These steps, in addition to traditional close-out activities, will demonstrate a continued commitment and heighten overall employee satisfaction during future moves.



Communicate clearly and demystify the process. 
In the absence of clear move-related information, employees will create their own grapevine and rumors will spread. To control the flow of accurate information, start early and organize a communication plan that provides an overview of the company move strategy, as well as tactical information to assist in the move process, schedules and timelines to establish milestone dates and tasks, and the resources available to help. In addition to these major communication releases, the move team should solicit questions and concerns via a move hot-line (using voice-mail, a Web site, or an e-mail address) and craft responses to frequently asked questions for company-wide distribution. If the size and duration of the project suggests a more elaborate delivery mechanism, company intranet sites provide the ability to upload periodic updates, schedules, and progress photos in an easily accessible, organized format. Communication strategies such as these, distributed throughout the life of the project, will ensure your employees are well informed and in sync with the project goals and objectives.



Okay, you’ve received the incentive offer. Now what? 
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Mike Hickey, President, Hickey and Associates, Minneapolis, MN; Tip 12 

The real work begins now. While negotiations continue, applications are completed and agreements need to be understood and finalized. Clawbacks, disclosures, benchmarks, and compliance requirements, etc. will be negotiated, setting in motion the expectations of both sides. Once this is accomplished, then the management and administration of each incentive takes on paramount importance. Web-based data systems are available that change this process of tracking incentives to ensure maximum value is received, and that compliance requirements are met. Such systems change a potentially onerous task into a user-friendly solution. 

There is nothing to fear from the incentive process. When communities provide incentives, they want the receiving company to be successful, because when the company succeeds, the community succeeds.



Location, location, location can help save the environment. 
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Steven Perich, AIA, Principal, Dekkar/Perich/Sapatini, Albuquerque, NM; Tips 13-14 

The basic principle for real estate development is also the best guide for selecting environmentally responsible sites. Whether you are constructing a new building or moving your office to an existing building, look for sustainable transportation options that can better the environment and your employees. The average commuter driving their car to work year-round will generate nearly 400 tons of greenhouse gasses. So, look for locations that are within walking distance of public bus, light rail, or commuter rail stations. Also, look for a site (or building) that is located in an established community, so employees can walk to restaurants, banks, coffee shops, and day-care facilities. Locations that are near pedestrian and bike trails will get people out of their cars, which will promote a healthier lifestyle for your employees. 



Think about performance and health. 
Moving to a new building is a wonderful opportunity to reevaluate the needs of your interior environment. Locate in—or build—a LEED-certified building to ensure that your building promotes health and conserves energy, water, and materials. 

Natural light, large windows, operable windows, and open workspaces can help create a collaborative, energetic work environment while reducing energy use. These kinds of features are attractive to new applicants as well as to existing employees. By reducing absenteeism and promoting wellness, companies benefit from increased productivity and reduced turnover.



Incentive offers require due diligence. 
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Dr. Ron Pollina, President, Pollina Corporate Real Estate, Chicago, IL; Tips 15-17 

The CEO receives an incentive offer from a state and local government that will substantially cut the start-up costs of their new factory, allowing it to become profitable three years ahead of time. Sounds too good to be true? Unfortunately, the answer is often yes. When a state or local government presents a company an offer, the company will often not take into consideration whether it actually qualifies for the incentives or could actually receive the amount listed in the offer. The only way to determine if a company qualifies is to do a thorough analysis of the legislation behind a program, and to calculate the value of the incentives based upon estimates of the future business activity of the company. Companies that rely on estimates provided by governments often find themselves receiving far less than originally proposed, or failing to qualify for the programs offered. 



Always get a guarantee—completing incentive paperwork alone does not assure payment. 
Many companies will often take a state or local government at its word that it will receive the incentives by simply submitting the applications required for the incentives. Unfortunately, this often proves to be a costly mistake for the company. Recently, I was contacted by a reporter who was shocked to find that, based on his research, companies that were offered incentives in his state received only 32% of what was offered. This is another problem many companies experience if they do not negotiate and document incentives properly; it is not uncommon for companies to find out after the fact that they do not qualify for the statutory incentives offered by states, or they get frustrated trying to maneuver within state bureaucracies.



Location decisions should be leveraged. 
Many companies make the mistake of choosing a new location before all of the zoning changes have been made and all building or environmental permits have been received. When a location is chosen, it is often the case that companies must wait either months or years for building or environmental permitting to make its way through the state and local bureaucracies before construction on a new facility can begin. If a company is able to leverage its location decision correctly, and receive accelerated permitting as a part of a negotiated incentive package, it greatly reduces the chances of having a costly delay in the start-up of its new facility.



Stay focused on transportation when choosing a distribution center (DC). 
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Rich Underwood, Vice Presndent of Contract Logistics Serives in the Americas, APL Logistics, Tips 18-20 

The good news for companies seeking DC sites: Most U.S. communities are welcoming them with open arms—and backing that welcome up with some attractive real estate and tax incentives. These communities see DCs as great ways to create new jobs and perhaps replace some of the production jobs that have moved to places such as China, India, and Vietnam. 

The bad news: These incentives are often so appealing that they can divert companies from the real task at hand, which is finding a location that most efficiently meets their transportation needs. Simply put, it tempts companies to select DC locations based on real estate costs rather than transportation cost, and this is usually a mistake, because in the world of supply chain management, transportation costs typically outweigh real estate costs several times over. And, this will only ring truer if fuel prices continue to rise or fuel shortages occur.



If you choose to go global with your production, make sure you reset your supply chain clock. 
As many U.S. companies have moved production from the U.S. to Asia, their production-to-delivery cycle has gone from days to weeks. Keep their experience in mind if you’re planning an international production shift. 

As a minimum, you’ll need to factor in at least 10 days for your goods to make a sea crossing once you move production abroad. You’ll also need to allow several days for freight to clear U.S. Customs and Border Protection. 

Be sure to modify your delivery expectations or increase your safety stocks accordingly. Consider allotting some funds in your budget for the swifter (but costlier) option of air freight when shipments that would otherwise be late absolutely have to be there, or look into the relatively new option of a premium guaranteed ocean delivery service. And give your company some wiggle room in terms of when you’re expecting goods to reach their final destination, because assuming that all of your transits will operate with the tight precision they once did, even though your supply chain has increased by thousands of miles and multiple modes, is akin to putting your head in the sand. 

Consider doing a simulation. 
A simulation is a systems-based engineering exercise that can help companies answer questions such as, “Where’s the best place to locate my production plant or new DC?” Or, if you think you’ve answered those questions already, a simulation is an effective way to see how a potential location that you’ve selected is likely to work out and affect other aspects of your business before you commit to it. 

Simulations are also helpful for working out potential location-related kinks before they occur. For example, if you’re looking at sourcing globally and want to determine how that will impact your logistics, it’s wise to test it out with a simulation modeling exercise before you start to miss important deliveries to your biggest customers and lose their business.

As a rule, simulations are more expensive and time-consuming to run than optimizations, another popular planning tool that can be helpful to supply chain professionals. However, they’re also more reliable and precise for forecasting purposes. And, in this uncertain supply chain world, there are times when that precision is worth its weight in gold.



Build the relationship. 
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Jim Plump, CEcD, Executive Director, Jackson County Industrial Development Corporation, Seymour, IN; Tip 21 

Once community visits have been made and finalists have been identified, the company should consider inviting the economic developers to visit and tour its existing operations. It’s the “picture says a thousand words” scenario, which can provide a better understanding of the project. This can form the basis to begin a good working relationship for future business retention and expansion activities. 

Obviously, a visit needs to be structured properly if the project is a relocation as opposed to an expansion. In either case, a visit could prove helpful if the relocation/expansion will involve the transfer of key personnel to the new location. Such a visit establishes a local contact at the new site for those who will be transferred. 



Workforce issues are critical to both successful community development and successful business growth. 
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Mike Frey, CED, VP, Economic Development, Pensacola Area Chamber of Commerce, Pensacola, FL; Tip 22 

The single most important business relocation issue today is the availability of talent. Make sure you evaluate the work that each community on your short list has done to attract and retain talent—the local economic developers should be spending as much, if not more resources on developing their workforce than on recruiting corporate investment. 

Of course, you also need to look at the results of those community efforts. Bear in mind that younger workers—the so called “millennium generation”—are more likely to select a community they want to live in before they select a job. Tapping into this phenomenon is critical to communities and to its employers, particularly in sectors such as new media and technology. Right now, selecting a location is not about unionization. It’s not about average wage scales. It’s all about talent, educational attainment, and high skill levels.



Ensure your confidentiality. 
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Tim Johnson, Former Executive Director of the Yuba Sutter (CA) Economic Development Corporation and author of the daily www.CaliforniaBusinessMinute.com;
Tips 23-24 

Confidentiality is very important in site location activities. As you begin your search for a location, specifically when you turn to economic development organizations for assistance, utilize a substitution and/or deflection process to ensure that your efforts remain confidential and do not become front page news in the communities you are examining. This will help you avoid a variety of impacts and calamities that could occur during your due diligence. Consider hiring a site location consultant or real estate broker. However, should you embark on this activity yourself, you might want to incorporate the use of an answering service, private phone, e-mail, or mail box address that doesn’t reflect the name of your business (and can’t be traced to your business) to accommodate your requested responses. 

Additionally, organizational planning should be incorporated into the site location action plan. It should ensure that there is one and only one person as the point of contact. Also, owners, board members, and executive management should make no public comment about the future site location prior to the acquisition, thus reducing the possibilities of any information reaching the news media in the community. Public disclosure before an acquisition or option could create an environment for further impacts, such as increasing prices for real estate. 



Show patience and flexibility. 
You have completed an exhaustive analysis of all of the factors that your business will need to make this new site location a success. You are loaded with spreadsheets. You have formulated a matrix illustrating site location criteria, and you have even gone through the tedious effort of weighting the key location factors to help in the selection process. Now you arrive at the individual communities, and you see firsthand the differences between them. You begin to drill down in your due diligence and start asking the tougher questions about planning, zoning, and building issues and about corresponding fees, assessments, and incentives, along with employment and labor force. 

Your individual questions can take local government a few days for a response. Do not view this as lack of customer service. The jurisdictions are interested in your inquiry, but need a short period to provide a comprehensive response related to the specifics your requested. Expect a professional response in a timely manner; if not, move on because this could be an indicator of things to come. Additionally, even though you thought you had completed an exhaustive analysis, you may discover something only after you arrive on site. It may be so significant that it changes your work, goals, and directions. The plan might need refinement. Remain flexible and patient! 



Create baseline measurements of workforce productivity early in the strategic planning process for the relocation. 
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Diana Stegmeier, Author of Innovations of Office Design, Stegmeier Consulting Group, Lebanon, OH; Tip 25 
Many professionals charged with planning and executing relocations are focused on quickly moving forward in the process, thus failing to capture important data on the current levels of employee productivity against which they can measure the success of the new workplace following the relocation. For the most accurate profile of the effectiveness of the workforce in the existing facility, productivity studies are best initiated prior to the announcement of a new workplace strategy, especially if it is anticipated that employees will perceive the workplace design to be radical and necessitating changed behaviors. 

 

 

