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EXECUTIVE SUMMARY

Purpose of the Report

After Hurricane Andrew devastated parts of South
Florida in August 1992, the Economic Develop-
ment Administration (EDA), an agency of the
U.S. Department of Commerce, rapidly estab-
lished a presence in Miami and began work to
help localities and organizations begin to recover.
EDA funded 30 disaster relief and recovery pro-
jects, including planning grants, revolving loan
funds, infrastructure projects, building renovations
and improvements, and training and technical
assistance programs, for a total of over $50
million. Some two years after these projects were
approved and funded, EDA commissioned
Aguirre International, a firm specializing in social
research and program evaluation, to examine the
effectiveness of the EDA approach and to assess
the preliminary impacts of the projects funded.
This report assesses the overall impact of EDA’s
program to assist South Florida’s recovery.

Two principal questions guide this evaluation:

« Can appropriate post-disaster economic
assistance give communities the opportunity
to regain their former condition and even to
enhance their quality of life beyond their pre-
disaster conditions?

» Does such assistance have ramifications
beyond the immediate impact area?

Of the thirty South Florida projects funded,
sixteen were reviewed in the assessment, using a
case study approach. A wide range of project
stakeholders were interviewed in each case,
establishing a broad basis of information for
analyzing project outcomes. Projects were
compared using six indicators—job creation,
leverage of additional funding, creation of
economic partnerships, empowerment of stake-
holders, effectiveness of their leadership, and

progress in reaching objectives. This model pro-
vides substantive information on the degree to
which EDA-funded projects have contributed to
the post-disaster recovery.

The study examined

« what project outcomes were realized;

the appropriateness of the project in relation
to the needs created by the disaster;

« the economic impact of the EDA-funded
projects in the project area and in the broader
region; and

« the social impacts and benefits of the project
on the target population.

Background of EDA’s Disaster

Assistance

EDA was established thirty years ago to help
stimulate growth in economically depressed areas
of the United States. It is an agency of the United
States Department of Commerce. The role of
EDA in post-disaster recovery is to provide
assistance to achieve long-term economic
recovery through a strategic investment of
resources.

EDA provides post-disaster economic recovery
program grants for

planning;

public works/infrastructure;
« technical assistance/business incubators; and
+ revolving loan funds.

Potential grantees for EDA disaster recovery
assistance include state and local governments,

Preceding page blank
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quasi-public entities such as public utilities and
local development corporations, and public or
private nonprofit corporations.

Title IX of the Public Works and Economic
Development Act of 1965, EDA’s founding
legislation, authorizes EDA to respond to disasters
when two conditions are met: (a) the President
proclaims a particular event location a federal
disaster area; and (b) Congress establishes a
special, specific appropriation for EDA.

Whereas EDA focuses on projects that recover
and improve upon the physically impacted
disaster area, it also seeks to fund projects beyond
the physically impacted area. Direct physical
effects of disasters have a ripple effect that
extends outward to the surrounding geographic
area (see box). For example, outmigration, job
displacement, and loss of markets affected the
surrounding region, resulting in job loss and
economic devastation.

A common misconception of disaster events is
that the impacts of the disaster only extend to
the limits of the physically destroyed area.
Community ties extend far beyond the
boundaries of any particular spatial boundary or
economic development zone. Physical disaster
impacts in a community can thus create a ripple
effect that spreads to surrounding areas.

EDA’s strategy has had a regional impact that will
contribute to positive momentum in the economy
of the area. The program appears to have been
successful in stimulating economic growth which,
in some cases, even surpasses pre-disaster
conditions. Improvements linked to EDA
assistance are reflected in new jobs generated,
increased income, small business loans, taxes, job

training and technical assistance, renovation of
old businesses, creation of new businesses, and
the development of economic partnerships and
networks.

Conclusions

As a result of the research and field work under-
taken in this assessment, we draw the following
conclusions.

*  There is a demonstrated need for post-disaster
assistance that is not just geared to returning
to the status quo in a local area, but in fact has
a long term economic impact on an entire
region.

EDA took into account the economic “shock
wave” effect of natural disasters such as
Hurricane Andrew and selected projects
outside the immediate impact area.

* EDA selected projects that responded to a
strategic analysis of the regional economy by
involving local governments in regional
strategic planning that created sustainable
economic development networks.

» The EDA team approach that established a
fully functioning field office, co-located with
other disaster recovery agencies, was very
effective in maintaining an ongoing dialogue
with local officials and potential grantees.

Recommendations

The following recommendations are drawn from
the analysis of case studies and the analysis of the
EDA approach to disaster assistance.

» Since disaster response must be timely, EDA
should codify its disaster mitigation

iv « Executive Summary
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initiatives, so that it can respond more quickly
and effectively when disasters occur.

EDA should maintain its present team
approach in post-disaster recovery, and this
approach should be standardized for future
post-disaster assistance.

On-site management of disaster assistance
delivery should be continuous for the duration
of the activity. This establishes trust and
confidence among project managers and
improves the possibility that projects will
succeed and show effective progress.

The review of planned projects, and the
evaluation of an ability to manage a project,
should include careful consideration of the
experience of the proposed project manager in
the kind of project proposed.

Project planning and proposal evaluation for
ethnic populations should be conducted with
the help of identified cultural brokers to
sharpen the effectiveness of implementation
objectives.

Key issues of project design, the
establishment of milestones, and project

completion should be addressed in the project
brief and in grant documents.

Criteria should be established to better
monitor effective progress of projects.
Projects that do not show effective progress
after a midpoint evaluation, under the five
year guidelines, should be considered for
termination.

Based on the relative success of technical
training projects and planning grants, EDA
may wish to consider increasing the propor-
tion of its funding in those categories. The
distribution of funding across project cate-
gories should not be formulaic, however, but
rather should respond to the specific nature of
the disaster.

Since it has been demonstrated that there is a
shock wave effect with significant impacts on
the surrounding region, the selection of pro-
jects outside the directly impacted physical
area should continue.

EDA should codify its assessment procedures
in order to effectively track the magnitude and
direction of project impact on the post-
disaster recovery process.

Executive Summary * Vv






EDA and Hurricane Andrew

The Economic Development Administration
(EDA), an agency of the Department of
Commerce, was created under the Public Works
and Economic Development Act of 1965
(PWEDA)' to stimulate economic growth in
economically distressed areas of the United States
through a strategic investment of resources. EDA
typically works with local-level entities—munici-
palities, county governments, quasi-public entities
such as utilities and local development corpora-
tions, and public or private nonprofit organiza-
tions—to develop projects and offer grants for
public works projects and revolving loan funds in
both rural and urban areas.

The agency also funds planning services and
technical assistance to help communities create
strategic development plans and conduct feasi-
bility studies to overcome obstacles to economic
growth.

Part of EDA’s mandate is to respond to cases of,
as the PWEDA legislation terms it, “a major
disaster,” as declared by the President. Special
Congressional appropriations give EDA the means
to furnish emergency assistance to areas struck by
disasters and other economic crises, both natural
and man-made. In the past several years, EDA
has assisted communities throughout the U.S. in
responding to hurricanes, earthquakes, floods, and
military base closings.

After Hurricane Andrew devastated parts of South
Florida in August 1992, EDA rapidly devised a
strategy to establish a presence in Miami and to
help localities and organizations begin to recover.
EDA funded 30 projects, including planning
grants, revolving loan funds, infrastructure pro-

"Public Law 89-136 USC 3121 et seq (PWEDA).

INTRODUCTION

jects, building renovations and improvements, and
training and technical assistance programs, for a
total of over $50 million. Some two years after
these projects were approved and funded, most are
either completed or well underway. To examine
the effectiveness of the EDA approach and to
assess the preliminary impact of the projects
funded, EDA signed a cooperative agreement with
Aguirre International, a firm specializing in social
research and program evaluation, to conduct this
independent assessment.

This report assesses the overall impact of EDA’s
program to assist South Florida’s recovery. It
represents the final results in a five-month effort
to determine how EDA did its job and what the
results of its efforts are. The report reviews
EDA’s operational approach, then provides case
study descriptions of 16 projects funded by the
Hurricane Andrew recovery effort. Two principal
questions guide the study:

+ Can appropriate post-disaster economic
assistance give communities the opportunity
to regain their former conditions, or even to
enhance their quality of life beyond their pre-
disaster conditions?

« Does such assistance have ramifications
beyond the immediate impact area?

The report will examine

»  what project outcomes were realized;

« the appropriateness of the project in relation
to the needs created by the disaster;

 the economic impact of EDA-funded projects
in the project area and in the broader region;
and

o the social impacts and benefits of the project
on the target population.

Introduction « 1
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EDA Disaster Assistance—

Its Role and Purpose

EDA provides assistance to disaster-impacted
communities through strategic investments. The
goal is to achieve long-term economic recovery
and growth. Strategic economic planning requires
a detailed understanding of the economic potential
and functioning of an area. To achieve this, EDA
enters into cooperative partnerships with disaster-
impacted communities to

* comprehensively assess and analyze local
economic damage;

» formulate a recovery strategy with local
economic priorities; and

* develop federal, state, and local partnerships
to rebuild the local economy.

The implementation projects proposed are based
upon local priorities and flow from the strategic
economic recovery planning process. Communi-
ties and their representatives decide what their
development needs are and how they should be
addressed. The role of EDA is to help communi-
ties through a strategic planning process that leads
them to focus on viable and achievable objectives.
EDA then reviews prospective projects and
provides advice and guidance in accordance with
the funding guidelines of the agency.

When EDA is mobilized after disasters, its grant
funds are available to potential clients in the
following ways:

* planning and technical assistance grants to
help local communities analyze local
economic injury and develop strategies for
recovery;

*  public works and infrastructure grants to
buttress other local responses to health and
safety needs;

* technical assistance grants and support for
business incubators to assist local communi-
ties in implementing their economic recovery
strategy; and

* revolving loan fund grants to public and
nonprofit organizations to provide loans to
businesses in support of economic recovery
strategies.

In some cases, the outcomes of the above
assistance strategies are achieved through training
and technical assistance beyond economic
recovery planning. Such assistance can magnify
and multiply the overall economic impact far
beyond the initial project outcomes. Thus, one
goal of EDA funding is to act as a triggering
mechanism for economic development and
recovery that surpasses the previous status quo.
The desired outcome is a point where a state of
sustainable improvement of local socioeconomic
conditions is achieved.

Assessment and Policy

Title IX of the Public Works and Economic
Development Act (PWEDA), EDA’s founding
legislation, authorizes EDA to respond to disasters
and other public emergencies. In practice, how-
ever, EDA only responds to disasters when two
conditions are met: (a) the President proclaims a
particular event location a federal disaster area
and (b) Congress establishes a special appropria-
tion for EDA, usually along with other entities, to
address the recovery from a particular disaster.
Without the special appropriation, EDA cannot
provide economic development assistance beyond
the scope of its regular annual program.

This report examines the results from a particular
case when EDA was directed to provide disaster
response assistance. For the Miami post-disaster
assistance response, EDA developed a particular
approach that attempted to maximize what EDA
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sees as its strong points. EDA’s strengths include
long experience in a range of economic develop-
ment approaches; the practice of facilitating, with
local governmental decision makers and other
community stakeholders, the development of a
long range regional strategy; and an agile admini-
strative framework that permits fluid contact
between potential grantees and EDA throughout
the proposal development and funding period.
This “Miami model” calls for a centralized field
office and intensive work starting soon after the
disaster, leading to a kind of “double spike” of
activities: working with local governments in
fostering strategic regional planning soon after the
disaster occurs, and then supporting those govern-
ments and other entities with funding for project
implementation activities in the recovery phase.

This model will not be appropriate for every
natural or economic disaster that EDA faces. The
geographically dispersed nature of the Midwest
floods, for example, would not easily permit a
centralized office. However, the Miami approach
would work in many cases, including hurricanes,
tornados and other storms, most earthquakes, and
for other disturbances, such as droughts.

In the Miami case, special appropriations
provided both a significant sum for direct pro-
gramming grants as well as an increment to
administrative funds, permitting the assignment of
staff and resources to the support of the Miami
activity. This has not always been the case. For
example, in the 1993 Midwest flooding or the
work EDA has done in the southeast after Hurri-
cane Alberto, no additional staff funding was pro-
vided with the extra program funds. Likewise, the
grant funds administered through EDA for local
economic development to compensate for the
widespread military base closings over the past
several years were not accompanied by
administrative funds.

Nevertheless, most EDA staff stated, based on the
Hurricane Andrew experience, that EDA has a

significant role to play in disaster response, a role
distinct from such other agencies as the Small
Business Administration or the Department of
Housing and Urban Development. EDA is look-
ing at initiatives to take to mitigate the cost for
future disasters. The goal is to include, in the
strategic planning process, explicit efforts to build
safer communities. For example, in the planning
area, work with communities historically subject
to flooding would include developing mitigation
components within regional planning efforts, such
as increasing the capacity of storm water culverts
for increased water flow or funding projects of
road access above the floodplain.

To examine the range of recovery and mitigation
options, EDA requested this assessment of its
post-disaster assistance initiative in Miami.
EDA’s post-disaster assistance approach requires
the ability to plan ahead strategically—to predict
long-term benefits from short-term investments.
The benefits from such investments may be
difficult to identify, much less justify, if there is
no way to measure them. This assessment is an
attempt to identify and measure post-disaster
benefits from the Miami case.

The conclusions and recommendations derived
from this model reflect a benchmark assessment,
since few studies that deal specifically with a
post-disaster assistance program like EDA’s have
been conducted (Kinkaide, Bradley and Kyba
1991). A review of literature dealing with related
topics of disaster mitigation is included in the
Bibliography section of this report. It is expected
that this model will be refined and adapted to fit
the differing circumstances EDA and other relief
agencies face in responding to post-disaster
development needs. However, we believe that
this work provides a necessary foundation for
assessment of future disaster scenarios, and for the
special role of EDA in responding to these
scenarios.
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Assessment Methodology

The assessment adopted a wide range of methods
to deal with the variety of projects and impacts in
the EDA assistance program. It includes two
analytic components:

+ an analysis of new institutional developments,
such as regional planning and coordination
efforts, the creation of new economic
partnerships, and enhanced community
participation linked to the EDA assistance and
recovery process; and

* acase study analysis of selected EDA-funded
recovery projects in the impact area.

The institutional analysis focuses on the
cooperative networks and partnerships that have
been created or have grown as a result of the

EDA assistance program after Hurricane Andrew.

Institutions that became actively involved in
organizational networks will be identified and
their roles in the recovery process documented.

The 16 case studies document the histories and
current circumstances of each project. Projects
are selected according to the #ype of assistance
offered (for example, whether it is a revolving

loan fund, the renovation of a facility to be used
for workforce training, or a public works project)
and according to its geographic location (that is,
projects that are squarely in the zone of maximum
hurricane damage, as well as those that serve
communities which escaped the worst destruction
but which suffered associated economic impact).
The case studies are based on detailed interviews
with selected individuals who are stakeholders in
the projects being evaluated. For example, project
managers, community supervisors, EDA repre-
sentatives, chamber of commerce officials, and
members of the target beneficiary population for
whom the project is designed are all potential
information sources—key informants.

The case study is then constructed by combining
and comparing the responses of these various “key
informants” with available public documentation
of the project, including planning documents,
historical sources on project development, and
public commentary on the activity. What emerges
is a descriptive account of the project, organized
in a progressive time line from the disaster
through the planning and development stages of
the project up to the present time. (A more
complete description of the methodology is
included in the Methodology section of this
report.)

4 » Introduction



.HURRICANE ANDREW AND

ITS IMPACT ON SOUTH FLORIDA

Introduction

The following brief review of the impacts of
Hurricane Andrew on South Florida is provided
to allow readers to understand the conditions
faced by EDA and other agencies in their recovery
efforts. It also provides background data with
which to understand and assess the recovery
strategy and decision-making process used by
EDA in 40 weeks of on-site work after Hurricane
Andrew.

When Hurricane Andrew struck South Florida’s
coastline early in the morning of August 24, 1992,
it became the most costly storm in U.S. history.
The hurricane hit with winds in excess of 170
mph, killed at least 41 people and injured many
others, and caused about $20 billion in property
damage. The worst physical damage inflicted by
Hurricane Andrew occurred in that portion of
Dade County from Kendall (beginning at S.W.
88th Street) south to Florida City. The affected
zone included the communities of Perrine,
Goulds, Princeton, Naranja, Cutler Ridge,
Kendall, the Redlands, Richmond Heights, West
Perrine, Homestead, and Florida City (see Figure
1, A Map of South Florida). This area contained
8,000 of the 59,000 businesses in Dade County
and 120,000 jobs, providing workers with an
estimated personal income of $4.5 billion.

Small business was the principal economic
activity in these areas: 60 percent of all firms/
establishments employed less than 5 persons each,
and 96 percent employed less than 50 people. The
service sector—including banking, insurance,
hotels, health care, business personnel, real estate,
and government—accounted for nearly 63 percent
of all jobs in the area. The wholesale and retail
commercial sectors accounted for 24 percent of
employment. Agriculture, construction, mining,

and manufacturing accounted for 13 percent. The
area most damaged by the hurricane accounted for
approximately 12 percent of Dade County’s $38
billion personal income and 14 percent of its
878,000 jobs and 59,000 businesses (Metropolitan
Dade County 1993:9).

Loss of Jobs

Job loss in the disaster area was immediate and
dramatic. The largest employer, Homestead Air
Force Base, was virtually destroyed. Goodwill
Industries had over 300 employees working at the
base. These jobs generated over $5 million in
revenue for Goodwill, representing approximately
one-half of all their available resources. The jobs
and revenue were lost overnight when the base
was destroyed.

Many small businesses were shut down for
months. Those businesses that reopened lost
customers who either could not afford their
services or had moved out of the area. According
to the Beacon Council (a planning and develop-
ment organization), only 60 percent of the bus-
inesses had reopened as late as July 1993. These
businesses operated at approximately 75 percent
of their previous employment level.

It is estimated that by mid-1993, 21,000 people
were back at work in the hurricane area.
However, 55 percent of those displaced by the
disaster remained unemployed at that time. The
area south of 152nd Street in Dade County and
Monroe County was even slower to recover.
Some 70 percent of the businesses in this area
were still closed as of mid-1993. Only 16 percent
of the jobs existing in this area were reclaimed by
mid-1993. Those businesses that did manage to

Hurricane Andrew and Its Impacts on South Florida * 5
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reopen struggled with the damaged infrastructure,
which took months to recover.

Lack of water, sewer, and electricity, and
difficulty in physical access, all diminished profits
and resulted in further business closings and job
loss. Customers were more concerned with
survival and self-recovery than resuming their
previous product and service consumption
patterns. These patterns were critical to the
survival of the regional small business economy.
For example, fish markets selling products such as
shrimp and lobster were shut down partly due to a
lack of electricity and suppliers; but also because
customers did not consider these food products as
essentials but rather as luxuries they could no
longer afford.

Before the hurricane, Homestead and Florida City,
and surrounding regions such as Naranja and
Princeton, were major producers of fruits,
vegetables, and exotic tropical plants. Andrew
destroyed the agricultural areas around Florida
City and Homestead, including many millions of
dollars’ worth of tropical plant nurseries, as well
as groves of citrus, such as key limes. When the
agricultural industry was shut down by the
disaster, thousands of low-income residents and
migrant workers lost their jobs.

Outmigration from the Impact Area

The 1990 census recorded a population of 26,694
residents in Homestead. However, the population
dropped 40 to 50 percent after Hurricane Andrew.
As of April 1993, the population had rebounded to
18,732 residents, according to the Bureau of
Economic and Business Research at the Univer-
sity of Florida. Including seasonal visitors, the
total population for mid-1993 was estimated to be
nearly 23,000.

Many who left the Homestead area, and who did
not return, were elderly seasonal visitors who
spent their winters there, the so-called “Snow
Birds.” The income generated by this group has
not been recovered. Business leaders are con-
cerned that those who left carry with them the
image of a region devastated by the storm and
have not seen the recovery nor the progress made
since the hurricane. Because of this and the
retooling of the business sector, city managers of
both Homestead and Florida City do not consider
their municipalities recovered. The most recent
demographic figures (1994-95) show that the city
of Homestead has an estimated 26,800 residents.

It is also generally believed that there has been an
outmigration of white, English-speaking residents
from the area. Some respondents suggested that
“white flight” was caused by the impact of
Hurricane Andrew, especially the shutdown of
Homestead Air Force Base. The city manager of
Homestead, the former Commanding Officer of
the base, supports this view. He notes that,
formerly, officers who retired from the base
would enter the community and contribute to it
both socially and economically. Since the
disaster, this pool of individuals left the com-
munity and has not returned in any substantial
number. One outcome has been a shift in the
ethnic makeup of the area. Both the white and
black populations have decreased slightly, while
the Hispanic population has increased
substantially.

Housing Impacts

The substantial loss of housing after Hurricane
Andrew also spurred outmigration from the area.
The storm initially damaged 125,000 homes and
apartments (of which 63,000 were completely
destroyed), and left 160,000 people homeless
throughout the area. In Dade County alone,
approximately 49,000 housing units were in need
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of replacement, leaving most of those residents
homeless. The newly homeless were forced to
look for residence in places other than Dade
County. This is an example of a ripple effect (the
disaster “shock wave”) affecting the area outside
the physically damaged zone (refer to the EDA
Response Strategy section of this report).

One municipality that has been severely affected
by post-disaster migration patterns is the city of
Hialeah. An indicator of the hurricane’s impact
on Hialeah was the loss of affordable housing.
Before Hurricane Andrew, Hialeah had a housing
vacancy rate of approximately 4.5 percent. After
the hurricane, this dropped to a low of 0.1 percent,
and in 1995 this level still exists. Landlords took
advantage of this emergency situation and raised
monthly rental rates, thus forcing some existing
tenants into homelessness.

Loss of Infrastructure and

Organizational Capacity

Hurricane Andrew was accompanied by a severe
loss of infrastructure and organizational capacity.
As noted, thousands of homes were lost, and

public buildings and private businesses were also

destroyed or suffered severe damage. Power lines
were severed, road signs destroyed, and general
chaos ensued until some 23,000 federal troops
provided relief and secured the area against wide-
spread looting and other crimes (Sun Sentinel
1992:5 and 17; Anonymous 1993:1-8).

Without outside assistance damage to basic
infrastructure may be the most difficult area for
recovery. This is partly because the primary
revenue source, the local tax base, is diminished
as businesses and taxpayers leave the area and as
those remaining struggle to recover from their
own losses.

One of the problems faced in South Dade prior to
the hurricane was the absence of an established
planning infrastructure between the municipalities
and the county. This absence of organizational
capacity was most apparent in the disaster mode.
Many of those responsible for administering city
services and making decisions on the daily func-
tioning of public facilities were overwhelmed
after Hurricane Andrew, followed by a loss of a
patterned routine and organizational capacity.
Recovery efforts were hampered there by the lack
of partnerships and cooperative networks among
various levels of government, municipalities, and
private-sector decision-makers.
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EDA RESPONSE STRATEGY

This section is based on a broad range of
interviews involving EDA clients and other
community leaders. The goal is to characterize
the approach that EDA used after Hurricane
Andrew to respond to the area’s economic
recovery needs.

EDA was one of many federal agencies to respond
to the natural disaster in Dade County and its
environs. In terms of financing, other agencies
[especially the Federal Emergency Management
Administration (FEMA)] had access to many
times the funds available to EDA. Nevertheless,
EDA became a major player in the post-disaster
recovery effort. The agency took the initiative to
establish an active, client-centered program that
worked with local leaders. The program
developed linking strategies in order to reestablish
a positive business environment and create jobs.

Funding and Timing of Response

EDA funded projects after Hurricane Andrew with
funds made available through Public Law 102-
368, the Dire Emergency Supplemental Appro-
priations Act, enacted September 23, 1992. The
Act appropriated $70 million for EDA to address
recovery efforts after Hurricane Andrew in
Florida and Louisiana; and the remainder to
Hurricane Iniki in Hawaii, Typhoon Omar in
Guam, and damage to electrical cooperatives in
Kansas caused by severe storms in July of that
year. These funds were made available to follow
up FEMA and other emergency programs, and
were designed to stimulate long-term economic
recovery and to assist governmental units and
related organizations to build and promote job
recovery.

The funds for EDA grants were administered
through the Sudden and Severe Economic

Dislocation (SSED) program, under Title IX of
the PWEDA. EDA regulations require that an
affected area have a recovery strategy for
implementation projects to be approved. Unlike
most aid agencies, detailed project planning by
clients is a prerequisite for EDA funding.

The recovery effort in Dade County was divided
into two phases and proceeded through a com-
munity-wide partnership designed to provide a
forum for reaching consensus on the design of
economic strategies. Phase I of this recovery
effort focused on short-term activities that could
address some of the urgent needs facing the
community. Phase II of the recovery plan focused
on the initiation of a long-term recovery process
that would work towards achieving the pre-
disaster status quo but also looked to provide
avenues to improve on what was lost in the
hurricane.

During the preparation of Phase I, EDA began
receiving proposals from the affected communi-
ties and organizations for projects that would
initiate long-term recovery. The agency received
69 proposals requesting approximately $130
million. These proposals were solicited and
received in consultation with an economic
recovery consortium of over 100 public- and
private-sector representatives.

Careful evaluation of submitted proposals resulted
in the funding of 30 proposals for a total of
$50,875,100. Some 96 percent ($49,110,100) of
these funds were earmarked for projects in Dade
County, where the majority of hurricane impacts
occurred. More than 80 percent of these funds
were for projects located south of Kendall Drive
(S.W. 88th Street; see Figure 1, A Map of South
Florida), identified as a marker south of which the
majority of all hurricane damage occurred.
Homestead and Florida City, the most directly
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impacted municipalities in this area, received over
$24 million (48%) of the total project funds.

EDA began working in South Florida in October
1992. The EDA response mandate was not to
provide assistance for the immediate emergency
relief for basic needs and services. Rather, the
EDA focus was on long-range economic planning
and project development that could potentially
maximize sustained benefit over time. However,
short-term planning did occur to some extent from
the partnership and network building that was
encouraged by EDA.

Planning grants awarded by EDA also had some
short-term recovery implications. When EDA
arrived in Florida, they were responding to clients
who had heard of the availability of funding from
the Federal Register and from other sources such
as local chambers of commerce. Many of those
responding to EDA requests for projects were city
and county grants officers whose job was to
search for such funding. The EDA regional staff
held a series of public meetings to explain EDA
funding policy and guidelines.

When EDA arrived, FEMA, the Red Cross, and
other state and federal relief and recovery
agencies were already on-site working to restore
basic needs and services to the populace. EDA
timed its arrival to the point when services were
sufficiently restored so decision makers and other
key stakeholders could turn their attention to the
issue of economic recovery.

A Team Approach

The team was led by Boyd Rose, Chief, EDA’s
Planning and Technical Assistance Division,
Atlanta Region. He was assisted by a core group
comprised of Bill Day, the Florida EDA
representative; Lola Smith, the Georgia EDA
representative; Jim Campagna, Community

Planner, Atlanta; Kent Lim and Jim Lavery, EDA
Headquarters (part-time); Lorraine Furst,
secretary, Atlanta Region; and Roy Burnem,
Economic Adjustment Program Specialists, who
coordinated processing activities in the Atlanta
Regional Office. The team was supported by
other Regional and National Office staff,

The team approach taken by EDA relies on key
personnel who have many years of experience
in post-disaster assistance and economic
planning and development.

The team also had regional technical support from
specialists in planning and economic develop-
ment, engineers, environmental specialists, grant
processing specialists, and other experts in
disaster recovery. The EDA staff supported each
other on-site as they assessed the needs and
reviewed the projects of the impacted area. This
mutual support system required that they remain
on-site for the duration of time necessary to see
projects through their funding approval phase. In
the case of Hurricane Andrew, the site office in
South Florida remained in operation for 40 weeks.

Personal Accountability and

On-site Access

EDA staff held frequent meetings with interested
clients which permitted an ongoing dialogue
between the on-site team and prospective clients.
The team reviewed all prepared proposals;
responses were flexible, based on an analysis of
funding guidelines and a prioritization of develop-
ment needs. Prioritization of needs was an inter-
active discovery process between a range of stake-
holders. These included established planning
partnerships and networks, prospective EDA
clients, and the site team. EDA-funded planning
grants provide the means by which municipalities
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and counties determined their general priorities.
However, the projects actually funded are selected
on their individual merits, not necessarily on their
correspondence to a particular planning agenda.

In interviews with project directors, staff, and
grant managers, EDA was unanimously cited
for exhibiting a high degree of professionalism
and accountability in their relationships with
clients. When asked to assess EDA’s per-
formance, one project director with many years
experience in contracting with federal agencies
responded: “They are the best federal agency |
have ever dealt with.”

The role of EDA was to facilitate the development
of projects that had a high probability of success.
When EDA turned down a proposal, the on-site
team provided the applicants with an explanation
that placed the denial in the context of established
criteria and program priorities.

Throughout this process, and after projects were
funded, the site team and supporting staff at the
regional office were available for regular con-
sultation. In the case of Hurricane Andrew, clients
who were interviewed responded unanimously
that the EDA team was available to answer any
and all questions they had about projects. This
included questions on such topics as project
development, and project administration and
funds disbursement.

When clients contacted the EDA team, they spoke
to individuals who were known to them and who
took responsibility for past communications and
outcomes of the assistance process. The EDA
professionals made themselves accountable to
their clients.

The same individuals who began the process
generally finished it. Clients were sure as to
whom to call when questions needed to be
answered. This allowed the project development

process to proceed in an efficient and timely
manner.

Relationships with Clients

The EDA team encouraged clients to have
unrestricted access to the on-site team members.
The client relationships were based on the
following management procedures:

« EDA team members were always available to
answer the clients’ questions, either in
planned meetings or by phone.

» EDA scheduled meetings with potential
clients so as not to interfere with the
numerous responsibilities of those clients as
they tried to manage their organizational
affairs after the disaster. This sometimes
meant meeting with them after regular
working hours.

» EDA team members attempted to review all
submitted proposals expeditiously and to
provide advice and recommendations on how
worthy proposals could be focused and
improved.

+ EDA team members conducted on-site assess-
ments for proposed infrastructure projects.
These same individuals reviewed the related
proposals and forwarded them to Washington
for concurrence. This continuity of staff
personnel ensured a high degree of trust and
accountability between clients and EDA team
members.

« EDA solicited the local expertise and know-
ledge of stakeholders in identifying the major
elements of the local economy that were
impacted by the hurricane. This information
helped guide the selection process to better
ensure that funded proposals best fit local
recovery needs.
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»  After projects were approved for funding,
EDA was flexible in the project management
process in the selection of project personnel or
construction contractors and in the disburse-
ment of approved funds. This empowered
clients by providing them with the flexibility
to adapt to changes in local conditions that
affected project design, other project issues,
and the timing of EDA’s disbursements,
particularly when other agencies were
involved.

Partnership and Network Building

One of the principles of economic recovery that
the team took into the field was the importance of
creating partnerships with organizations in the
impacted area. These partnerships can then
develop recovery strategies and carry out the
sustainable actions necessary to realize them. As
described, EDA made planning grants to Broward,
Monroe, and Dade counties and to the cities of
Homestead and Florida City. EDA worked
closely with these organizations during the prepa-
ration of their recovery strategies. With the
assistance of EDA, metropolitan Dade County
established a community-wide forum for reaching
consensus on economic strategies.

EDA fosters partnerships by bringing stake-
holders together, identifying common goals and
issues, and providing planning grants that
allow stakeholders to outline short-term
recovery priorities and identify long-term
development goals.

In a widely attended public forum, EDA
impressed on potential grantees early on that
funds would not be forthcoming unless they were
willing to establish a planning process and

coordinate with each other. Once this proviso was

accepted, interviews with stakeholders suggested

that the value of planning won many converts. By
emphasizing an approach based on planning, EDA
was instrumental in helping municipalities put the
disaster in the context of broader economic
processes. This allowed administrators to
organize their staff and resources towards the
development of these economic recovery plans.

The EDA strategy of focusing stakeholders on
developing economic recovery plans allowed
individual decision makers to re-establish their
organizational capacity and begin moving
forward with the economic recovery process.

In the initial focus on short-term recovery, EDA
created a consortium that involved over 100
public- and private-sector representatives. The
first phase provided a framework for the imple-
mentation of immediate, short-term activities that
could address some of the urgent needs facing the
communities. The short-term initiatives identified
during Phase I specified four major goals. Each
goal contained strategies that, once implemented,
would accomplish the goal to:

» re-establish viable, balanced, residential
communities in South Dade;

¢  protect, restore, and build upon economic
strengths and strategic assets;

* expand and improve delivery of governmental
relief, assistance, and rebuilding support
services; and

* improve upon the built environment that was
destroyed.

After the consortium identified the immediate
short-term needs, it recommended five work
elements that required further study. Each
element required a participatory process and a
plan that was unique to the respective study area.
For example, the preparation of a South Dade
Tourism Development Plan was managed by the
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Greater Miami Convention and Visitors Bureau
(GMCVB), which has expertise in that area. In
designing and implementing that plan, the
GMCVB kept the same group together that had
first worked jointly on tourism issues while
planning the short-term disaster recovery strategy.

Similarly, the organizational activities of Tools
for Change, which received a training and
technical assistance grant from EDA, stressed
partnerships. Tools for Change began a coalition-
building process in Homestead and South Dade
that focused on the recovery of small, minority-
owned businesses in the region. This was carried
out by working with local chambers of commerce,
city planners, the Metropolitan Dade Community
College-Homestead Campus, and many old and
newly formed (post-hurricane) nonprofit organiza-
tions, such as the Haitian Organization for
Women (HOW). Further examples of partnership
and network building triggered by EDA are
provided in the case studies section of this report.

Comparable approaches were undertaken for each
of the work elements included under the long-term
phase of the Consortium plan:

establishing a Recovery Tracking Information
System;

» developing a Labor Adjustment Strategy;

« designing a Tourism Development Plan for
South Dade;

+ creating a Homestead Air Force Base
Utilization and Re-development Plan; and

« creating a Regional Development Plan,
including preparation of a business
development strategy for each impacted com-
munity.

The review and funding by EDA of 30 specific
projects was a major outcome of the partnership
building and consortium planning activities.

EDA Response Strategy + 13






EDA PROJECT SELECTION

Design of the EDA Response

To respond to the long-term development needs
created by Hurricane Andrew, EDA needed a
broad understanding of the disaster impacts on the
communities and surrounding socioeconomic
areas. Points that EDA staff considered important
in the development of a long-term economic
recovery plan included the following:

»  The relief team needed to have a clear
understanding of the social and economic
dynamics of a region before they could make
an adequate assessment of disaster impacts.

»  Assessing the impacts of disaster events
requires a sensitivity to existing community
social and economic networks that extend
beyond the immediate path of a disaster which
can create a social and economic shock wave
that “ripples” into the surrounding region.

»  EDA staff must have an understanding of the
business sectors of the affected area, since
these are critical to the successful planning of
sustainable long-range recovery.

Understanding the Disaster Context

Disasters represent a disruption of the normal
social and economic patterns of a community.
Economic recovery in a disaster context differs
from “normal” economic development. Initially,
development resources are lost, and priorities
redirected to deal with basic life needs. The point
where outside development assistance is
warranted occurs when the administrative
infrastructure is sufficiently recovered for effec-
tive long-term planning to take place. EDA’s first
actions in Miami, therefore, were to provide
technical assistance grants to Broward, Dade, and

Monroe Counties, and the cities of Florida City
and Homestead to augment their capacity for
long-term strategic economic recovery planning.

Development proceeds along the lines of greatest
necessity, with restoration of the status quo a
principal rule. When recovery has progressed to
the point where planning and administration of
development can proceed beyond basic needs,
EDA steps in.

A common misconception of disaster events is
that the impacts of the disaster only extend to
the limits of the physically destroyed area...
Community ties extend far beyond the
boundaries of any particular spatial boundary or
economic development zone. Physical disaster
impacts in a community or communities can
thus create a multiplier effect that spreads to
surrounding areas.

In order to provide for effective disaster recovery,
federal grant administrators must discover these
embedded ties and networks, and direct resources
towards their reconnection and rejuvenation. At
the same time, the physical impacts to a particular
area can be expected to have a ripple effect that
extends outward to the surrounding geographic
region and can be mitigated with grant assistance.
Outmigration, job displacement, and loss of
markets (e.g., destruction of fruit and vegetable
production in South Dade) can negatively impact
a surrounding region, resulting in job loss and
economic stagnation.

Any community that is not linked to a regional
recovery plan will most likely stagnate, even if
provided with aid that merely recovers what was
lost. This is particularly true for communities that
do not take advantage of the changes in develop-
ment direction and momentum that occur during
the post-disaster recovery process. For example,
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areas in West Perrine lacked extensive economic
networks and leadership before the hurricane.
These poorer neighborhoods are still barely
recovered from their immediate post-disaster
state. By contrast, Homestead translated effective
leadership and networking into several EDA
grants that have allowed the City to take
advantage of development opportunities such as
the Homestead Motorsports Complex.

Selection of Funding Priorities and

Categories

EDA funded four different types of projects:

1. planning grants;
3. public works/infrastructure grants;

2. technical assistance/business incubator grants;
and ’

4. revolving loan funds.

EDA allocated a total of $50,875,100 to 29
projects after Hurricane Andrew.

Local communities and organizations decide
which activities to put forward for consideration.
EDA assists in project development and selects
projects based on their potential to contribute to
long-term economic recovery. Criteria that guide
selection and lead to project success are described
in detail in the Findings and Project Outcomes
section of this report. These criteria are both
implicit and explicit, and include the following:

¢ job creation;
* leveraging secondary resources;

* creating partnerships; and

stakeholder empowerment.

Project Solicitation

Projects were solicited in a number of ways.
Initially, an announcement of the program was
made in the Federal Register. When EDA staff
arrived on site, public meetings were held to
further describe the program. Meetings were
conducted in cooperation with local, state, and
county officials in the impact area. Projects were
selected under the four project areas listed in the
section above. Based on the above EDA pro-
cedures, the selection process developed as a
dialogue between clients and EDA staff. The
EDA team also attempted to determine if a
proposed project could be best funded by some
other available source. As noted, an under-
standing of the local economic character of the
region was an important tool in the selection
process.

After a proposal was deemed to have merit, a
project brief was prepared by EDA staff to present
the proposal outline for speedy review in
Washington. Speed was crucial to the recovery
process because delays in funding can often lead
to worsening of impacts. For example, avoidance
of delays in the opening of a tourism facility like
the MetroZoo was critical, because the customer
base can “lose the habit” of visiting, resulting in
significant losses in operating revenue.

The recovery process is noted by EDA staff and
clients alike as an evolutionary one—that is,
projects must be planned and funded early enough
so they can be adapted to changes in conditions
faced by communities in the post-disaster phase.
One such adaptation is the securing of leveraged
funds. In all but one of the infrastructure projects
reviewed here, access to EDA funds was an
important first step in leveraging significant
amounts of funding from other public and private
sources.
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After the project brief was approved by the
Washington office, a full proposal was then
invited and submitted by the client. Funding
usually was approved within three months after a
full proposal was submitted.

]

Listing of Projects

EDA selected 29 projects in 4 different categories
with funding of $50,875,100. These projects were
selected from 69 submitted proposals totaling
approximately $130 million. The distribution of
awarded funds across the four categories is shown
in Figure 2. A brief description of each funded
project is provided below. Detailed descriptions
of the highlighted projects can be found in the
Case Studies section of this report.

Figure 2

Distribution of Project Funds
14.7%
$7,500,000

3.7%
$1.864,700

16.3%
$7,800,000

66.3%
$33,710,400

D Construction/Infrastructure Grants

‘ Revolving Loan Funds
- Planning Grants

Planning Grants

The following projects are those funded by EDA
after Hurricane Andrew. Those projects with
headings in bold are case studies in this report.

Broward County
EDA granted Broward County $150,000 to
produce a comprehensive study of ways to

achieve full economic recovery after the
hurricane.

Metropolitan Dade County
The EDA grant provided $200,000 for a
comprehensive study of the needs of various
communities in Dade County to achieve full
economic recovery after Hurricane Andrew.

Metropolitan Dade County
EDA provided $50,000 to be used by the
Village of Key Biscayne for an economic
adjustment strategy. The grant was a
supplement to the $200,000 grant listed
above.

Miami Convention and Visitors Bureau
The Miami Convention and Visitors Bureau
received $1 million to develop promotional
videos and brochures, increase national media
coverage of the area after Hurricane Andrew,
conduct other related marketing activities, and
develop a long-range strategic plan to expand
and revitalize the tourism industry.

Monroe County
EDA granted Monroe County $125,000 to
develop an adjustment strategy in response to
the economic dislocation caused by Hurricane
Andrew.

Homestead City
The City received $139,700 for salaries of
technical staff to help reestablish their
organizational capacity.

South Florida Regional Planning Council
EDA provided $200,000 to fund a strategic
plan for economic development and increased
international trade in three counties of South
Florida (Broward, Monroe, and Dade).
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Public Works/Infrastructure Grants

Everglades City
The EDA grant of $1,830,000 was used for
improvements to infrastructure disrupted by
Hurricane Andrew. Improvements to the
water and sewer systems include Everglades
City and Collier County.

Florida City
EDA provided a $5 million grant to replace
and upgrade the water treatment and
distribution system in order to facilitate
growth after Hurricane Andrew.

Florida City
Florida City received $2,865,000 to replace
and expand the Municipal Services Complex,
which included City Hall, the Police Station,
and the Community Center. City Hall and the
Police Station were destroyed by Hurricane
Andrew.

City of Homestead
The EDA grant of $7 million was used for the
construction of water and sewer line
infrastructure and road improvements in
Homestead. This infrastructure extended
present water and sewer service to include the
new Homestead Motorsports Complex and
Park of Commerce.

City of Hialeah
The City of Hialeah receive $1.5 million for
the rehabilitation of the old Hialeah train
station into a farmers market,

Miami Downtown Development Authority
The Development Authority received $2.5
million to renovate a building that would be
converted into an international merchandising
mart for leather goods. This mart would
create an estimated 800 new jobs and increase
international trade and commerce.

Miccosukee Corporation
EDA awarded $1 million to develop tribal
trust land near a strategically located highway
interchange. The funding would be used for
construction of public works infrastructure
necessary for commercial and residential
development.

Seminole Tribe
One million dollars was used for construction
of infrastructure for a historical Indian Living
Village and for the development of a plant and
tree nursery.

Village of Key Biscayne
EDA awarded $750,000 to construct a storm
drainage system to alleviate problems
associated with flooding; property damage,
electrical problems, loss of utilities, loss of
revenues, erosion, and environmental/health
problems.

Metro Dade County Parks and Recreation
Department
The Department received $4.5 million to
improve the infrastructure of existing facilities
and to provide additional facilities for the
expansion of the MetroZoo.

Metropolitan Dade County

The Miami Dade Water and Sewer Authority
Department received $5 million from EDA to
install water and sewer mains, sewage pump-
ing stations, and fire hydrants along the Dixie
Highway. These infrastructure improvements
will allow for future growth and expansion of
the area.

Technical Assistance/Business
Incubator Grants

Tools for Change
Tools for Change received a $550,000 grant to
provide technical assistance to small minority
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businesses in order to integrate them into the
local economy.

Center for Health Technologies
EDA was to provide this organization with §1
million to renovate a building that would be
used as an incubator for health technology
companies (see the Executive Summary).

City of Hialeah
EDA'’s grant of $1 million renovated and
converted a manufacturing facility into a
training and research center for the transfer of
computer integrated manufacturing
technology.

Florida International University
The Small Business Development Center
received $250,000 to fund a program of
training and technical assistance for
businesses in the area most affected by
Hurricane Andrew (see the Executive
Summary).

Goodwill Industries
EDA provided $1.5 million to be used for
building renovations and the purchase of
equipment to train and employ low-income,
handicapped, and/or disadvantaged persons.

Miami Dade Community College, Homestead
The EDA grant of $1.5 million was used to
renovate a building to be used as a business
incubator. The incubator would also provide
counseling and technical assistance to small
business owners.

Miami Dade Community College, Perrine
This $2 million grant also funds the
construction of a business incubator.

Revolving Loan Funds

Beacon Council
EDA provided the Beacon Council with $2
million to establish a revolving fund to help
businesses in Dade County recover after
Hurricane Andrew.

Beacon Council
EDA awarded a $1.5 million recapitalization
of their existing revolving loan fund (listed
above) to assist businesses in Dade County
after Hurricane Andrew.

City of Homestead
EDA provided $2 million to establish a
revolving fund to assist businesses in
Homestead after the hurricane.

Miami Capital Development, Inc.
EDA provided $2 million to establish a
revolving fund for business recovery in Dade
County after Hurricane Andrew.

This brief description of funded EDA grants
provides an overview of the development
priorities after Hurricane Andrew. The rational in
funding of 29 projects in 4 categories was to
achieve a comprehensive recovery of the disaster
area. The sixteen case studies allow us to evaluate
the overall strategy of EDA, while comparative
analysis of assessed case studies in the Findings
and Project Outcomes section of this report allows
us to identify key characteristics to project
success.
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FINDINGS AND PROJECT OUTCOMES

Comparative Analysis and Ranking of

Assessed Projects

After a disaster, the Economic Development
Administration provides assistance to alleviate the
short-term effects of the crisis. It does so cogni-
zant of the larger responsibility with which it has
been tasked, to provide assistance that “will
achieve long-term economic recovery through a
strategic investment of resources and help stimu-
late growth in economically depressed areas of the
United States.” EDA achieves these goals by
funding strategically placed projects in and near
the disaster affected area.

In the selection process, EDA personnel fund
projects according to established criteria, covering
both planning and proper filing procedures.
Projects must fit into one of four general funding
categories:

» planning grants;
+ technical assistance/business incubator grants;
»  public works/infrastructure grants; and

« revolving loan funds.

Project selection involves more than reviewing the
fit between proposed projects and established
EDA criteria. The EDA team relies on their many
years of professional experience to identify what
they consider to be the best projects. EDA
personnel also described the project selection
process as one that encourages the use of existing
networks and the creation of new networks.
However, this knowledge has not been codified so
that it can be used by future EDA staff who may
lack the historical perspective provided by many
years with the organization.

An important consideration in the evaluation
process, therefore, was to identify the

Preceding page blank

characteristics of EDA-funded projects that
contribute to their success and describe the ways
in which EDA functions as a networking
organization.

In this section, the evaluation team describes six
criteria on which the case studies are ranked.
Successful projects are compared with average
and unsuccessful projects by ranking them accord-
ing to the six criteria. Guidelines for selecting
post-disaster projects in the wake of future
disaster events are provided. Identified criteria
are then translated into recommendations that can
be useful in improving and standardizing the EDA
post-disaster response strategy.

Finally, the work of EDA is analyzed by five
characteristics that mark networking organi-
zations: unifying purpose (shared purpose and
commitment); independent members; multiple
leaders; integrated levels; and voluntary links
(Lipnack and Stamps, The Age of the Network:
Organizing Principles for the 21st Century, 1995).
The case studies are arrayed using these charac-
teristics to show how the selection of individual
projects contributes to the formation of networks
of institutions supporting economic development
in a region crippled by a natural disaster.

Criteria for Project Selection

EDA uses four criteria to select projects and rates
a project successful when it

+ results in job creation;

» leverages additional funding;

» creates economic partnerships; and

« empowers the stakeholders.

The evaluation identified two additional criteria

against which projects are measured: effective
leadership and effective progress. These
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benchmarks of success are described below,
beginning with leadership and progress.

Project Success Criteria

Benchmarks of success are as follows:

®  Effective Leadership

There are many interpretations and definitions of
leadership in the social sciences. These interpre-
tations are conditioned by the particular discipline
of the writer, whether it is in sociology, anthro-
pology, political science, or some other discipline.
For the purposes of this study, an effective leader
is viewed as accomplishing the following:

» articulates a vision on what project goals can
be accomplished;

* maximizes the availability of resources for the
organization or community being represented,

* maintains good communication between
clients and the organization, shares
information on how to achieve project goals;

+ achieves the goals of a project within a time
frame that maximizes the potential project
benefits; and

» shares the responsibility with followers for
achieving the goals.

The principal goals for leaders under the EDA
projects are economic. The success of leadership
is found in the realization of those goals for client
communities, organizations, and individuals. Not
all of the above criteria necessarily apply for the
leader of any particular project. In some cases
these characteristics were not observable or have
not been realized.

Effective leadership was measured using one or
more of the following:

* experience in a leadership position,

+ experience in the type of activity demanded
by the project, and

» demonstrated effective progress under the
tenure of the leader in question.

For example, the project leader for Goodwill
Industries had 13 years experience as president of
the organization when Goodwill received the EDA
grant. He proved to be highly effective at maxi-
mizing the benefits of EDA building renovation
funds through the use of refurbished building
materials. His thrift allowed Goodwill to improve
facilities beyond expectations. Effective leader-
ship was also reflected in the job satisfaction of
Goodwill employees, and by the success of
Goodwill in delivering quality products to the
Department of Defense. The leader’s effective
planning and organization also resulted in a 13-
year contract providing $7 million in renovations
and a 13-year contract in the Miami Herald for
doing Sunday inserts. This increased both jobs
and working capital for the organization.

An example of less effective leadership is the
Miccosukee water project. The original tribal
planner, who was responsible for EDA project
management, was unable to bring about the start-
up of the EDA project. As a consequence, this
delayed other construction, such as housing, that
depended on the EDA water project. Unfortu-
nately, project management was not directly in the
hands of either the tribal or religious council, the
two primary decision making bodies for the
community. The present tribal planner, however,
has been much more active in getting the EDA
project going. We predict that this project’s
progress will increase significantly over the next
year due to this change in leadership.

Other projects may be delayed by administrative
changes, changes in project design, changes in
building codes, or other factors. In these cases,
effective leadership is demonstrated by adaptation
to project delays through modification of project
design or completion timetable. The two projects
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in Hialeah (the Farmers Market and the Industrial
Teaching Factory) were both delayed because of
the election of a new mayor and the decision to
assess more critically the market conditions and
economic impact of the projects.

These delays have allowed significant improve-
ments in design and leveraged partnerships. The
industrial teaching factory is linked with
Fraunhoffer—a German-based firm having 50
similar factories throughout Germany. Affiliating
with Fraunhoffer should improve the effectiveness
of the project in developing local industry because
of the technical assistance they provide. A
marketing feasibility study conducted for the
Farmers Market provided important consumer
information on the market. In both cases, the City
Manager played a crucial leadership role, under a
changing city administration, by keeping the
projects on track and improving the ultimate
prospects of project success by developing
partnerships.

m Effective Progress

Effective progress is demonstrated by projects that
flexibly adapt to changing circumstances so as to
move towards project objectives, even if this
requires shifts in the original project timeline.
Delays in project completion may be beneficial
when they are due to improvements in project
design or leveraging of secondary resources.
However, timing can influence accrued project
benefits. Projects that do not maximize the timing
impact of primary (EDA) or leveraged secondary
resources do not demonstrate effective progress.
For example, a public works project that is
delayed solely because of inaction by a project
manager, will not be as beneficial as a completed
project that is delivering benefits to the
community. This does not necessarily mean that
all projects that fall behind schedule would be
certified as not making effective progress.

Effective progress is measured by determining if
the project had been initiated at the time of this
assessment, and how close the project was to
completion. Projects can be ranked as follows:

»  outstanding—projects that were already
completed and demonstrating benefits beyond
expectations;

» excellent—projects that have been completed
and delivered benefits as expected;

» good—projects in progress, or development
delays were due to improvements in design or
through leveraging efforts;

« fair—projects that have just started or will
start soon; and

e poor—projects that have shown no progress,
and with which there is no clear schedule of
when they will begin or be completed.

A project that has achieved outstanding effective
progress is the Homestead Commercial Water and
Sewer Project. This project was completed on
time, and has been leveraged into significant
outside funding in the construction of the
Homestead Industrial Complex and Motorsports
Complex. This infrastructure provides significant
employment, capital, and tax benefits to the City
of Homestead. Construction on both projects is
complete, and hundreds of permanent jobs have
been created for local residents. The Homestead
Motorsports Complex inaugural race, held on the
weekend of November 3-5, 1995, was attended by
over 60,000 people, and was nationally televised
on CBS.

Local businesses that benefited from the event
included gas stations, restaurants, local ice and
paper product suppliers, and fresh produce and
snack food distributors. Dade County initially
committed $11 million to assist on-site improve-
ments to the motor sports complex that have
allowed it to be designed as a state-of-the-art
facility.
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A major marketing campaign has also begun,
using such sources as Business Week and the Wall
Street Journal. A recent full-page advertisement
in the Journal is designed to promote the Motor-
sports Complex, South Dade County, and
Homestead. This includes sports packages that
include tours of the downtown Homestead
antiques and business shop area for race fans and
their families. The campaign also includes a 30-
second TV commercial under production with the
donated race car of Ralph Sanchez that consists of
a tour of the Homestead Motorsports complex and
community from “behind the hood.”

A project that has not achieved effective progress
is the Center for Health Technologies (CHT). The
original contract agreement was for a structure
near the Hospital and Medical Complex in down-
town Miami. This failed when the city did not
provide sufficient financial backing for CHT to
lease a building adjacent to the Medical Complex
in downtown Miami. The search for a new build-
ing resulted in an attempt to transfer the business
incubator to a complex of the University of
Miami. CHT was trying to negotiate a 20-year
lease with UM, but this also failed. The CHT
project has recently been proposed for
termination.

m  Job Creation

Job creation is measured against the number of
Jjobs predicted and the number created. A project
that creates jobs at or above predicted levels is
considered successful. For some projects, exact
numbers of jobs are not predicted in the project
description. Job creation as a criterion does not
directly apply to planning grants or technical
assistance grants because they are not designed to
directly create jobs. However, job creation is
certainly a secondary outcome of such grants. It
is not within the scope and resources of this
research assessment to accurately measure job
creation of planning grants.

Job creation occurs when new businesses are
created or old businesses are revitalized.
Examples of projects that are providing sustain-
able employment at or above predicted levels
include Tools for Change, Goodwill Industries,
and Florida City Commercial Water. Each of
these projects has created jobs above expectations.

Tools for Change has created or maintained jobs
by providing technical assistance to 140 busi-
nesses, and in the process secured over $16
million in loans. This was accomplished by care-
ful utilization of $550,000 in EDA funds to pay
the salaries of technical assistance staff of the
Tools for Change office. Technical assistance
provided by the Tools for Change team allowed
clients to upgrade operations, hire new employees,
or start new businesses.

On average, each of the 140 businesses counseled
has generated 3 jobs, for a total of at least 420
jobs. Jobs are generated by business owners
hiring new employees, and by the businesses
owners themselves being able to sustain their
businesses. Most of those receiving assistance
were ethnic minorities that traditionally have a
difficult time securing loans or improving existing
business operations without outside assistance.

The Goodwill Industries project directly generated
300 jobs in its first two years of existence, not
including an additional 150 jobs due to the
leveraged contract with the Miami Herald. 1t is
predicted that the project will also place 1,200
individuals in the garment manufacturing sector
over the next 8 years.

Homestead Motorsports provides employment for
300400 individuals during events and 15 full-
time employees. There are two driver training
schools on site with a total of seven employees.
One school uses race cars for training drivers
while the other specializes in training security and
government agencies in high speed chase vehicles.
The track is also rented out on a daily basis to
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racing teams for engine testing and practice. The
City of Homestead estimates that the Motorsports
Complex and Industrial Park, when fully deve-
loped over the next decade, will provide 12,000
jobs for workers displaced as a result of Hurricane
Andrew. The City Manager claims that local
residents will be favored in hiring for these jobs.

The Homestead Industrial Park is also generating
jobs. Initially, a total of 14 companies expressed
interest in the industrial park. These companies
have the potential to employ over 2,500 workers.
The ultimate goal is to support about 20 jobs per
acre on the 280-acre site. This would result in a
maximum total of 5,600 jobs in the industrial
complex. Presently, effective progress has
translated into employment for over 300 people.

Businesses that are already operating in the park
or that have firm commitments to locate there
include

»  Contender Boats employing 100 (not
including secondary parts suppliers having an
on-site presence), with a 5-year employment
projection of 280;

«  Guanmard Scientific—a firm that supplies
medical training devices to the United
Nations—to employ 70 persons;

+ Silver Eagle Beer Distributors, to employ 105;
and

+  Anderson Walls—a construction firm with 35
employees.

Other signs of job creation include pending
contracts with Motorola. Motorola hopes to bring
in two companies to provide captive suppliers
with high-quality subcomponents. This is termed
a “suppliers integration program” and is designed
to help smaller companies get established.

Not all job creation plans are on schedule, or have
had the desired impact. For example, changes in
project design, and administration for the Hialeah

Farmers Market and the Industrial Teaching
Factory have delayed the job creation potential of
these projects.

Job creation is negatively impacted when projects
are delayed or lie dormant, or when they are
terminated. The Center for Health Technologies
project, which would have provided jobs in a
health industries incubator, was unsuccessful and
proposed for termination. It initially failed
because of lack of support from the City of Miami
for the primary site and the inability to secure a
favorable lease for a secondary site owned by the
University of Miami.

The Dixie Highway commercial water line con-
struction is an example of a project that created
temporary construction jobs, but had a negative
impact on some of the jobs and businesses of the
present client population. Due to the months of
construction activity, businesses lost customers
and job creation potential.

m Leveraging Secondary Resources

The multiplication of EDA funds into secondary
sources of funding or alternate resources (e.g.,
donated structures, technical assistance) is the
mark of an outstanding project. By this measure,
an unsuccessful project would be one that
managed to leverage no additional resources or
actually lost resource value. Loss in value could
be due to inflation effects accrued as the result of
lengthy project delays or legally mandated
changes in project design (e.g., post-disaster
changes in building codes). The degree of lever-
aging varies and can only be compared on a
project-by-project basis using the initial invest-
ment as a baseline.

Examples of highly successful leveraging of
resources occurred with the Goodwill project, the
Hialeah Industrial Teaching factory (HITPIC)
project, and the Homestead Motorsports Complex.
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For all these cases, the initial EDA investment
acted as a trigger in securing leveraged resources.

Goodwill expanded their military garment con-
tract as a result of the EDA renovations. This
allowed the project managers to attain a high level
of productivity and quality control. The owner of
the Miami Herald was very impressed with the
productivity and quality control demonstrated in
the military garment operation. According to the
Goodwill president, it was this positive impres-
sion that lead to a 13-year contract for newspaper
inserts with the Miami Herald, including 150 new
Jjobs and $7 million in associated renovations and
equipment installation.

EDA funds were the trigger for Coulter Industries
to donate a structure to the City of Hialeah for the
HITPIC (teaching factory) project. Without the
EDA funds in place, the donation would not have
occurred, and Fraunhoffer, the German Industrial
firm, would not have contracted with Hialeah for
the teaching factory.

Cases where leveraging has been less than suc-
cessful include the projects on the Miccosukee
and Seminole reservations. For these projects,
delays have produced no additional leveraging.
Research into the dynamics of tribal action and
past federal assistance suggests that differences
between Native American cultural precepts and
agency expectations has occasionally led to con-
flict over goals and expectations (Jessel 1995).
While no such conflicts were reported to exist
between EDA staff and tribal authorities, the
overall context of relationships with the
government led to delays.

®  Creating Partnerships

As we have noted, partnerships are the building
blocks of post-disaster recovery. The creation of
partnerships is one of the key ways EDA endea-
vors to foster sustainable economic development
in the aftermath of a disaster event. Partnerships

consist of sustained cooperation between two or
more organizations for the purpose of fostering
planned economic development. Partnerships
grow out of a process of networking, where
potential partners are identified and common
interests explored and developed.

In South Dade, there was a notable absence of
regional networking and planned partnerships.
Development occurred in a somewhat haphazard
fashion. Ironically, Hurricane Andrew provided a
respite to development stakeholders that allowed
them to assess the direction and magnitude of
development. It allowed them to realign develop-
ment efforts to maximize networking and subse-
quent partnerships. EDA was closely involved in
providing advice and technical assistance at this
critical juncture. As a result, EDA regional staff
were included as participants and expert consul-
tants in many of the development plans that came
out of the recovery process.

Partnerships can be local, regional, national, and
even international. For example, a variety of
partnerships have national and international
elements. Projects such as the Goodwill Indus-
tries, the Hialeah Farmers Market, the Hialeah
HITPIC project, the South Florida Regional
Planning Council, the Greater Miami Convention
and Visitors Bureau, and Tools for Change all
have linkages that extend beyond the region.
These are outcomes of the EDA planning process
and are also the result of multiplier effects from
the original investment of funds.

The Executive Director of the South Florida
Regional Planning Commission has stated that
EDA fostered the connections necessary to
develop a sustained network of activities. EDA
worked with the planning commission to coopera-
tively identify the areas of development that
needed to be fostered. The goal was to help orga-
nizations develop a regional perspective in order
to access partnerships and networks to help them
grow and develop.
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The South Florida Regional Planning Council has
used EDA funds to promote partnerships through
a variety of development activities. They have
brought together a range of organizations and
economic agencies in seminars and planning
sessions to develop a common vision for develop-
ment in the region. These included the State of
Florida’s Matchmaker Business Conference,
which provided information to 500-600 attending
businesses on how to network with federal, state,
and local government agencies as well as the
private-sector. Almost 5,000 public- and private-
sector organizations received the First Annual
Economic Development Resource Directory,
which provides contact names and other resource
information on organizations that provide
assistance to support the South Florida Regional
Economy.

Tools for Change has established at least 16
partnerships while assisting in a wide range of
development projects. Partnerships have been
created with community-based organizations,
social service agencies, and other educational and
economic partners in the South Dade area. The
“Incubator Without Walls” is an example of part-
nership building fostered by Tools for Change.

It involves the Haitian Organization for Women
and Metro Dade Community College (MDCC)
Homestead Campus. This partnership will
provide a space for formerly homebound minority
businesses to establish themselves in the wider
business community.

Projects that rank average to poor on creation of
partnerships include the Homestead revolving
loan fund, the Hialeah Farmers Market, and the
Seminole Historic Village and infrastructure
project.

The Seminole project has not yet been started, and
has thus realized no partnership development.

The Homestead revolving loan fund was delayed
in start-up because of changes in project
managers. Partnerships are just now starting to

develop as the initial loans are having an
economic impact. However, the original popu-
lation of low-income clients has been replaced by
established business concerns seeking to expand
their operations.

The Hialeah Farmers Market is ranked as
“average” because it is just now under con-
struction. There hasn’t been the opportunity to
create the business partnerships that would exist
with a fully operational market. It is linked to a
major international importer of tropical fruits,
whose business is on land adjacent to the market
site. Market construction has encouraged this
local merchant to expand his business. The
market will also be tied to local produce suppliers
in South Dade at the rail connection that passes
through the market.

m Stakeholder Empowerment

Stakeholder empowerment directly measures how
effectively projects benefit community members
by engaging them in project development and
decision making or providing them with jobs,
technical assistance, or public services. All pro-
jects are intended to have community-level
benefits (i.e., to promote the economic develop-
ment of communities). This is most direct when
community beneficiaries are involved in project
planning and development.

Stakeholder empowerment is indirect for those
projects that provide infrastructure improvements
or economic planning. Projects in progress are
measured by their potential for stakeholder
empowerment. Stakeholders vary for each project
but are identified as those who receive direct or
indirect benefits. Projects ranking high on stake-
holder empowerment include Tools for Change,
Goodwill, Florida City Commercial Water, and
the MetroZoo.

The MetroZoo is a major recreational resource
and tourist destination for South Dade whose
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stakeholders include zoo patrons, the Zoological
Society, employees, service contractors, and
suppliers. The effective use of EDA resources in
zoo infrastructure repair was instrumental in its
rapid reopening four months after the hurricane.
Stakeholders such as the Zoological Society and
the annual zoo membership actively participated
in the zoo recovery process by volunteering time
and resources to the zoo reconstruction process.
Local residents used the zoo as a frequent
alternate recreational destination from the more
distant beaches and sites of greater Miami.

Florida City Commercial Water empowered a
wide variety of stakeholders, including the local
Farmers Market, the Keys Mall, and at least 10
other planned or built businesses. Empowerment
was a part of the planning process when local
businesses were given voice in deciding which
areas of the city should receive the commercial
water line service. Those whose businesses will
attach to the line benefit most directly from the
project. Examples of the indirect impact of the
water line infrastructure includes jobs in the
various mall shops and fresh produce from the
Farmers Market.

Goodwill empowers its clients—its employees—
by the jobs it has created, but also by giving them
an elevated sense of self-esteem. This is critical
because many clients suffer not only from physi-
cal or mental disabilities, but also from chronic
depression. Work supervisors tolerate behavioral
abnormalities that in other settings would result in
loss of employment. Empowerment also comes
from the satisfaction in earning a steady wage and
being taken off welfare and other social support
services. The needs and priorities of disabled
workers were taken into consideration when a
recreation and music room where incorporated
into the project design.

The Homestead revolving loan fund was origi-
nally intended to empower small minority-owned
businesses in the southwest corner of Homestead.

Lack of experience in managing a revolving loan
fund, clients’ difficulties in preparing complicated
business plans, and a 15-page application, and
poor communication with the target population
hampered the initial efforts. After considerable
delays and several changes in project managers,
the original goal was eventually abandoned.
Loans are now being made to clients who have
well-defined business plans and the potential for
significant job development.

Projects that remain incomplete, or have been
terminated, rank lowest in stakeholder empower-
ment. In cases where projects are delayed, there
is a loss of immediate stakeholder opportunity
from planned jobs, public services, or technical
assistance. This is the case in the Seminole
historic village project. Nothing has been done as
of this date, and there is no set schedule for the
project.

There is also the risk that extended delays may
result in the termination of a project, giving no
return to stakeholders (e.g., CHT). There are two
negative effects here: (1) the loss of project
benefits for the original stakeholder and (2) the
loss of valuable time before funds are
reprogrammed.

Rankihg of Case Studies

Case studies can be assessed using the six criteria
for project success. Not all criteria are appropri-
ate to all projects. For example, job creation is
not a primary goal of a planning grant. However,
it is expected to be the outcome of the successful
application of the resulting economic develop-
ment plan.

Case studies are assessed both within the four
categories of projects and compared across them.
It is important to note that the assessment of these
case studies is for one point in time along a 5-year
continuum. Five years is the maximum allowable
time for the completion (or total utilization of
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earmarked EDA funds towards completion) of any
EDA post-disaster assistance project.

Projects that are unsuccessful now may in fact be
very successful in the future. They may also not
improve significantly in the future, and if the 5-
year time period runs out, they may be terminated.
Those that are presently successful are assumed to
be economically sustainable. Table 1 ranks the
projects across the six criteria, with a 1 = lowest
ranking and 5 = highest ranking. Values can
range from a low of 0.2 (that is, all rated 1 -
“poor” across all applicable categories) to a high

Development Quotient: The measure of the
overall development impact of a post-disaster
assistance project using the criteria of
effective leadership, effective progress, job
creation, leveraging secondary resources,
creating partnerships, and stakeholder
empowerment.

of 1.0 (rated 5 — “outstanding” across all applic-
able categories).

Table1 — Comparative Development Quotients for the Assessed Case Studies

Planning Projects

1 SFRPC 5 5 NA 3 5 5 23 92

2 GMCVB 4 5 NA NA 5 4 18 .90
Public Works/Infrastructure Projects

3 Florida City Water 4 5 5 5 4 4 27 .80

4 Hialeah Farmers 4 3 3 3 3 3 19 .63

5 MetroZoo 5 4 4 5 4 4 26 .87

6 Homestead Water 4 5 4 5 5 5 28 .93

7 Dixie Highway 3 3 2 4 2 2 16 .53

8 Miccosukee 2 2 2 2 2 1 1" .36

9 Seminole 2 1 1 1 | 1 7 .23
Technical Assistance/Business Incubator Projects

10  Goodwill 5 5 5 5 5 5 30 1.0
11 Tools for Change 5 5 5 5 5 5 30 1.0

12 HITPIC 4 3 3 5 4 3 22 73

13 CHT 3 1 1 3 5 1 14 47

14  FIU 4 5 NA 3 4 4 20 .80
Revolving Loan Funds

15 Homestead RLF 2 3 2 NA 3 3 13 52

16  Beacon Council 3 3 3 NA 2 18 72

Scores can be interpreted as follows:

5 = outstanding — well above expectations at this point
4 = excellent — above expectations at this point

3 = good — about as expected at this point

2 = fair — somewhat below expected at this point

1 = poor — below expected at this point

NA = not applicable

Source: EDA Assessment Data

Findings and Project Outcomes « 29



EDA’s Post-Disaster Assistance Program After
Hurricane Andrew: Final Report

®  Analysis of Project Rankings

An average development quotient (DQ) (with all
criteria ranked as “3”) is .60. This represents a
value at which the project is “about as expected at
this point” across all applicable criteria. A DQ
below .60 would indicate the project development
is less than expected at this point. Any score
above .60 indicates a project that is above
expectations for this point. Overall, project DQs
presently range from a high of 1.0 to a low of .23

As shown in Table 1, 11 out of 16 projects (69%
of the sample) are exceeding expectations (above
.60). For these projects alone, values range from
.63 to 1.0. The average score for this group is
very high (.84). This indicates that most of the
sixteen projects were well chosen, and have
accomplished much of what was planned for by
EDA (e.g., created partnerships and jobs and
leveraged additional funds).

Five projects have DQs less than .60, indicating
they are not meeting their expectations.
Development quotients for this “below expected”
category range from .23 to .53. The average DQ
for this category is .42, which is well below the
“expected” value of .60.2

Projects that lie close to the .60 mark (just above
or below it) can be characterized as “average.”
These include the Dixie Highway commercial
water project (.53), the Homestead Revolving
Loan Fund (.52), the Hialeah Farmers Market
(.63), and the Beacon Council (.60). All four of
these scores are anticipated to rise as the impacts
of these projects show effective progress. It must
be emphasized that projects are evaluated at a
single point in time, and lower than average
scores are not necessarily a reflection of any
project’s future potential.

*These values are the product of this analysis, and
do not represent any preconceived rankings or means of
comparison generated by EDA.

We can also analyze project averages across the
six criteria (see Table 2). These scores are
derived from a simple average of the five-point
scale for each criterion. Projects score highest on
creating partnerships, effective leadership, lever-
aging resources and effective progress. Job
creation and stakeholder empowerment do not
score as high. This indicated that the benefits of
the projects are still being realized, and there are
significant project impacts to be realized in the
near future.

Table2 —
Average Scores of Projects Across Criteria

Effective Progress 3.8

Leveraging Resources 3.8
Effective Leadership 3.7
Creating Partnerships 3.7
Stakeholder Empowerment 34
Job Creation 3.0

Source: EDA Assessment Data

= Analysis of Projects by Levels of
Expenditures

Funding of any post-disaster project entails some
degree of risk. Projects can fail, or not meet their
expectations, resulting in lost development oppor-
tunity. The rigorous selection process used by
EDA is designed to minimize risk and maximize
benefit. However, it is not possible to eliminate
all risk or to predict, with certainty, how particular
projects may score across the development
quotient indicators or how they may turn out after
construction is completed.

Another way to measure comparative success is to
compare projects across the four EDA categories
(see Table 3). If the majority of funds were
expended on highly successful projects (projects
with high DQs), then we can conclude that,
overall, projects were well selected and collec-
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tively should lead to effective post-disaster
recovery.

Table 3 — Comparative Expenditures and
Development Quotients for the Assessed Case
Studies

Planning Projects
SFRPC $2,000,000 .82
GMCVB $1,000,000 .80
Project Average $1,500,000 .86

Public Works/Infrastructure Projects

Florida City Water $5,000,000 .90
Hialeah Farmers $1,500,000 63
MetroZoo $4,500,000 .87
Homestead Water $7,000,000 .93
Dixie Highway $5,000,000 .53
Miccosukee $1,000,000 .36
Seminoles $1,000,000 .23
Project Average $3,571,000 .64

Technical Assistance/Business Incubator Projects

Goodwill $1,500,000 1.0

Tools for Change $550,000 1.0
HITPIC $1,000,000 .73

CHT $1,000,000 A7

FIU $250,000 .80

Project Average $825,000 .88

Revolving Loan Funds Projects

Homestead RLF $2,000,000 .52
Beacon Council $3,500,000 72
Project Average $2,750,000 .62

Source: EDA Project Briefs

The total expenditures for analyzed case studies
was $36.8 million, which represents 74 percent of
the total of funds expended for all 30 projects.’

3The $3.5 million for the Beacon Council project
represent two projects in one, with two separate
disbursements of $2.0 million and $1.5 million,
respectively.

The following results are obtained:

» For those projects with DQs at .60 or above,
total expenditures amounted to $27.8 million,
or 76 percent of the total sample.

«  Projects with DQs below .60 represent $9.0
million of the total, or 24 percent of the total
sample.

Thus, over three-fourths of the funds in the sample
(76%) were expended on projects that are rated as
above expected development levels. The average
expenditure for projects at or above .60 was $2.5
million, and for those below .60 was $2.0 million.

If we compare the average expenditures with
Development Quotients by project category, we
get a perspective on cost-benefits by category
types (Table 3).

Characteristics of a Networking
Organization

One important factor contributing to the success
of EDA’s disaster response is its ability to support
existing networks and develop new ones to
produce far-reaching economic development in a
region. It is not by chance that EDA is successful
in forming partnerships and networks. EDA’s
strategy parallels that used by other successful
networking organizations. A recent book*
describes this strategy of creating “voluntary links
among independent members” (i.e. networking as
the organizing principle for the 21st century). The
authors conclude that five characteristics mark the
successful networking organization:

Unifying Purpose (shared purpose and
commitment);

« Voluntary Links;

“The Age of the Network: Organizing Principles
for the 21st Century. Lipnack and Stamps. 1995.
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* Independent Members;
*  Multiple Leaders; and

* Integrated Levels.

The following discussion will show how EDA’s
intervention into the crisis situation created by
Hurricane Andrew embodied these five
characteristics,. A short definition of each term
is provided, followed by a discussion of the way
in which EDA’s response manifested the
characteristic. Examples from the case studies
will be used to illustrate the discussion.

. Unifying Purpose
“A shared commitment to the same goal...”

EDA’s mission statement provides the unifying
purpose for its disaster intervention work. It
states that EDA’s function is “to achieve long-
term economic recovery through a strategic
investment of resources and help stimulate growth
in economically depressed areas of the United
States.” The mission statement clarifies EDA’s
role as targeted assistance with a long-term goal,
thus separating it from the short-term, urgent
humanitarian assistance programs. Finally, it
defines the parameters for allocating funds to only
some of the many projects requesting assistance.
In keeping with its purpose, EDA recognizes that
a disaster destroys the status quo and provides an
opportunity not only to repair and restore
damaged areas but to improve, change, and
stimulate economic growth in new directions.

EDA staff, with years of experience in the field,
have the expertise to identify the chronic
economic problems of a region. They are skilled
at (1) providing rapid economic and social
analysis that undergirds their funding decisions;
and (2) sharing this information with the region’s
stakeholders as a basis for decision-making.
Thus, EDA work began with an evaluation of the

economic landscape to carefully assess the needs
of the impacted economy both in the

*  short-term—to develop strategies for
economic recovery from Hurricane Andrew;
and

*+ long-term—to stimulate economic growth.

The underutilized potential of the South Florida
area impacted by the hurricane for tourism was
quickly recognized. The impacted area had not
been a significant part of the attractions publicized
by the Greater Miami Convention and Visitors
Bureau (GMCVB) prior to Andrew Hurricane.
EDA and the region’s stakeholders acknowledged
the importance of strengthening the link between
the regions. The potential for international trade,
especially with Latin America, was also acknow-
ledged as critical for the economic future of the
area.

Contributing to the networking process was the
ability of the EDA staff to build consensus around
a set of economic goals by meeting with commu-
nity leaders, regional planners, and other develop-
ment leaders. The outcome of EDA’s activity,
then, is not just a series of discrete EDA-funded
projects, but an institutional network which con-
tributes to the overall economic recovery of a
region.

Two factors were common to all EDA-funded
projects in South Florida. Each had the potential
to improve or change a past economic situation
that was inadequate and each contributed to the
long-range economic goals being established. The
selection criteria for EDA-funded projects are
derived from its mission statement, so that funded
projects contribute to accomplishing EDA’s
mission by simultaneously addressing the
immediate crisis and correcting underlying
systemic problems. Throughout the project
selection process, EDA identified and selected
organizations which share the purpose and can
contribute to achieving it through their own work.
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derived from its mission statement, so that funded
projects contribute to accomplishing EDA’s
mission by simultaneously addressing the
immediate crisis and correcting underlying
systemic problems. Throughout the project
selection process, EDA identified and selected
organizations which share the purpose and can
contribute to achieving it through their own work.
Further, by putting conditions on funding, EDA
inspired organizations not accustomed to working
together to cooperate to achieve the common
goal: long-term economic development.

The grant to the MetroZoo refurbished a major
tourist attraction by repairing the damaged
infrastructure. The grant also provided resources
for the zoo to construct a new educational court
which will bring in national resources from the
Smithsonian Institution. The grant to the Hialeah
City government supported the development of a
Farmers Market which will become a major
tourist draw, attracting visitors, regional tourists
as well as international visitors to the Miami
region. Market links for agricultural products
have been created, for Dade County suppliers of
produce, from regional consumers from Broward
and Palm Beach to international produce
suppliers.

The planning grant to the GMCVB was speci-
fically aimed at revitalizing tourism and retaining
the domestic market, which represented 50
percent of the annual visitors who utilized the
recreational sites of Miami. The GMCVB
developed several products, such as a promotional
video, a rack brochure and national media
campaigns and other related market activities to
show “We’re up and operational. We’re ready to
receive you.” This national campaign benefitted
all the members of the network who were
committed to economic development and by
extension, benefitted the residents in the area.

The grant to Goodwill Industries resulted in 300
jobs for displaced workers (short-term employ-

ment replacement), but also resulted in upgraded
facilities, as the old sewing machines destroyed in
the hurricane were replaced by high technology
equipment (long-term expansion). Homestead,
which lost 85 percent of its buildings, received a
grant to repair the damaged water and sewer lines
and roads (immediate restoration of water). Asa
result, the infrastructure and capacity were
substantially improved. The Homestead
Motorsports Complex, a new attraction for South
Florida, the Industrial Park, and the Free Trade
Zone were built, providing hundreds of additional
permanent jobs.

In the process, EDA became a communication
node on economic development issues, attracting
others who are also concerned about economic
development in the region. EDA staff provided
information about similar reactions in other
disasters and about resources available outside the
area. They connected partners who might not
have worked together prior to EDA’s involvement
or who in the past were isolated from the com-
munication network for one reason or another.

m  Voluntary Links

“Members have many links—expansive relation-
ships among people and extensive connections
through technology. Organizations communicate
extensively and meet often. No one is forced to
participate. There are many crisscrossing
relationships.” (p. 84)

Prior to Hurricane Andrew, South Florida was
characterized by a lack of coordination in many
aspects of regional development. EDA’s activities
substantially increased the links among the stake-
holders in economic and social development.

During the grants proposal phase, many organiza-
tions were encouraged by EDA to communicate
with each other and cooperate to avoid dupli-
cation. This encouraged links among local
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increased their work with the local country
governments, especially with the Broward County
government planners. They have also expanded
their contacts with foreign governments, establish-
ing international clients from Japan and Canada.
For example, an international forum with South-
east Asia also grew out of the planning grant.

The SFRPC sponsored a one-year strategic
planning process, Vision 2025, for Southeast
Florida, including Broward, Palm Beach, Dade,
and Monroe Counties. A large number of com-
munity-based meetings were held involving
hundreds of citizens and a wide range of organi-
zations, public and private. Many of the EDA
grantees were included in this community-
building process. A comprehensive written plan
for the region around the areas of health, law
enforcement, and education was prepared at the
conclusion of the year.

EDA project staff were present at the initial

meetings held by the SFRPC. New alliances were -

created between business and community leaders
during these meetings. Established patterns of
dominance were broken, leaving the opportunity
for new organizations to find a voice.

.  Independent Members

“Each company/organization is different. Each
retains its independence while cooperating with
others on specific projects.” p. 83

The organizations and institutions with which the
EDA interacted during the post-Andrew period are
viable, self-sustaining organizations with missions
defined independently of their relationship with
EDA. Indeed, each came to the EDA with a
specific proposal that would allow them to extend
their services to their specific client base during
the crisis period.

In the South Florida region, the degree of
participation of each organization in the network

was variable. It appears that EDA’s assistance,
through training, technical assistance, and
funding, enhanced grantees’ partipation.

m  Multiple Leaders

“Different people and companies lead, depending
on what needs to be done. During any given
process, more that one person leads.” p.84

EDA chose projects for funding which had
demonstrated evidence of capable leadership, a
characteristic which the evaluators identified as
contributing to the success of a project. Thus, in
the institutional network for economic develop-
ment, no one individual or organization held sole
responsibility. Evaluators identified multiple
leaders within any one project and at times, more
than one individual was making decisions and
accepting responsibility for the outcome of the
project.

m [ntegrated Levels

“Involve the hierarchy.” (p. 87)

An analysis of the types of organizations included
in EDA’s work in South Florida reveals a rich
diversity of groups working at all levels. This
interaction among the levels stimulated all
members by providing new ideas from national
and regional organizations. The presence of EDA
also provided opportunities for national organi-
zations, like Habitat for Humanity, to offer their
services to communities in which they had not
previously had access.

EDA drew together national level organizations,
like Goodwill Industries to work with regional
groups, like the SFRPC, Beacon Council and
MetroZoos. Local level governments sponsored
infrastructure projects, as in Florida City, Hialeah,
and Homestead.
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By choosing the projects based on long-term
economic goals, EDA-funded activities support
the development of a holistic economic recovery
plan. The plan maximizes the participation of the
stakeholder groups in a network of institutions. In
South Florida, this resulted in effective
institutional networks working for sustainable
economic development.

Thus, the concept of achieving goals by funding
strategically placed projects to create a network
of inter-related institutions, applies equally to the
type of organization.

Realizing the “Phoenix Effect”

The projects funded by EDA in the aftermath of
Hurricane Andrew reflected local economic
recovery strategies that were highly varied in their
composition and impacts. To better understand
local strategies and projects selected, we suggest
the term “Phoenix Effect” as a unifying concept
that allows us to assess the EDA project out-
comes. The Phoenix Effect is defined as “a sus-
tainable improvement in the social and economic
condition of a community or organization arising
from the strategic investment of capital resources
after a disaster event” (Dyer 1995). To achieve
this effect, the projects chosen for funding must
provide long-term social and economic benefits
that have the potential to rebuild and restructure
the local economy in ways that, prior to the
disaster, might not have happened as quickly or at
all.

The “Phoenix Effect” is not an explicit goal or
mandate of EDA funding, but it may occur
serendipitously if the project planning process
identifies key areas of strategic investment. EDA
supports projects that have long-term impact
potential and that are good candidates for the
leveraging of development funds from other
public- and private-sector sources. Therefore, the
initial EDA investment may act as an economic
trigger to achieve results that might not have

The Phoenix Effect

A sustainable improvement in the social and
economic condition of a community or organi-
zation arising from the strategic investment of
capital resources after a disaster event.

otherwise been reached in the post-disaster
climate. Unlike agencies mandated to restore
communities to their pre-disaster condition, EDA
can look for opportunities to improve in a
sustainable way on what existed prior to the
disaster.

Reviewed case studies fell into a continuum of
success, with nearly 80 percent at or above
expectations.

The use of the six criteria has allowed us to assess
and compare success across the four different
project categories. Overall, the development
quotients indicate that project selection has been
good, and projects are achieving what was
anticipated. For outstanding projects, good
leadership and effective leveraging of resources
have resulted in benefits which far surpass the
original project design. For some “average” rated
projects (e.g., HITPIC), outstanding benefits are
anticipated but not yet realized.

It would not be expected that all projects would be
equally successful. In a post-disaster environment
it is difficult to predict the long-term development
trends of a particular region. Risk is increased by
accelerated change in the economic and political
landscape, including demographic shifts, loss of
businesses, and shifts in labor skills/needs,
economic priorities, and employment patterns.

Findings and Project Outcomes + 35



EDA’s Post-Disaster Assistance Program After
Hurricane Andrew: Final Report

In a post-disaster environment it is difficult to
predict...the long-term development trends of a
particular region...In the post-disaster state, risk
is increased by accelerated change il the
economic and political landscape...

Careful planning and review of potential projects
is critical to recovery in a post-disaster
environment. We also conclude that a critical
element to project success is effective leadership.
None of those projects with below average DQs

(:60) rate high (4 or 5) on effective leadership
(see Table 1). Effective leadership is difficult to
identify when a project is just a plan on paper.
EDA staff must weigh the experience and past
performance of project managers against the
potential of projects to contribute to post-disaster
recovery. Effective leadership is also crucial for
maximizing stakeholder empowerment. Those
projects that demonstrate a high degree of
stakeholder empowerment are predicted to be the
most sustainable (i.e., to continue to provide
benefits for generations into the future).
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Evaluation of Overall Assistance

Approach

This is the final report of the Aguirre International
assessment of EDA post-disaster assistance
program in the aftermath of Hurricane Andrew.
Sixteen projects funded by EDA have been
examined in this final report.

The EDA strategy has had a regional impact
that will contribute to positive momentum in the
economy of the area. The program appears to
have been successful in stimulating economic
growth which, in some cases, surpasses pre-
disaster conditions.

The EDA strategy has had a regional impact that
will contribute to positive momentum in the
economy of the area. The program appears to
have been successful in stimulating economic
growth which, in some cases, surpasses pre-
disaster conditions. Improvements linked to EDA
assistance are primarily reflected in new jobs
generated, increased income, small business loans,
and taxes. Job training and technical assistance,
the renovation of old businesses and the creation
of new ones, and the development of economic
partnerships and networks are all documented as
outcomes of EDA’s contribution to post-disaster
recovery.

Findings and Conclusions

As a result of the research and field work
undertaken as part of this assessment, we draw the
following conclusions:

CONCLUSIONS AND RECOMMENDATIONS

Natural disasters such as Hurricane Andrew
have a negative impact on the economy of an
entire region, not just the immediately
damaged area. To be most effective, a post-
disaster assistance strategy must take a
regional approach to economic recovery.

EDA funded projects that responded to a
strategic analysis of the regional economy.
They targeted organizations and governmental
agencies that were seen to be key components
in the recovery process in each of the four
principal sectors of the local economy, includ-
ing agriculture, small business, tourism, and
military base-related economic activities.

EDA’s efforts to involve local governments
and other entities in a regional strategic
planning process acted as a facilitating
mechanism or catalyst for recovery that
otherwise would not have taken place.

EDA'’s selection of certain projects outside the
physical impact area was based on a careful
assessment of the “shock wave” effect
experienced by the regional economy and
communities after the disaster event.

EDA projects were well selected in that they
filled a significant recovery need that would
not have been funded by any other available
source in such a timely fashion.

The model adopted by EDA of establishing a
fully functioning field office, co-located with
other disaster recovery agencies, was very
effective in maintaining an ongoing dialogue
with local officials and potential grantees.
This allowed for rapid and direct assessment
of the value of proposed projects in the local
area.
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The EDA team on-site approach maximized
the sustainability of selected projects through
continuously available expert assistance and
follow-up.

The cost-effectiveness of EDA funding is
demonstrated in the case studies, which show
that many millions of dollars of benefits have
accrued from project investments.

The EDA approach to partnership building
has resulted in the creation of sustainable
economic development networks in the
impact area that previously did not exist.

Local project directors that were recipients of
EDA grants express great satisfaction with the
efforts of EDA as a disaster recovery agency.

The sixteen projects (from a total of twenty-
nine) reviewed for this assessment fell into a
continuum of success, with the majority
showing substantial progress and with a few
making little or no progress.

For purposes of comparing relative project
success, four characteristics central to EDA’s
goals were selected for review: job creation;
leverage of secondary resources; the creation
of economic partnerships; and stakeholder
involvement and empowerment. Analysis of
the case studies showed two other charac-
teristics to be important for project success:
effective leadership and effective progress. A
numerical “Development Quotient (DQ)”
between 0.2 and 1.0 was devised to quantify
project outcomes with respect to these six
variables.

The DQ for the 16 projects reviewed range
from a high of 1.0 to a low of 0.23, with an
overall average of 0.73.

The DQ on 11 out of 16 projects (73% of the
cases) currently exceeded expectations (i.e.,

scored above .60, which indicates projects
functioning “as expected”).

The average DQ for successful projects
(projects above .60) is 0.84. This indicates
that these projects were well chosen and have
accomplished much of what was planned by
EDA.

Five projects had DQ values that suggest
below-average performance.

While EDA maintains contact with projects
after they are approved, the projects that have
performed less well suggest that more active
post-funding monitoring and follow-up might
either provide the projects with helpful
guidance in implementation or assist EDA in
deciding to terminate non-performing
projects.

It should be noted that since the projects were
evaluated at a single point in time, a below-
average score is not necessarily a reflection of
any project’s future potential.

If the six criteria are examined across all
projects reviewed, the highest scores appear in
creating partnerships, effective leadership,
leveraging resources, and effective progress.

Scores for job creation and stakeholder
empowerment are somewhat lower than other
indicators. This may indicate that these
aspects of project implementation are still to
be realized, and there are significant project
impacts to be realized in the near future.

Those projects that performed as expected or
better represent 76 percent of total funding
obligated in the projects reviewed, some $27.8
million.

Projects with overall DQ scores below .60
(that is, judged by the assessment team to
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have a “less than expected” performance
status) represent $9.0 million, or 24 percent,
of total funding obligated to the sample.

A critical element to project success is
effective leadership. None of those projects
with below average DQ scores (that is,
below.60) rate high on leadership.

« The use of the six indicators of project success
in the selection of future projects will lower
the risk of failure and maximize potential
benefits.

Recommendations

The following recommendations are drawn from
the analysis of case studies and the analysis of the
EDA approach to disaster assistance:

+ EDA should maintain its present team
approach in post-disaster recovery, and this
approach should be standardized for future
post-disaster assistance.

+ Since disaster response must be timely, EDA
should attempt to secure separate funding for
pre-disaster planning and to expand its
disaster mitigation initiatives, so that it can
respond quickly and effectively when
disasters occur. This funding could be
requested in a cooperative agreement with
other disaster response agencies such as
FEMA, HUD, and SBA.

«  On-site management of disaster assistance
delivery should continue, with a continuity of
personnel for the duration of the activity.
This establishes trust and confidence among
project managers, thus improving the possi-
bility that projects will succeed and show
effective progress.

The review of planned projects, and the
evaluation of an organization’s ability to
manage a project, should include careful
consideration of the experience of the grantee
project manager in the kind of project
proposed.

Key issues of project design, the establish-
ment of milestones, and project completion
should be addressed in the project brief and in
grant documents.

Criteria should be established to better

.monitor effective progress of projects.

Projects that do not show effective progress
after a midpoint evaluation under the five-year
guidelines should be considered for termi-
nation, with funds possibly reallocated to
projects that have demonstrated effective
progress and could benefit from additional
funding.

Based on the relative success of technical
projects and technical assistance/planning
grants, EDA may want to consider main-
taining flexibility in funding in these cate-
gories, shifting resources from revolving loan
funds and infrastructure projects. The distri-
bution of funding across project categories
should not be formulaic, however, but rather
should respond to the specific nature of the
needs resulting from the disaster.

Since it has been demonstrated that there is a
shock wave effect with significant impacts on
the surrounding region, the consideration of
funding for projects outside the directly
impacted physical area should continue.

EDA should codify its assessment procedures
in order to effectively track the magnitude and
direction of project impact on the post-
disaster recovery process.
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CASE STUDIES

"

Planning Projects

South Florida Regional Planning Council
(and Broward County)

m  Project Description

This project will fund a strategic plan for
economic development and international trade. It
will address sustained post-disaster efforts to
revitalize the three-county South Florida Region
(Broward, Dade, and Monroe Counties) for
increased interaction in the global economic envi-
ronment and for the ongoing impact of inter-
nationalization in the regional economy. The
project will promote regional collaboration and
facilitate the exchange of information and ideas
that will help local governments provide
economic opportunities and better serve their
diverse, multi-national and ethnic constituencies.

m  Project Cost

Two hundred thousand dollars from EDA.

®m  Purpose of the Project

The project will provide the framework for deve-
loping partnerships and collaborative networks
throughout the region. Before Hurricane Andrew,
the growth in the region served by the SFRPC was
not linked to a comprehensive regional plan based
on cooperative partnerships among local, state,
and regional development agencies. This project
was partly designed to create the necessary
leadership and focus in order to improve overall
economic planning in South Florida.

The project will particularly target international
trade and tourism and their relation to business,
workforce, and community development. The
strategy will include collaboration with the
region’s Universities Small Business Develop-

ment Centers; The Beacon Council; the Broward
Economic Development Council; the Palm Beach
Economic Development Board; and the Florida
Departments of Commerce, Labor, and Employ-
ment Security.

Project activities such as workshops, conferences,
and regional informational publications and
resource directories will be used to assist work-
force development, business and tourism deve-
lopment, education and care needs, and increasing
demands on local resources such as transportation
and information infrastructures, water and
environment systems, and emergency planning
and response.

m  Description of the Project Area

South Florida’s economy has historically been
linked to tourism and immigration. These forces
have influenced a region that is undergoing
unprecedented growth, which has put strain on the
social and economic planning resources of the
region. The recent history of the area reflects a
transition to a service economy, with an increas-
ing share of employment in the service sector and
a decrease in industrial manufacturing. Increases
in service-oriented employment share have
occurred in the non-agricultural sector from 77
percent in 1970 to 86 percent in 1990 and it is
projected to increase to 88 percent by the year
2005.

In the past decade, the region’s international
business community has grown in importance and
size and now includes many companies from
Europe and Asia, along with Latin America and
the Caribbean. The region is a destination of
choice for many European and Latin American
tourists. It is also the region of the country with
the largest immigrant population. This inter-
national connection is exemplified by the Miami
International Airport, where domestic and foreign
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carriers serve 24 cities in Europe and the Mideast,
29 cities in South America, 28 in the Caribbean,
10 in Central America, 4 in Mexico, and 4 more in
Canada.

More than 300 multinational companies have
opened offices in the region. In 1991 alone, $21.7
billion in was processed through Miami. Based
upon these developments, South Florida is evolv-
ing into a conduit for international goods and
services. The value added to the region’s
economy is increasingly external. European and
Latin countries coverage upon the region to trade
among themselves, rather than go directly to the
individual countries of South America or the
Caribbean. Consequently, South Florida is
emerging as the administrative and managerial
hub of a large amount of the global market in
European-Latin trade.

Before the hurricane, there was no overall
regional coordinating agency or international
trade strategy to provide an effective partner-
ship in economic development. Greater public/
private partnership was needed so that limited
government finances and authority could be
used to engage other public and private insti-
tutions in meeting development needs. This
project helps provide the leadership to create
development partnerships. It points the way to
establishing a comprehensive approach to
regional economic development in the
international sector.

In order to support the growing role of the region
in the world economy, the region’s economic base
must be broadened and shifted toward higher
value-added industries, which have high barriers
for the private-sector to initiate. Those barriers
include labor force training, infrastructure,
technology transfer, and start-up venture capital.
To overcome such barriers, it is necessary to take
a comprehensive approach to regional economic
development. Currently, there is no overall
regional coordinating agency or international

trade strategy to provide an effective partnership
in economic development. Greater public/private
partnership is needed so that limited government
finances and authority can be used to engage other
public and private institutions in meeting develop-
ment needs. This project will help provide the
leadership to create development partmerships. It
points the way to establishing a comprehensive
approach to regional economic development in
the international sector.

®  Hurricane Impacts in the Project Area

The damage done by Hurricane Andrew had wide-
spread consequences on the regional economy of
South Florida. The damage is still apparent in that
economic recovery has not reached certain areas
of South Dade, and the social and housing disloca-
tions that occurred after the event are now a per-
manent part of the economic landscape of the
region. One ironic aspect of the disaster event
was that it provided economic planners with a
respite from a basically unplanned development
activity in the region. After the disaster, virtually
all economic development ceased for a time. This
provided planners with the incentive to evaluate
their role in the future direction of economic deve-
lopment. Planning became a priority, and the EDA
grant was very opportune in its timing. The
disaster and subsequent planning grant from EDA
allowed the SFRPC to create the regional partner-
ships needed to proceed with a comprehensive
development plan.

“Partnerships were the most important thing
EDA created. They did this not by coming up
with their own plans independently, but by
going to existing substrate agencies to get help
to develop the area.”

Executive Director—SFRPC
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m  Project Outcomes

The $200,000 planning grant awarded to the
SFRPC allowed for the initiation of major
economic development initiatives in the South
Florida Region, documented by the SFRPC
(1995). These included the following:

«  The designation of South Florida as an
Economic Development District, which
enables the South Florida Regional Council to
promote and facilitate strategic approaches to
regional economic development in the South
Florida region. Further, it enhances the
Council’s ability to promote regional colla-
boration through partnerships that provide
economic opportunity throughout the Region
to better serve the Region’s diverse
communities.

+  The creation of a Regional Economic
Development Committee (REDC) that pro-
vides technical assistance to local govern-
ments, businesses, chambers of commerce,
economic development councils, and others
with economic activities impacting the South
Florida region. Using EDA funds, the REDC
has undertaken the following initiatives:

» The First Annual Economic Development
Resource Directory, which provides con-
tact names and other resource information
on organizations that provide assistance to
support the South Florida Regional
Economy. Five thousand directories were
produced, and most have been distributed
to public- and private-sector
organizations.

» The State of Florida’s Matchmaker
Business Conference, which provided
information to the business communities
on how to do business with federal, state,
and local governmental agencies and
corporate America. Between 500 and 600
businesses attended the conference.

» The development of an Overall Economic
Development Plan (OEDP), which pro-
vides strategic goals and policies to guide
the Region’s economic growth and
sustainability.

The initial EDA grant provided development
momentum that was leveraged into a $57,000
technical assistance grant, awarded to the Council
in August 1994. This award has furthered the
progress made with the original grant with the
following economic development initiatives:

»  The Southeast Florida 2025 Project, created
with special legislation (Florida Bill No.
3062), which calls for the creation of a Steer-
ing Committee to conduct a 1-year visioning
process for the southeast portion of the State
of Florida (Palm Beach, Broward, Dade, and
Monroe Counties). The purpose is to create a
comprehensive vision of Southeast Florida’s
future, covering, but not limited to, education,
law enforcement, health, and transportation.

»  The Council, in conjunction with the Cali-
fornia Institute of International Planning
Research, received a delegation from Tokyo
Shichoson Jichi Chosakai. The purpose of the
meeting was to share information with the
delegation regarding economic development
programs, growth management regulations
and strategies, metropolitan comprehensive
planning, and other issues affecting the
quality of life for both regions. In addition,
the Council participated in a workshop with a
local law firm in receiving the Deputy
President of the Academy of Jurisprudence
and the President of the Ministry of Justice of
the Russian legal system.

+  The Council sponsored the First Annual
Broward County Minority Economic Summit
and Resource Conference. The purpose of the
Summit/Conference was to focus community
attention on the issues that inhibit or limit
participation by members of minority groups
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in the County’s economic mainstream. The
Summit focused on solutions to problems that
need to be addressed by all sectors of the
community.

The Executive Director of the SFRPC notes that
because of the development activities fostered by
the grant, such as those listed above, it has
“expanded employment opportunities for
residents within the Region, specifically, those
persons displaced by Hurricane Andrew.”

It has also helped solve the problem of a “lack of
regional collaboration and cooperation on
common issues.” The SFRPC is now a planning
locus for hundreds of businesses and community
organizations. For example, the Economic Deve-
lopment Resource Directory lists 136 partners in
development, including banks, business assistance
organizations, county boards of education and
special districts, county and municipal govern-
ments, economic development councils, chambers
and resource centers, employment and job training
organizations, federal economic assistance
administrations, international agencies, state
agencies, and university and college programs.

The Hurricane also represented an opportunity to
review development goals and directions:

“Things are changing so fast in this part of
Florida—and are accelerated even from what was
predicted—the hurricane event combined with the
EDA planning focus allowed for the reflective
control of the accelerated growth process. This
was a critical juncture. In this sense, the hurricane
was a good thing” (executive director—SFRPC).
It allowed for a “time out,” in which disparate
groups of planners and development entities were
“connected”through the help of EDA planning
grants resulting in sustained networks and
partnerships across the region. This networking
provided a better mechanism for the planning and
regulation of growth. Acceleration of growth in
certain areas of the region is a mirror to the future
of the United States.

According to the Executive Director of the
SFRPC, the accelerated pace of development
in the region provides a natural laboratory for
the solution of problems to be faced by growing
urban and suburban areas throughout the U.S.
The post-disaster hiatus in development is also
an opportunity to derive “lessons to be learned”
arising from the EDA planning grant process
that can aid in the planning of future urban
development both locally and nationwide.

The sustained impact of all of this has been an
unnatural experiment in urban planning—there
was no plan. Things were just happening all over
the region—no control over the process. Change
was occurring in this region that were not
expected and that did not occur this rapidly in
other areas of the U.S.

The major factors that have contributed to the
success of the EDA planning grant strategy were
cited as “community and leadership support.”
The project manager “strongly agreed” that the
grant created new economic opportunities in the
region and further “agreed” that it had

* saved jobs in the area,
* increased jobs in the area,
» improved the local economy,

» improved the regional economy,

* increased community participation in
economic recovery, and

« created new community/economic

organizations and networks.

The project manager made the following summary
points:

» The project could not have been possible
without EDA resources.
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» The overall performance of EDA as an
administration was excellent.

« The SFRPC was very satisfied with the
timeliness and level of monetary assistance
provided by EDA.

« Based upon its original goals, the success of
the project is considered excellent.

m Leadership

The executive director of the SFRPC worked
closely from the beginning of the project with
EDA staff. Her leadership skills resulted in the
creation of new partnerships from the networking
seminars and conferences sponsored under the
EDA grant. The SFRPC played an important role
in planning the course of development after
Hurricane Andrew for the region. New national
and international contacts were made, and

partnerships evolved that resulted in job creation
and capital investment in the post-disaster
economy. The leaders (executive director, grants
officer) of the SFRPC were cited by development
partners such as the City of Homestead, Florida
International University, Broward County
Planning Commission, and Beacon Council as
being key players in the post-disaster recovery
process.

m  Summary

The SFRPC planning grant was successfully used
to create networks and partnerships for economic
recovery. The grant also successfully leveraged
additional funding for development activities, and
played a role in the development planning of the
region. The overall rating of this project is
outstanding.
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Greater Miami Convention and Visitors
Bureau (GMCVB)

®m  Project Description

The project was designed to fund the development
of a promotion video, a brochure, national media
coverage/newspaper publicity, feature story place-
ment in trade and special interest magazines, and
other related marketing activities. The project
would enable the GMCVB to implement a domes-
tic marketing program to reinforce the message
that Dade County’s tourist industry and attractions
were open for business and ready to serve visitors
after the hurricane. The marketing effort was
targeted to retain the domestic market that repre-
sented 52 percent of the visitors (4.4 million
people) who visit the Greater Miami area
annually. Also, a major component of the project
($339,000) was to be used in the development of a
long-range plan that would provide a compre-
hensive approach to revitalizing and expanding
South Dade’s tourism industry sector.

m  Hurricane Impact

Hurricane Andrew had a dramatic effect on South
Dade County. The tourism industry was greatly
affected as hotels, motels, restaurants, and com-
mercial/retail businesses south of S.W. 88th Street
were either completely destroyed or badly
damaged. In 1991, 10.8 million people visited
Greater Miami and spent $7.2 billion during their
stay. Over 98,300 people in the area were
employed by the airlines, hotels/motels, restau-
rants, entertainment/attractions, and local trans-
portation. An additional 195,000 people were
employed in industries that benefit from visitor
expenditures. Overall, thirty-one percent of Dade
County’s total employment is directly or
indirectly dependent on the visitor industry.

®  Projected Outcomes

The project was expected to prevent and/or
reverse a decrease in tourism revenue and the loss
of jobs, and to generate new jobs through the
creation of an expanded tourism base in South
Dade. The videos and brochures were expected to
reach thousands of potential visitors and were
designed to get information to consumers and
increase confidence about the Miami area as a
visitor destination. The publicity program and
feature story placements would build on the
videos and brochures to reinforce the message that
Miami was again open to visitors.

®  Results

The project is complete; the $1 million grant has
been spent. The GMCVB hired a public relations
firm to get press releases out and stories into
newspapers. The news stories were published in
newspapers throughout the U.S. and worldwide.

In an interview with the current project director at
GMCVB, he said that nothing would have been
produced without EDA funding. His contact with
EDA has been “great;” Dick Burnham has been
very helpful.

The GMCVB produced a Visitor Industry Plan
(VIP); a comprehensive strategic plan for tourism.
According to the VIP, more than 300 visitor
industry and community representatives from
Dade County participated in the strategic planning
process from March to December 1994.

A Working Group of 70 community leaders
drafted the initial mission and goals, and elected a
Steering Committee. Over 250 participants
attended a day-long conference in which they
recommended objectives and strategies. The Plan
is also a product of dozens of Task Force meet-
ings, five town hall meetings, a government brief-
ing, a legislative summit, and a private-sector
leadership focus group.
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According to the project director, the brochures
and videos produced with EDA funding told
people that “We’re up and operational; we’re
ready to receive you.” After the two tourist shoot-
ings, the number of visitors, especially Europeans,
decreased. The promotional materials, although
produced for post-hurricane purposes, also helped
to reduce fears of tourist violence. The videos
were distributed to tour operators, travel agencies,
and wholesale travel tour organizations through-
out the U.S. and the rest of the world. They
produced a total of 1,500 videos in several langu-
ages (English, French, Spanish, German, and
Portuguese). The brochures promoted a “tropical
Miami.” A total of 150,000 brochures were
produced and distributed.

The GMCVB also brought in 30 travel writers
from Europe and South America. These writers
visited and stayed in South Dade County. They
visited the Everglades, the MetroZoo, Key
Biscayne, the Monkey Jungle, the Parrot Jungle,
etc. They then returned to their countries and
wrote articles on South Dade in their own
newspapers and magazines. The GMCVB was
“selling” all of South Dade, not just one area like
Kendall or Homestead. The promotion also
reawakened the community’s sense of “tropical
Miami.”

The project director stated that “We’ve seen a
turnaround in tourism. We can’t really measure if
all of the increase is from EDA, but definitely
some of it is due to EDA.” He said that in the first
six months of 1995, the number of visitors to
South Dade increased by 42 percent.

m  Networking

The GMCVB formed several committees to work
on the project, including a Tourism Development
Committee, a Visitor Safety Committee, and a
Tourism Recovery Committee. The working
committees consisted of members from many
different organizations in the Greater Miami area

and were designed to be “all inclusive,” according
to the project director. The GMCVB contacted
people they had worked with in the past and set up
meetings to tell them about the project and to
create the committees. The question the com-
mittees were asked was “How are we going to
bring tourism back to the area?” Since the com-
mittee members live in the affected area, they
worked to get tourism and economic development
back into their communities.

An interview with one of the organizations that
was a member of the planning committees
revealed continued involvement with the
GMCVB. Since the committees were formed, the
organization has been invited to several public
relations meetings and to the GMCVB’s annual
meetings. Although the organization reports they
are not in contact with more organizations than
before Hurricane Andrew, they report working
with the GMCVB. For example, they are asked to
host journalists. ‘

m Leadership

Leadership for the GMCVB has been outstanding.
The goals of the EDA grant have been accomp-
lished in a timely fashion, and there has been a
rebound in the tourist industry as a result. The
director actively promoted the project among
members of the GMCVB and acted as an inter-
mediary between the local press and the inter-
national tourist community. He has shared his
vision of a successful tourist industry by challeng-
ing members of established development commit-
tees to take aggressive action in promoting
tourism in the Greater Miami area.

®  Summary

The GMCVB project has been very successful in
the promotion of tourism. Although economic
impacts and job creation are not directly measured
in assessing this project, we can assume that a
growing tourist industry has beneficial impacts on
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job creation and retention and overall economic
development in the region.
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Public Works/Infrastructure Projects

Florida City Commercial Water
Distribution Project

m Description of the Project Area

Florida City was almost totally destroyed by
Hurricane Andrew. Before the hurricane, Florida
City was a relatively poor agricultural area.
Already one of the poorest cities in Florida, the
prospect of recovery without outside assistance
would have been grim. The town is only 2.5
square miles, with a population of 6,000 perma-
nent and 3,000 additional seasonal residents,
migrant workers, fresh produce packers, and
visitors. Pre-hurricane construction included a
large number of old mobile homes, all of which
were destroyed by the hurricane. Overall, the
storm damaged an estimated 80 percent of the
City’s taxable property.

Approximately 75 percent of the residents are
minority populations with low to moderate
income levels. The 1990 median income was
$9,946. Family income of 26 percent of the
residents fell below the national poverty level.
Most of the population work in agricultural-
related business (service and retail), in the tourist
industry, or at Homestead Air Force Base, which
was destroyed.

The city has a designated “Enterprise Zone” of
986 acres, including 504 acres of commercial and
industrial facilities of which the State Farmers
Market is part.

Before Hurricane Andrew, the State Farmers
Market had a total of 30 tenants: produce brokers
and packers located in 13 buildings. The market
realized annual wholesale sales of $50 million
from pole and snap beans, corn, squash, okra,
tomatoes, and, to a lesser extent, tropical fruit.
This figure does not include additional sales

brokerages and on-site sales. The tenants
employed over 300 workers. In addition, the
business conducted at the market was estimated to
have supported 2,000 jobs in the immediate sur-
rounding agricultural community.

m Local Hurricane Impacts

The storm did $7 million worth of damage to the
State Farmers Market, with all buildings damaged
and four destroyed. Much of the agricultural area
supporting the market was shut down for months
after the hurricane. Many of those who worked in
the market left the area. Presently, the market has
recovered its worker and tenant base. According
to the market manager, there are again about 30
tenants, employing approximately 300 to 400
workers. Homestead Air Force Base was closed
by the storm, and in Florida City, 785 jobs were
lost and 1,986 threatened due to the closing of
businesses resulting from Hurricane Andrew.
Florida City’s City Hall was destroyed, along with
all of its records. Approximately 20 service estab-
lishments (hotels, gas, food, and restaurants) were
severely damaged.

m  Project Description

The EDA project consists of repair, replacement,
and expansion of the city commercial water
distribution system. It includes a 250,000-gallon
storage facility; 16,800 linear feet of 16" water-
lines; valves; fire hydrants; and replacement
paving.

m  Purpose of the Project

To replace and improve the city water treatment
and distribution system to facilitate growth in the
aftermath of the effects of Hurricane Andrew. It
will also provide water supply for domestic,
industrial, and fire protection. This will permit
construction of a new 120-room hotel, an outlet
mall, debris recycling plant, and industrial
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expansion, including improved service to the State
Farmers Market.

R Cost

Five million dollars in improvements to upgrade
the water system. This did not include $1,500,000
in emergency community water assistance from
FEMA for repair to other parts of the city’s water
system.

®m  Projected Outcomes

The project was predicted to

* restore an estimated 785 jobs;
* save an additional 2,206 jobs;
+ create an additional 670 new positions;

» leverage an estimated $30 million in private
investment;

« restore and renovate the Farmers Market;
» expand the industrial complex;

« allow construction of a mall, motels, and
restaurants; and

* complement the construction of 50 new
homes being built by “Habitat for Humanity.”

m Results: State Farmers Market

The new water distribution system has allowed for
the reopening, restoration, and renovation of the
State Farmers Market. The new pipe size of 12"
(the previous line was 8") has improved the
capacity of the market to handle produce and has
significantly improved market processing and
liquid waste disposal. According to the market
manager, the original buildings have been restored
and there are now some 30 tenants occupying the
market, employing between 300 to 400 people.
Produce facilities have been upgraded, and most
of the agricultural suppliers are now providing
crops of beans, okra, corn, and other vegetables as

before. The original workers in the agricultural
support sector have been replaced by new
migrants, but in the same numbers as before
(approximately 2,000).

The State Farmers Market is an improved
operation from the one existing before the

hurricane, due to the EDA funding.

Patrons agree that the market is improved over
what was there before. The regrowth of the area
has also brought in new business to the market.
However, some crops, such as lime groves, have
not recovered to their pre-hurricane status. Also,
many tropical outdoor and house plant growers
who employed local laborers before the hurricane
have become automated. Workers who used to
spray down plants with hoses have been replaced
by modern sprinkler systems and climate
controlled facilities.

In summary, the State Farmers Market is an
improved operation, due to EDA funding, from the
one existing before the hurricane. The jobs gene-
rated are nearly equal the number of those before
the disaster. However, some jobs have been lost
in the surrounding agricultural sector because of
the slow recovery time of some crops (especially
tropical fruit groves) and the automation of
tropical plant growing facilities.

®  Results: Florida City Keys Factory
Outlet Mall

The commercial water line attracted the Prime
Group from Baltimore to construct a factory outlet
mall in Florida City with 52 shops. According to
the city manager and local newspaper reports, the
mall was built in Florida City for the following
reasons.

_» The location is excellent.
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« The site is at the intersection of a federal
highway, with a local traffic light.

+  An estimated four million cars pass the site in
one year on their way to the Florida Keys.

+ The mall site is visible from the freeway in a
gateway position between the Florida Keys
and Southern Dade County.

+ The niall is within a one-hour drive of at least
3 million people who visit the area annually.

+ The commercial water line infrastructure was
in place due to EDA funding and, conse-
quently, did not have to be paid for by the
developers.

According to the city manager, the most important
factor that caused the mall to be built in Florida
City was the presence of the EDA-funded com-
mercial water line. Prime Group, the Baltimore
based developers, also has stated that the mall
would not have been built in Florida City without
the water line. If the developers had to pay for the
installation of such infrastructure, they would
have seen it as a great disincentive.

The mall construction phase created over 500
jobs, and Florida City residents were given pre-
ference in hiring. The mall presently has 52 shops
in operation and has generated approximately 300
jobs. 1t is estimated that the final expansion of the
mall will result in 400 to 500 permanent jobs.
Most of the mall tenants are outlets for major
chains such as Levis, L.A. Gear, Mikasa, and
Bugle Boy. Preliminary data suggest that these
businesses were not in Florida City before the
hurricane and would not be there now if it were
not for the mall. Estimated economic impacts of
the mall are:

» property value of $20 million;

+ annual sales of $40 to $50 million;

»  property taxes, for the first year, of approxi-
mately $640,000, of which one quarter went
directly to Florida City; and

« annual sales tax revenues in excess of $3
million per year, of which 30 to 40 percent
will ultimately be returned to Dade County
via a variety of revenue programs and grants.

® Results: Related Outcomes

Other impacts of the commercial water line
include plans for a dozen other businesses in
Florida City. These range from local stores to
nonprofit service organizations. Thus, the com-
mercial water line is having a revitalization effect
throughout the city area.

In an interview with the city manager, the follow-
ing points were made:

« The project is 90 percent complete.

» EDA’s performance was characterized as
outstanding; timeliness in providing disaster
assistance for this project as “very satis-
factory;” and the level of monetary assistance
provided by EDA is rated as “satisfactory.”

«  Without the EDA assistance, at least 75
percent of new commercial projects would
either have been delayed or nonexistent.

« The City of Florida City and the developers
have benefited the most from the project
through the increase in the tax base and cost
savings in infrastructure expenses.

+  The project will accelerate commercial
growth and development in otherwise vacant
commercial and industrial areas.

» The project will provide at least 500
permanent new jobs in the first 3 years.

»  Design changes, placement of interim
financing, and the bidding process caused a 4-
month delay in project start-up.
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* In the long run, the client population will
benefit from an increased potential for better-
paying local employment and upgraded safety
and health (from the new water lines equipped
with previously lacking fire hydrants).

* In the project development phase, the city
worked with other state and federal organiza-
tions as well as non-governmental organiza-
tions such as the City of Homestead; We Will
Rebuild; Habitat for Humanity; The Beacon
Council; the County Planning Commission;
Miami Dade Capital Development, Inc.; U.S.
Small Business Administration; and the
Federal Emergency Management
Administration.

m  [Leadership

The leadership for the Florida City Project came
from the City Manager and the Mayor of Florida
City. The Mayor and City Manager demonstrated

effective leadership by ensuring that city residents

were favored in hiring for all construction work
related to the grant. They were also favored in
hiring by the Mall shops. The goal was to create
both short- and long-term employment for Florida
City residents. Leadership was further demon-
strated in their convincing the Mall developers to
build in Florida City rather than elsewhere. Tax
incentives were provided on land used for
construction. New local businesses were also
provided tax incentives in connecting up to the
commercial water line installed by EDA. Without
this infrastructure, the Mall developers would not
have come to the City and other local businesses
(e.g., the Farmers Market) would not have
benefitted.

® Leadership in Leveraging Jobs and
Business Development

Informal interviews with 32 merchants at the Mall
provided some indication of community reaction
towards the Mall construction. These businesses

employed a total of 194 part and full time local
residents. None of the 32 shop Managers indi-
cated that their businesses were in Florida City
before Hurricane Andrew. The City Manager and
Mayor were given credit by the Mall manager for
providing these jobs. When asked how the Mall
helped their business, shop managers responded as
follows:*

»  “Improves area” (10%);

*  “Provides new jobs” (10%);

*  “Improves the community” (24%);
*  “Provides a place to shop” (16%);

*  “Good advertising and proximity to
customers” (24%); and

*  “Brings visitors and revenue to area” (22%).

*(These percentages are based on multiple
responses from some managers.)

Only one of those interviewed indicated that the
Mall did not have a positive impact (has not
brought business) while another indicated they
were “going out of business.”

m  Summary

The Florida City commercial water line has been
a very successful EDA project. Effective leader-
ship has resulted in many new jobs and businesses
for residents. It has also revitalized the City
economy, leveraged outside resources, and
increased tax revenues. Effective progress is
demonstrated by the completion of the Mall and
the development of at least 12 other businesses on
the commercial water line. The Farmers Market
was also able to reopen and recover lost jobs. The
Mall and other local projects have been carried
out with the help of partnerships with many
regional and state organizations.
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The Hialeah Farmers Market
m Description of the Project Area

The economy of Hialeah has changed con-
siderably since 1972 when manufacturing
accounted for the highest percentage of
employment. Hialeah was known as the “blue
collar community” of Dade County. The
manufacturing of apparel, textiles, chemicals,
fabricated metals, food products, furniture and
fixtures, printing and publishing, and electric and
electronic repair formed the base of the economy.
The proximity of Hialeah to the airport meant that
many residents also had jobs in airport support
services and construction contracts. The largest
percentage of manufacturing has been in the
garment and casual shoe industry. Since 1972,
service sector jobs have increased and now
account for over 75 percent of the total
employment.

The labor force includes the highest concentration
of foreign and minority residents of any place in
the United States. According to the 1990 U.S.
Census, 99.7 percent of Hialeah residents are
minorities. Traditionally, Hialeah has been the
greatest provider of low-cost housing in South
Florida. At the end of 1991, there were 2,208
empty residential units, with an additional 853
units under construction.

m Local Hurricane Impacts

The City of Hialeah was not in the direct path of
Hurricane Andrew. It did experience secondary
impacts, such as loss of power and other services.
However, it was primarily impacted by the shock-
wave effect of out migration from the disaster
area. The City of Hialeah Office of Economic
Development has estimated that more than 8,000
residents from South Dade flooded into Hialeah
after the hurricane. Displaced persons arrived
from Homestead, Kendall, Naranja, Perrine,

Cutler Ridge, and other affected areas. These
refugees from the disaster for the most part
remained in Hialeah and have become permanent
residents.

Before the storm, Hialeah had a housing vacancy
rate of 4.5 percent; after Hurricane Andrew, the
rate dropped to a low 0.1 percent, where it
remains. More residents put strains on city
services and the local economy. Hialeah had
insufficient jobs and housing to meet the demand.
Due in part to the disaster, Hialeah is presently the
most overcrowded city in Florida, with 8,890
people per square mile, compared to the surround-
ing county average of 990. The demand for public
services has increased and the public works infra-
structure is overloaded. The overcrowding in the
city creates an additional permanent increase in
costs for which no funds, emergency or otherwise,
are available.

Hialeah’s main objective is to create employment
at a rate of 1,800 jobs a year. Because of the
emergency nature of the situation created by the
hurricane and a downturn in the local economy,
they require immediate, cost-effective programs
that can bring the desired results.

m  Project Description

The EDA project will rehabilitate the old Hialeah
train station. The site is next to Route 27, which
connects with the Palmetto Expressway, I-75,
1-95, and LeJeune Road, and is less than one mile
from the Miami International Airport. The train
station will be converted into a Farmers Market
and Produce Exchange and provide office space
for Hialeah Dade trade expansion programs. The
project will include concrete slab flooring, roof
improvements, ramps, docks, water and sewer,
parking, and other related infrastructure, including
street access improvements from Route 27.

Case Studies + 53



EDA’s Post-Disaster Assistance Program After
Hurricane Andrew: Final Report

EDA $1,500,000
Applicant $250,000
Total $1,750,000

®  Purpose of the Project

The project addresses some of the major elements
of the economic crisis in the City of Hialeah
resulting from the dislocation of people as a con-
sequence of Hurricane Andrew. Project activities
also address pre-existing economic conditions
resulting from the loss of a major manufacturing
distribution center and service industries. This
grant would be complemented by more than $1
million in private-sector funds.

®  Projected Outcomes

¢ The Farmers Market will revitalize a
depressed area of the city by creating an
economic attraction with appeal to city
residents, county residents, and tourists.

* The market will create, in the short term, an
immediate 200 new jobs associated with the
sale of goods and services in the market.

* The combined funding for the grants and city
programs will account for more than $2
million in this strategic area.

» The project is expected to trigger an
additional 1,000 jobs in the immediate area,
including the utilization of a now vacant
Winn-Dixie distribution facility.

* The market will serve as a link with an
international produce trade with South
America, since it is used by major tropical
fruit distributors in the area.

» The market will create a distribution and sales
outlet for the agricultural producers of Dade
County.

*  The facility is projected to bring shoppers
from Dade, Broward, and Palm Beach
Counties, with a population of over a million
people. The regional tri-county transportation
system “Tri-Rail” stops at this location.

m Results

Construction of the market has experienced some
delays and is behind the projected schedule.
These delays are due to the following:

 achange in building codes and regulations
after Hurricane Andrew;

* achange in city administration since the
approval of the project; and

« the decision to conduct an additional market
analysis of farmers market potential in
Hialeah.

However, the project is going forward into
construction. Supporting its continued viability
are its strong marketing potential, as evidenced in
the recent study.

At the city’s request, the Chesapeake Group, Inc.
conducted a market feasibility study in 1995. It
found that some 41 percent of 500 households
contacted in a telephone survey presently pur-
chased fresh produce from a market or business
other than a supermarket. If a farmers market
were available, a much larger proportion of the
sample (71%) reported they would use it.

Some 22 percent of the households also purchase
fresh fish or seafood from a market or vendor
other than a supermarket. While many do not
make such purchases at present, the lack of
available vendors in the area may be a primary
reason. Almost two-thirds (63%) stated that they
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or another household member would be likely to
go to such a market if it existed.

The tourist appeal of the farmers market will be
derived from a festive but casual eating and
shopping center. Eating facilities and trans-
portation will make the market appeal to residents
as well as those from outside the area. In contrast
to most farmers markets, the market will have a
Spanish tile roof, palm trees, stucco facade, and
wrought-iron railings. The Tri-Rail will allow
people from as far away as Palm Beach County to
come to the market. A monorail will eventually
connect the market to Homestead, thus supporting
the major agricultural center of the region and
providing customers with fresh local produce at
wholesale prices.

m Leadership and Project Adaptation

The City Manager provided leadership for this
project. His many years experience in city
management, including the administration of
several previous EDA grants, allowed the project
to accommodate delays caused by the election of a
new mayor.

The improvements on project design came partly
as a result of a marketing feasibility study
requested by the mayor’s office. By revealing

local consumer preferences, the study will
improve the overall project impact.

m Leveraging Resources and Jobs

Elections and changes in building codes have
delayed the creation of jobs and stakeholder
empowerment from the Farmers Market project.
The conducting of the market feasibility study is
an empowerment instrument that will better fit the
market with the needs of the community.
Additional resources will come when the market
is completed and additional businesses such as
restaurants, gift shops, and produce stands are
established.

m  Summary

Effective progress has been somewhat delayed by
changes in building codes and a mayoral election
in Hialeah. As a result, the job creation and
leveraging of outside resources from business
development in the market have not yet occurred.
The delay has allowed the project leadership to
conduct a marketing feasibility study which has
increased the understanding of potential project
impact on community consumers. Construction of
the project was just underway at the time of the
assessment.
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MetroZoo
m  Description of the Project Area

MetroZoo was founded in 1956, and the present
facility was built in 1972 under the administration
of the Metro Dade County Parks and Recreation
Department. MetroZoo, west of the Florida
Turnpike and between S.W. 124th Avenue and
S.W. 152nd Street. One of the largest zoos in the
U.S., it has over 700 acres of land within its
boundaries. MetroZoo’s animal collection con-
sists of approximately 260 species, containing
over 900 live specimens of reptiles, birds, and
mammals. MetroZoo is located 20 minutes from
Miami International Airport, 30 minutes from the
Port of Miami, and 45 minutes from Fort
Lauderdale. MetroZoo is supported by the Zoolo-
gical Society of Florida which provides educa-
tional programming, publishes a bimonthly news-
letter, and sponsors volunteer services for the zoo.
The zoo has a board of directors made up of com-
munity leaders in Dade and Broward counties who
support the educational, conservation, and recrea-
tional goals of the zoo.

The MetroZoo is an important resource for
tourism and recreation in the South Dade area,

which was the sector of the economy most
heavily hit by the hurricane.

The MetroZoo is a primary tourist destination in
South Florida. The zoo not only depends upon
visits from tourists, but also receives strong local
support from residents to be successful. It makes
a good alternative to the beaches for those who
want a destination in the area close to their homes.

m  Local Hurricane Impacts

The zoo suffered directly from damage to its
facilities and indirectly from the damage suffered
by local residents. Many local residents were
regulars before the hurricane, often spending parts

of the day at the zoo during the week. This was
particularly true for those who visited the aviary,
considered by many to be the centerpiece of the
zoo exhibits.

Most of the residents around the zoo suffered
severe damage to their homes and businesses from
Hurricane Andrew. These individuals represented
the core of community support for the zoo. They
did not return to the zoo for many months because
they were engaged in efforts to solve their own
problems with hurricane damage to homes and
businesses.

The MetroZoo suffered the following major
damage from the hurricane:

» The aviary, the centerpiece of the zoo, was
totally destroyed at its prime, with the bird
population at its height in both number and
diversity. The aviary has not been rebuilt due
to delays and disputes with another federal
relief agency that assumed responsibility for
its reconstruction.

*  Most of the large birds were saved by being
put in holding areas. The supervisor of the
bird collection and his team were able to catch
56 flamingos and 103 cranes, vultures and
storks and secure them in the zoo’s hay barn.

+ Habitats for other animals were also destroyed
by the hurricane. For example, the grove of
eucalyptus tress used for feeding the koalas
was destroyed in the hurricane and has not yet
recovered.

* Fences surrounding the night houses for the
larger mammals were destroyed during the
hurricane, creating a potentially serious
hazard, as there was nothing left to actually
hold these dangerous animals in their
paddocks.

» All food storage capacity for the animals, such
as the freezer for the meats, was destroyed.
Busch Gardens came to the rescue with a
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refrigerated storage van and other foodstuffs
for the animals.

» The entrance and pathways of the zoo were
impassable, covered with debris and fallen
trees and vegetation. It took two weeks just to
clear the parkways for vehicle traffic.

» The zoo restaurant, entrance, parking area,
water pumps, and fencing were all destroyed
by the hurricane.

«  The downed fence surrounding the zoo
perimeter allowed numerous abandoned dogs
from adjacent neighborhoods to roam freely in
the zoo.

»  Presently, over 70 percent of the other
exhibits have reopened. Unfortunately, this
does not include some of the more valuable
and popular exhibits, such as the koalas.
Many of the animals in unopened exhibits
remain in other zoos in Florida and elsewhere
in the U.S.

“EDA truly was a support agency in every aspect
of the recovery process—they have been nothing

but cooperative and helpful.”
MetroZoo Grants Manager

® Project Description

The EDA grant to the MetroZoo project will allow
improvements to be made to the existing facilities
as well as provide additional facilities for expan-
sion of the MetroZoo. The improvements and
expansion will be made to water and sewer, the
entrance, paving and lighting in the parking
facilities, educational indoor/outdoor auditorium,
picnic shelters, and restroom facilities.

®m  Purpose of the Project

Implementation of this project will help MetroZoo
reestablish employment opportunities and

improve the community’s quality of life by
restoring a much used recreational facility. By
reopening and expanding MetroZoo, South Dade’s
tourist economy will be stimulated.

EDA Share (100%) $4,500,000
Applicant (Waiver Requested) $0
Total $4,500,000

®  Results

The EDA grant was just one part of the larger and
very complicated recovery program needed to
restore the MetroZoo. The restoration process
required prioritizing so that essential infrastruc-
ture designed to protect the health and safety of
the animals and visiting public was repaired. For
example, the National Guard began the process of
securing the animals and by December 1992, the
zoo was partially reopened. The reopening of the
zoo had a profoundly favorable psychological
effect on local residents, who visited immediately
in large numbers.

“EDA has been very efficient and their grant less
costly to administer than others. This is because
EDA doesn't just help people during
disasters—they already have ties to
municipalities and agencies throughout the
country with some foreknowledge of what the
needs are. They identify needs, solicit and
review projects, and have the experts with which
to do that.”

(MetroZoo Grants Administrator)

Personnel involved in the rebuilding consider the
EDA contribution to the zoo project to have been
the easiest to administer and the most helpful in
its timing and outcomes. Key informants at the
zoo and Parks and Recreation believed this was
due to the knowledge EDA staff have of how busi-
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ness functions and how local economies function.
The conclusion is that professional EDA staff
have developed an in-depth understanding of the
“culture of business.”

The EDA funding has

* maintained and improved water and pump
systems used for the cleaning and main-
tenance of all animal enclosures and for the
irrigation of all plant exhibits and lawns at the
Z00;

» improved the parking areas, increasing access
to the zoo facility;

» created additional jobs and investment for the
zoo and community through the reconstruc-
tion and remodeling process;

s restored the zoo restaurant and constructed a
public restroom facility on the back 200 acres
of the zoo;

* allowed the modernization and rebuilding of
the zoo entrance; and

» provided for the construction of a 12,000-
square-foot educational court. The court will
be used to exhibit artifacts and various other
educational items on loan from the
Smithsonian. It will also include a pavilion
and recreation area for school and discussion
groups. This represents an educational
resource that was not present before the
hurricane, and is thus an improvement in the
educational capacity of the zoo.

The overall satisfaction of zoo personnel and
administrators with the EDA contribution to its
recovery has been very high. Officials involved in
the reconstruction made the following points:

* EDA was very timely with its response—the
grant was the first one applied for and
approved for funding, sending a critical
psychological message that the “zoo would be
back better than ever.”

Once funding was approved, EDA did not
interfere with the decision-making process by
zoo administrators as to the timing of con-
struction or the letting of construction
contracts. The need to comply with new
building codes and regulations and to priori-
tize the repair and reconstruction process at
the zoo led to some delays.

The professionalism and expertise of the EDA
staff was rated as exceptional. Besides help-
ing administrators prepare the EDA grant,
EDA staff also provided technical assistance
to the zoo administrators in responding to the
grant requirements of other disaster recovery
agencies.

The major components of the grant relate
directly to the visitors—new restrooms, a new
front entrance, and an educational facility.

Officials felt that zoo visitors will benefit the
most from the EDA project by having their
experience enhanced, which will possibly
generate additional visits.

The recovery of the zoo is a complex process
that requires all of the components, particu-
larly centerpieces like the aviary, to be
restored before the zoo can achieve its
potential. The full impacts of the EDA fund-
ing cannot be realized promptly because
agencies controlling other funded projects,
like the aviary, have not been as efficient as
EDA in their grant administration strategies.

Without the EDA assistance, the zoo would
have had to continue to defer maintenance of
improved systems and deal with the non-
existence of the new educational facility
making the zoo a less desirable destination.

Zoo officials were very satisfied with EDA’s
efficiency and timeliness in responding to the
disaster.

Zoo officials also reported being very satisfied
with the level of monetary assistance.
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+ In the future, the EDA project will continue to
have a positive impact on the client popula-
tion because it will improve patron amenities
in the park and enhance the visitors’
experience.

As the zoo draws visitors to South Dade, it will
" also have an impact on improving the local
economy in areas surrounding the zoo. Visitors
have increased since the hurricane by 200,000
from 1993 to 1994 (see Table 6).

Year Attendance

1993 330,000

1994 530,000
1995 (Projected) 570,000 - 575,000
1996 (Projected) 600,000 - 615,000

m Effective Leadership

MetroZoo is under the auspices of the Metro Dade
Parks and Recreation Department. Leadership for
this project came from the revenue office of the
Parks Department, from the zoo director, and from
the grants director of the zoo itself. All of these
individuals did outstanding work in guiding the
EDA project. Their efforts resulted in rapid com-
pletion of the EDA portion of the work. They
cooperated with many agencies and individuals in
this effort and raised the consciousness of the
importance of the zoo for the entire community.

An important factor in their success was
experience. The director of revenues for the Parks
department had many years experience in fund
raising and grant administration. The present
director of the zoo has worked at the facility in
one capacity or another since he was 16 years old.
Now in his forties, he described the zoo staff as a

“working family” dedicated to the survival of the
zoo and the well-being of zoo visitors and
animals. As their leader, he regularly interacts
with local chambers of commerce, the Florida
Zoological Society, the Miami Visitors and
Convention Bureau, and many other organiza-
tions, including zoo volunteers (docents). His
staff have very high praise for his efforts to bring
the zoo back to its original status and his sense of
vision towards making the zoo better than before.

His efforts have included major advertising
campaigns to promote the zoo. He has traveled
across the U.S. and to other countries to “sell” his
institution and let other zoological gardens know
that the zoo is recovered from the disaster and
open to business. A recent trip to Indonesia
resulted in the loan of a Komodo Dragon for
display at the zoo. The Indonesian government
considers these animals as national treasures, and
rarely gives permission for one of them to be
borrowed for display purposes. This rare animal
also takes special care, and the facility and staff
was judged by Indonesian officials to be up to the
task.

m  Summary

The EDA project at the MetroZoo has helped in
the recovery and reopening of this important
facility. Effective leadership has maximized the
benefits of the project, as demonstrated by the
steady increase in post-disaster attendance at the
zoo. All EDA-funded infrastructure restorations
have either been completed or are under way.
Stakeholder empowerment was reflected in
extensive community and volunteer participation
in the zoo recovery. The most difficult obstacle to
overcome has been the loss of the aviary, con-
sidered by many as the centerpiece of the zoo.
Infrastructure replacement of the aviary is under
contract to another agency.
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Homestead Commercial Water and
Sewer Project

m  Project Description

This project provides funding to construct water
and sewer lines and improve roads in Homestead.
This work will extend water and sewer services to
the new Homestead Motorsports Complex and
Park of Commerce facilities, which could other-
wise not be built. It is estimated that these
facilities, when fully developed, will provide
12,000 jobs for workers displaced by Hurricane
Andrew. Dade County initially committed $11
million to assist with on-site improvements to the
motor sports complex. As a result, this state-of-
the-art facility is the only race track in the United
States that can provide Formula 1 racing.

The industrial park will be designated a Free
Trade Zone, whose goal is to attract international
trade partners to the area. For example, plans
include the importation of Formula 1 auto parts
from English firms for engine construction and
repair.

B Project Cost

The cost of the project for EDA is $7.0 million.

B Purpose of the Project

The project will allow significant business and
recreational development to occur in Homestead.
The project is expected to have significant impact
on job creation and private investments. All
residents of South Dade will be direct and indirect
beneficiaries of the development as they bring in
tax dollars and have a multiplier effect on the
local economy, bringing in out-of-town dollars for
goods and services in the South Dade area.

The EDA-funded projects, in particular the
Motorsports Complex, will serve as marketing
tools to demonstrate that Homestead is on the road

to economic recovery and, in some ways, is better
than before the disaster.

m  Local Hurricane Impacts

The City of Homestead suffered major losses to
its economy and infrastructure after Hurricane
Andrew. The city lost 50 percent of its electrical
service and 85 percent of the buildings (homes
and businesses). The economic base, for all
practical purposes, vanished. Homestead Air
Force Base, a major source of employment was
destroyed. The local agricultural industry, another
major employer, initially lost $250 million in
permanent income, $580 million in damage to
structures, $130 million in damage to the groves,
and $280 million in losses to the foliage/nursery
industry.

“The destruction of Hurricane Andrew was the
catalyst for making this project come to fruition.
The infrastructure provided to the sites allowed
new business to be developed to replace those
lost to the storm. This project could not have
been realized without EDA assistance.”
Director—Community Development
and Planning

Another major impact was the significant loss in
population after the disaster. The population
dropped by 40 to 50 percent after Hurricane
Andrew. Although the population is returning to
pre-disaster levels, many of the original residents
never returned. The city manager noted that many
who left, as well as many people across the
country, still hold an image of Homestead as a
devastated area.

m  Project Impacts

The promotion of the project has been under the
auspices of the Beacon Council (Dade County’s
economic development organization), the Greater

60 -« Case Studies



EDA'’s Post-Disaster Assistance Program After
Hurricane Andrew: Final Report

Homestead/Florida City Chamber of Commerce,
and the City of Homestead.

Construction on both infrastructure components is
complete and hundreds of permanent jobs have
been created for local residents. The results of the
industrial park and The Motorsports Complex will
be discussed separately below.

m Industrial Park

Initially, fourteen companies, with the potential to
employ over 2,500 workers, expressed interest in
the industrial park. Initial inquiries about locating
in the park came from the following types of
companies:

« arecreational boat building operation that will
employ 300;

+ atruss assembly plant that would employ 200;
+ aclothing operation that would employ 200;

« amodular home factory that would employ
250;

an aircraft maintenance company that would
employ 600;

« adata processing center that would employ
150; and

« nine other companies identified by the Beacon
Council that would employ a total of 840
workers.

The industrial park is presently underutilized, but
it is expected that the other initial businesses will
move into the park over the next several years. As
a result of the industrial park, a local health care
conglomerate has expressed an interest in deve-
loping a 13-acre parcel immediately west of the
Foreign Trade Zone site for a sports and industrial
medicine clinic. This facility would employ 50
people.

The City of Homestead Chamber of Commerce’s
development plan encourages the creation of
business clusters that complement each other. For
example, within the Free Trade Zone, a plan was
formulated to create an “International Village”
where local vendors can develop international
business contacts and markets for local products.
Committed companies have the potential to
employ over 2,500 workers. The ultimate goal is
to have about 20 jobs per acre on the 280 acre site,
resulting in a total of 5,600 maximum jobs in the
industrial complex. Presently, companies
occupying the park employ over 400 people.

Businesses that have made firm commitments to
the park and/or are already operating there
include:

» Contender Boats, employing 300;

« Guanmard Scientific, a firm that supplies
supply medical training devices to the United
Nations that are used worldwide, 70
employees;

» Silver Eagle Beer Distributors, 105
employees; and

« Anderson Walls, about 30-35 employees.

Other signs of effective progress include pending
contracts with Motorola, which hopes to bring in
two companies to provide captive suppliers with
high-quality subcomponents. This is termed a
“suppliers integration program” and is designed to
help smaller companies get established. Knappe,
a company out of Grabau, West Germany, is also
considering the park for its water treatment equip-
ment plant under the free trade zone in the park.

m  The Motorsports Complex

The Homestead Motorsports Complex is fully
operational. The completed facility includes
seating for over 60,000 (from an original plan for
only 9,000), skyboxes, 30 garages with 30 VIP
suites above, and parking for more than 19,000
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cars. The $59 million state-of-the-art facility is
capable of hosting nearly every kind of profes-
sional auto race. For example, the following is the
diverse racing schedule so far for the upcoming
year:

IndyCar Spring Training February 5-9, 1996

Mariboro Grand Prix of Miami March 1-3, 1996
(Toyota)

NASCAR Super Truck Series March 16 & 17, 1996

AMA Superbike and 250 GP May 18 & 19, 1996

Jiffy Lube Miami 300 Nov. 1-3, 1996

Busch Grand National No date provided

The inaugural race, held on the weekend of
November 3-5, was attended by over 63,000
people and televised nationally on CBS. Total
attendance over the 3-day event was estimated at
over 100,000, with 15, 000 and 23, 000, respec-
tively, attending the first two days, and 63,000 the
day of the race (November 5th).

Local businesses, from gas stations, restaurants,
and local ice and paper product suppliers to fresh
produce and snack food distributors, also
benefited from the event.

In the design of the EDA grant, the project
director ensured that local residents were hired
by the various new businesses attracted to the
site. Community-based organizations were
included in the initial design to work with the
businesses to further local economic
development.

A major marketing campaign has also begun,
using such sources as Business Week and the Wall
Street Journal. A recent full page advertisement
in the Journal was designed to promote the
Motorsports Complex, South Dade County, and
Homestead. The campaign features sports
packages with tours of the downtown Homestead
antiques and business shop area for wives of race
fans. The campaign also plans a 30-second TV
commercial, under production, with the donated
race car of Ralph Sanchez. This will show a

“behind the hood” tour of the Homestead
Motorsports complex and community.

In the initial grant, the project director protected
local residents by ensuring that they would be
hired by the various new businesses attracted to
the site. Also, community-based organizations are
involved with these same businesses so that they
could further local economic development.

During race events, 300400 part-time workers
are employed. These included ticket takers,
beverage servers, ushers, parking attendants, and
other support staff. Twenty full-time employees
include painters, security, and lawn maintenance.
Two driver training schools have hired seven
employees. (One school uses “Indy” style cars for
training while the other specializes in training
security and government agencies in high speed
chase vehicles.) The track is also rented, on a
daily basis off-season, to racing teams for engine
testing and racing practice.

m Leveraging of Funds

The City of Homestead has raised additional
funding for the Industrial Motorsports Complex.
The initial $11 million from Dade County came
from hotel-bed tax monies. In February 1993,
county commissioners added another $20 million
in revenues from a sports-related bond issue. The
City pitched in another $5 million to bring the
total up to $36.5 million. Commercial sponsors
eventually upped the total leveraged funding to
$51 million. The additional funding comes from
sale of track rental signs and a City contract of $8
million with Miami Motorsports, for a total of $59
million.

m  Partnerships

The City of Homestead has forged partnerships
from the Homestead complex that did not exist
prior to the Hurricane. The following organiza-
tions have been networked or partnered with on
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the Motorsports Complex and other related
disaster recovery initiatives by the City of
Homestead Community Development and
Planning Department:

Local Government and Community
Development Organizations:

« Miami Motorsports

« Homestead Chamber of Commerce

+  Vision Council
Regional:

«  County Planning Commission

»  The Beacon Council

«  Metro-Dade Community College Homestead
Campus

State:

+  Florida Economic Development Commission
»  We Will Rebuild
+  Habitat for Humanity

Federal Agencies and National Organizations:

« U.S. Small Business Administration

» National Mainstreet

 International Downtown Association

« Federal Department of Transportation

All of these linkages have been directed at
improving the development environment in South
Dade, improving the viability of the Motorsports

Complex project, and attracting tourism and new
business to the area.

m Assessment of EDA

In an interview with the project director (City of
Homestead Director of Community Development
and Planning), the following points were made:

« The overall performance of EDA for the
community of Homestead was “outstanding.”

» The City was very satisfied with the
timeliness and level of monetary assistance
provided by EDA.

+  The success of the EDA-funded project based
upon its original projected goals is rated as
“outstanding.” This is based on the viability
of the project to attract tourism and positively
affect the local and regional economy.

The project director was asked to assess a list of
development parameters on a scale from “strongly
agree” to “strongly disagree.” The items are listed
below followed by his responses:

EDA assistance has

saved jobs in the area (agree);
 increased jobs in the area (strongly agree);
. improved the local economy (strongly agree);

« improved the regional economy (strongly
agree);

« created new economic opportunities (strongly
agree);

brought new business to the area (strongly
agree);

» increased community participation in

economic recovery (agree);

 brought new residents to the area (neutral);
and

+ created new community/economic organiza-
tions and networks (strongly agree).
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The project director was also asked to rate this
EDA project on a scale of 1 to 5 (I means “no
difference;” 5 means “major difference”).
Responses to the general question “How has EDA
assistance helped the organizations/businesses
make a noticeable impact on how the community
of Homestead deals with disaster issues?” are:

* making the community more aware of disaster
issues (3);

¢ strengthening community organizations (5);

 improving cooperation between community
organizations (5);

 providing a sense of community leadership
(4); and

* encouraging civic responsibility (5).

Finally, in response to the question, “What impact
will the EDA assistance project have for the client
population in the long run?,” the Project Director
said:

“EDA funding has provided infrastructure for this
project that was crucial to its success. The
assistance they provided will allow for job
retention and creation and business startups for
the client population, thereby attracting other
investments and increasing the standard of living
and sense of community pride.”

m  Leadership

Leadership in the development of this project has
been outstanding, due to the cooperative efforts
of several different individuals and organizations.
The city manager and the Director of the City of
Homestead Planing Department played major
roles in securing businesses and the Motorsports
Complex for the city. The Vision Council and

Chamber of Commerce have been instrumental in
promoting the project.

The owner of Miami Motorsports worked closely
with the city and community governments in
securing funding for the Motorsports Complex.
This was critical in upgrading the original design
to a state-of-the-art facility. The Vision Council,
a development arm of the city, has aggressively
sought out businesses to locate in the industrial
park, and further promoted the Motorsports Com-
plex through regional and national advertising
campaigns.

Leadership resulting in local empowerment comes
from the directed preference of residents for part-
time and full-time employment at the Motorsports
Complex. Participation and empowerment of the
local business sector in project development has
resulted in plans for a shuttle service to the
Homestead business corridor to operate during
racing events. This will bring patrons to the shops
of downtown Homestead, providing an alternate
activity for families of racing fans.

®  Summary

The Homestead water and sewer commercial
extension has allowed for the development of the
Industrial Park and The Motorsports Complex.
These facilities have provided a significant
economic boost to the City of Homestead and
South Dade County. Although the Industrial Park
has not reached its potential at this time, the
Motorsports Complex is fully operational. The
opening was very successful, with over 60,000
patrons in attendance on race day. Leadership and
leveraging of secondary resources has been
outstanding in this EDA project. Hundreds of
permanent and temporary jobs have been created
by the project, and many more are anticipated,
with a total predicted employment impact for the
area of 12,000 jobs.
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South Dixie Highway Commercial Water
and Sewer Project

m Description of the Project Area

South Dixie Highway (U.S. 1) and the Florida
Turnpike are major corridors for traffic to the
cities of Homestead and Florida City and tourist
destinations to the south, including Key West.
The project area covers approximately 400 acres
of property along the Dixie Highway between
232nd Street and 264th Street.

Prior to Hurricane Andrew, there were a number
of small businesses in strip malls and stand alone
structures along South Dixie Highway. These
businesses included automotive dealers, small
restaurants, repair shops, hair salons, clothing
stores, fruit and vegetable packing houses,
convenience stores, and building suppliers.

The original businesses along this stretch of the
highway served a clientele as far south as
Homestead and Florida City. Most area busi-
nesses bordered the highway, with the surround-
ing land in the communities of Naranja and
Princeton dedicated to agriculture. An agri-
cultural co-op along the road served forty families
who produce limes, pole beans, okra, and other
fruits and vegetables. Also, a large flea market is
present in the area, and is being considered for a
revolving loan grant under another EDA project.

The project area is poor. Some 75 percent of the
business structures are owned by minorities and
migrant farm workers. Most of the residents work
in agricultural related activities or businesses
(service and retail) or in jobs connected with the
tourist industry.

m  Local Hurricane Impacts

In the aftermath of Hurricane Andrew, 1,800 jobs
were lost in the project area. Business structures
and homes along south U.S. 1 received only a

moderate amount of hurricane damage, but lost
much of their client base. Because some of the
businesses such as clothing and hardware stores
managed to open fairly soon after the disaster,
they provided essential services to many hundreds
of homeless and displaced persons from the
impact zone further south. This created an arti-
ficial surge in business in the area. Some of the
business owners took advantage of the situation
by raising their prices, while others took the
approach of keeping prices down with the hope of
attracting new customers after the disaster phase.

However, outmigration from the Florida City and
Homestead area eventually depressed this artifi-
cial market, and businesses relying on a local
clientele began to suffer. Some of the businesses
closed and left the area, while others just barely
manage to survive today.

In the immediate area along U.S. 1 there were 93
small businesses employing 300 people prior to
the disaster. As of March 1993, 22 businesses had
reopened, employing 72 people. Since March
1993, others have opened bringing the total to 50
businesses. Of the businesses that have reopened
or opened, only two out of 20 visited were new to
the area, indicating that the area is economically
stagnant. By contrast, just south of U.S. 1 the
Florida City Keys Mall is populated with new
businesses.

Owners of vacant properties along the South Dixie
Highway corridor have failed to attract new con-
struction to the area. They have been stymied in
sustaining interest in development because of a
lack of adequate commercial water and sewer line
facilities. Before Hurricane Andrew, all busi-
nesses along the highway used individual septic
tanks and wells, and a privately owned water
system that had little capacity for commercial
expansion. Some of these tanks were damaged
after the hurricane, while others do not meet
established county codes. Because of the degree
of existing commercial, agricultural, and
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industrial development, private wells and septic

tanks are no longer viable alternatives. Further-

more, septic tanks and wells are impediments to

commercial expansion and new construction and
hinder economic development in the area.

A survey of businesses conducted in mid-January
1993 by Dade County indicated that over 60
percent would expand or rebuild if adequate water
and sewer services were available. However,
continued lack of access to sewer lines will cause
further economic decline in this key area of South
Dade. Interviews with key informants confirmed
that unemployment, crime, and loss of a client
base have increased in the absence of any
completed incentive for development.

®m  Project Description

The EDA project addresses the inadequate water
and sewer system by funding new water and sewer
mains along the South Dixie Highway between
S.W. 232nd and 264th Streets and along the
adjacent roads. (These include approximately
39,000 linear feet of 10", 12", and 24" water main
and 29,000 linear feet of 8" gravity sewer main;
300,000 feet of 12" and 24" force main; 2 sewage
pumping stations; and 124 fire hydrants and
related appurtenances.)

®m  Purpose of the Project

The facilities will supply potable water and sani-
tary sewer service to a commercial and industrial
area previously served by wells and septic tanks.
These infrastructure improvements will allow
future growth and expansion of existing
operations. They will also allow the lifting of
Dade County code restrictions prohibiting
industrial and commercial zoned land users served
by an onsite well and/or septic tank from
rebuilding.

» Cost

Five million dollars will be invested in improve-
ments to upgrade the water system. Required
matching funds included $3.8 million from the
State of Florida and $1.2 million from Dade
County, for a total project cost of $10 million.

m  Projected Outcomes

The project was intended to do the following:

 allow existing businesses currently not in
compliance with the code to meet those
requirements; and

+ increase employment opportunities in the
area, as the type and number of businesses
increase due to the availability of adequate
water service, fire protection, and sewage
treatment.

B  Results

At the time of the fieldwork, the water and sewer
lines were still under construction in the area.
According to the project director, 85 to 90 percent
of the project work was completed as of
November 1995. Informal surveys conducted
with 15 -businesses along South Dixie Highway
showed that targeted beneficiaries of the project
have mixed feelings about its benefits. None of
the business owners had a clear idea of who was
funding the project nor were they aware of EDA’s
contribution to the project. Furthermore, they
were all unsure as to who would ultimately pay
for the construction and whether they would be
assessed construction costs.

When asked if they were satisfied with the water
and sewer line that would connect them to county
services, eight of the business operators inter-
viewed responded “no.” The major complaints
were associated with business and traffic disrup-
tion from the construction of water lines and other
infrastructure.
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a project is thus both timely and necessary. It has
taken the burden of paying for project construc-
tion off of local businesses and residents in their
attempts to recover from the disaster event. The
contracts officer of Dade County noted that had
EDA assistance not been received for this project,
the “project area would have deteriorated over
time.”

m  Creating Networks and Partnerships

One of EDA’s goals is to promote economic
partnerships and networks. The project director
confirms that because of EDA input, their
organization has formed some new linkages and
strengthened old linkages with organizations after
the disaster. The Contracts Office of Dade
County now has more contact with the County
Office of Community Development, and
indirectly with the local Chambers of Commerce
and the development organization, the Beacon
Council. This has lead to “better planning to anti-
cipate the needs of the community as a whole.” It
has also given “recognition of the connections
between and among actions of private and public
agencies.”

The Contracts Office of Dade County now has
more contact with the County Office of
Community Development, and indirectly with
the local Chambers of Commerce and the
development organization, the Beacon Council.
This has lead to “better planning to anticipate
the needs of the community as a whole.” It has
also given “recognition of the connections
between and among actions of private and
public agencies.”

In an interview with the contracts officer for Dade
County, the following summary points were
made:

+  The performance of EDA for Metropolitan
Dade County Miami Dade Water and Sewer

Authority Department was rated as
“outstanding.”

» The department was satisfied with the level of
monetary assistance provided by EDA.

*  The rate of success of this project based upon
its original projected goals was rated as
“outstanding.”

» The “personal involvement of a limited
number of EDA representatives who knew
their work” was a major factor contributing to
the success of this project.

* Inthe long run, the EDA assistance will create
higher property and resale values in the
project area and will increase the flexibility
and ability for business expansion.

 The project director “strongly agreed” that the
EDA-assisted project will increase jobs in the
area, improve the local economy, create new
economic opportunities, bring new business to
the area, and bring new residents to the area.

» EDA'’s assistance has also helped this organi-
zation make the local community more aware
of disaster issues.

Summing up the projected benefits,

+  business expansion will be allowed,

» water will be safe to drink, as contamination
from septic tanks is eliminated; and

» the loss of businesses to the area will be offset
as new business is developed.

m [ eadership

The development of this project, handled by the
grants officer for the County water and sewer
department, was outstanding—from the planning
stage through the awarding of the grant. Beyond
this stage, some problems were noted from con-
struction impacts of the grant and lack of com-
munication between businesses in the affected
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Problems raised by the construction included the
following:

»  “Constant road problems, many accidents,
inconvenience.”

+  “Stopped business progress.”

« “EPA giving business a hard time in getting
building permits.”

«  “Street construction has brought business to a
standstill.”

«  “Construction not completed, disruptive.”

«  “Have dug up road in front of store 28 times
over six months, business disrupted.”

« “Have put a service hookup in the middle of
driveway entrance—3-foot high posts present
obstacles to trucks coming in for produce.”

»  “Construction has disrupted business.”

These short-term impacts are clearly related to the
construction phase. They do not reflect on the
potential long-term benefits of the project. On the
positive side, 7 out of 15 of the businesses were
satisfied with the project. When asked why they
were satisfied, the following four responses were
elicited:

+  “Will permit us to switch from well water to
treated water and to go to use of public water
and sewage from septic tank.”

+  “Will improve sewer system.”

«  “Will allow for leasing of undeveloped
property.”
»  “Will be good for future development.”

One business that was particularly happy with the
chance to get county water service was a day-care
center located two blocks off the main highway.
They were pleased because it would allow them to
better guarantee the safety of the water for
children in their care.

The responsibility for the actual construction of
the water and sewer line is not under the super-
vision of the director of the EDA project funds for
Dade county. The division of contracting and
highway construction is the entity responsible for
building activities over the six-month period of
construction. Thus, it is difficult to blame either
EDA or the project director for negative
construction impacts.

Some disruption of business and services is
inevitable with the construction of a major water
line. The negative short-term impacts must be
weighed against the long-term development
benefits of such a project. When asked who
would benefit most from this project, the project
director replied business and property owners, and
surrounding residents as business interests expand
and diversify. South Dade County is an area of
very rapid growth. Anticipated changes to the
area will include a transition to commercial
development and residential growth and a decline
in the agricultural sector. New jobs will be
created by this diversification and expansion,
while some traditional agricultural jobs will be
lost as land use patterns change.

For the local communities of Princeton and
Naranja, the more diverse work force coming with
the new businesses will lead to the need for more
housing starts in the area. Expanding businesses
will also link South Dade County to the rest of
Florida.

Despite the six months of construction activity on
the project, it is being completed within the time
frame originally set in the grant proposal. The
project director states that the project could not
have been realized without EDA assistance. One
month before Hurricane Andrew, a vote was taken
of businesses and residents in the impact area as
to whether they would partially pay for such a
water system improvement. It was voted down as
too much of a financial burden on the small
businesses in the area. The EDA funding for such
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area and the County. Lack of communication is
the result of an organizational process whereby
the county let construction contracts, and workers
fulfilled those contracts without any apparent
short-term business impact assessment.

The project construction component was missing
a communication link between the project
development and project implementation. The
long-term goals of the project, as well as the
short-term costs and benefits, were not made clear
to the businesses in the development corridor.
Consequently, local businesses were not
encouraged to be a part of the process because of
the lack of effective communication.

®  Summary

The Dixie Highway water and sewer project filled
a development need of this portion of South Dade
County that could not have been undertaken with-
out EDA assistance. The long-term benefits of
this project are projected as an improvement in
commercial water access and subsequent business
development for this area, with secondary effects
of increased housing development in the sur-
rounding area. Negative impacts could include
the loss of agricultural productivity and businesses
as the surrounding land is suburbanized.
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Miccosukee Water Project
m  Description of the Project Area

The Miccosukee Reservation, situated in the heart
of the Florida Everglades, is isolated from the
development corridor of Miami and Metro Dade
County. The reservation is located on two
separate parcels of land: a 3-mile by 500-yard
strip of National Park Service (NPS) leased land
along the Tamiami Trail and 78,000 acres of
undeveloped Federal Trust land along Alligator
Alley.

The Miccosukee Tribe is recognized as one of the
most traditional tribes in North America. Since
formal recognition in 1962, the Tribe has
managed to sustain a modest tourist-based
economy along the Tamiami Trail. However, lack
of tourism infrastructure and isolation of the
reservation has inhibited the development of the
area.

Isolation and underdevelopment has led to chronic
unemployment for the Tribe. Since 1991, the
overall unemployment rate has remained at 38
percent and underemployment is a serious
problem. Approximately 28 percent of employed
tribal members are at or below the Federally
established poverty level. Business and tourism
traffic has gradually declined on the Tamiami
Trail, with a corresponding reduction in revenues
and income to the Tribe. Traffic patterns across
South Florida have shifted north from the
Tamiami Trail (U.S. 41) to the recently competed
1-75 Alligator Alley East—West corridor, stretch-
ing from Fort Lauderdale to the Florida west
coast.

Although the Tribe’s development options are
limited because of their location within the
environmentally sensitive Everglades National
Park, they hope to capitalize on the economic
opportunity afforded by having the only inter-
change access on I-75 connecting Florida and

Naples. Developers of the industrial/commercial
properties have expressed interest to the Tribe in
the I-75 location.

®  Local Hurricane Impacts

When Hurricane Andrew destroyed much of
South Florida, the Miccosukee Indian Reservation
was not spared. Recreational facilities, busi-
nesses, and chikees (homes) were damaged or
destroyed and wind-blown debris was strewn
about. Property damage was estimated at over $3
million, leaving many tribal members homeless
and without sources of employment and income.
Tribal operations and tribal enterprises were shut
down for almost two months. Many of those
tribal members employed by tribal enterprises or
other private-sector employers remain
unemployed or underemployed (Jessel, 4 Study of
the Impact of Hurricane Andrew on the
Miccosukee, 1995).

Everglades National Park, the primary tourism
attraction in the area, suffered extensive damage,
and was closed for many months after the hurri-
cane, furthering the decline of the tourism-based
economy. Managers of the tribal enterprises
noted that the sharp decline in tourism traffic and
visits continues today. This Hurricane Andrew-
created economic decline is compounded by the
completion of the turnpike that provides an
alternate route to Naples and Tampa from Miami.
The permanent loss in employment in the after-
math of the disaster from tribal enterprises alone
has been projected at twenty percent.

®  Project Description

This project will provide infrastructure for com-
mercial and residential potable water. These
include a small water treatment plant, a 200,000-
gallon water storage tank and tower, and 15,000
linear feet of 6" water distribution lines.
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m  Project Cost

The total cost of this project is $1,000,000.

m  Project Purpose

This project is designed to provide necessary
public works to facilitate the industrial/com-
mercial and residential development of the Tribe’s
78,000 acre Alligator Alley Federal Reserve.

m  Projected Benefits

The creation of infrastructure for a potable
residential and commercial water source on the I-
75 exchange will enable the Tribe to

build up to 45 new housing units on the
project site;

» use water resources to develop agriculture
adjacent to the site;

» create a recycling and waste disposal unit with
the water resources at the site;

+ attract light manufacturing, tourism, and
recreational development to the site; and

» construct a previously planned industrial park.

Although there is no estimate of the number of
jobs that will be created by this project, it is
expected to create permanent jobs for many of the
245 members of the tribal corporation at a time
when considerable employment opportunities
have been lost.

m  Project Delays

At the present time, the project is still in the
planning stage. Delays in the project have been
blamed on the previous tribal planner, whose
actions and subsequent resignation delayed project
initiation. There have also been problems with
flooding at the project site over the last year,
which has further delayed start-up.

The new tribal planner has received the commit-
ment of the tribal council to proceed with the
project. They have completed the designs for the
various construction required, and are about to bid
on the water tower construction. It is expected
that bids for the water line and water treatment
plant will be completed in a month and forwarded
to EDA for approval.

Although the project has not leveraged support
from a wide range of outside agencies, the Indian
Health Service has contributed approximately
$300,000 to begin construction on the Alligator
Alley site. At the present time, they have com-
pleted four houses. The Indian Health Service has
also committed to fund the extension of the EDA
water distribution lines to serve the Indian
housing.

Unintended impacts of the recovery included
conflict with outside relief agencies that led to
delays in the delivery of post-disaster assistance
(Jessel 1995). This can be accounted for by
differences in the culture of response between the
tribal community and representatives of relief
agencies. These differences led to a breakdown in
effective communication, and the ejection from
the reservation of at least one agency official.
This could have been avoided by the utilization of
experts in the field of disaster relief to facilitate
the communication between the Miccosukee
culture and various relief agencies. There was no
problem encountered by the EDA in its contact
with the Tribe. However, problems with other
agencies could have contributed to the delays in
implementation of the EDA project.

The overall satisfaction with EDA by the Tribe
and its representatives has been very high. The
tribal planner made the following points:

»  The support of EDA is vital to the future of
the Tribe and to their economic development.

o The Tribe was satisfied with the timeliness of
EDA’s response.
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* The overall performance of EDA in providing
post-disaster assistance was rated as
“excellent.”

» The Tribe was very satisfied with the level of
monetary assistance provided by EDA.

* The success of the project based upon its
original goals was rated as outstanding.

*  Once the project begins, it will initially create

construction jobs and later other types of jobs.

*  Once the project begins, the tribal planner
strongly agrees that it will do all of the
following:

save jobs in the area;

increase jobs in the area;

improve the local economy;
improve the regional economy;
create new economic opportunities;

bring new business to the area;

increase community participation in
economic recovery; and

create new economic organizations and
networks.

» The project will create better living conditions
for the Tribe and improve overall
development.

®» Leadership

As noted, there were delays in the project that can
be partly accounted for by a lack of leadership by
the original tribal planner who later resigned.
Original plans prepared by the architect were
rejected because they were too expensive.
Another architect was hired, and the plans are now
under review by EDA. There was also a problem
with the project site, in that it was flooded over
most of the past year from heavy rainfall. It is
anticipated that there will be progress on the
Miccosukee project in the upcoming year.
However, it is still too early to tell if the change in
leadership and the approval of new project plans
will lead to effective progress in the near future.
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Seminole Historic Village Project
m Description of the Project Area

The Seminole reservation is inhabited by tribal
residents who are primarily employed in jobs
related to tourism, the making and selling of their
arts and crafts, cigarette sales, chikee buildings
(Seminole traditional homes), and Bingo games.
In 1991, the Tribe’s unemployment rate stood at
30 percent, and 45 percent of the tribal members
who were employed earned wages at or below the
poverty level. In 1995, both percentages are the
same.

m Local Hurricane Impacts

The overall reduction in tourism that South
Florida experienced after the hurricane adversely
affected the Seminole Tribe. Hurricane Andrew
destroyed many of the shops in South Dade
County that sold Seminole arts and crafts to
tourists. Tribal members who produced these
goods lost the means by which they made their
living.

m  Project Purpose

This project would provide funds to renovate
existing buildings and to install the infrastructure
necessary for commercial and tourism develop-
ment on the Seminole Reservation. The original
project description also provided for the renova-
tion of two existing buildings and construction of
infrastructure for a plant and tree nursery. It
would also include the construction of infra-
structure for a historical “Living Indian Village”
as a tourist attraction. The village, according to
the project description, would create 75-100 jobs
and the nursery would create 40—50 jobs. Also,
since the Tribe does not have its own outlet in
which to sell its products, the village would create
an outlet for Seminole arts and crafts.

m  Project Cost

EDA would provide $1 million and the Seminole
Tribe would raise $356,000 for completion of the
project.

m  Project Status

According to the tribal planner, no EDA funds
have been spent yet. The Tribe has spent
$350,000 of its own money on the plant and tree
nursery, and are planning to use the full $1 million
EDA grant toward the village. The grant was
written so that EDA funds could be used once a
contract is awarded for construction of the village.
Since the village has not yet been started, no EDA
funds have been spent.

The Seminole Tribe had a village in the mid-
1960s, which was closed in the 1970s because it
“wasn’t doing so well.” It was getting a lot of
competition from Disney World. The tribal
planner thinks the new village will do much
better.

The tribal planner said that a committee of 10-12
tribal members was formed to explain to an archi-
tect what their “vision” for the village was. The
first architect came up with a $3 million plan that
he said was too “Disney Worldish.” This first set
of plans involved changing the site’s existing
landscape by filling in an existing pond and creat-
ing another one on a different section of the site.
This was part of the reason the proposed village
was so expensive. The Tribe found another archi-
tect whose plans have been approved. This set of
plans uses the existing pond on the site and builds
the village around it. The village will have a
museum, a gift shop, an alligator wrestling pit,
and several Seminole chikees (traditional houses).
It will be located on 4Y: acres of reservation land
off Route 441.

The final cost of the current plan for the village is
an estimated $1,600,000. The planner stated that
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the Tribe has agreed to pay the $600,000 over the
$1 million EDA has offered, but said he would
look for outside money before using tribal funds.
He said they would select one of two contractors
they have found to do the actual construction of
the village and hopes to award the contract by
January 1996. Both contractors have guaranteed
completion of the village in five months, with one
more month needed for the Tribe to do their
artwork and decorate the village, and to build the
chikees.

®  EDA Response

The tribal planner said that the Seminole Tribe has
had an ongoing relationship with EDA and has
worked with them on previous projects. He added
that “I have nothing but praise for them.” When
he calls EDA offices, he gets return phone calls
very quickly. He says they have been very
helpful, and EDA staff members check up and
offer help with any problems the Tribe may have.
His contact with EDA is once or twice a month.

®  Projected Impact of EDA Grant

When asked about the projected impact the Indian
Village would have when completed, the tribal
planner said he estimated the creation of 50-100
jobs. He added that the number of jobs created
will depend on how many hours the village will be
open to the public (and the number of shifts they
will have). The village will also provide a market
for Seminole arts and crafts and will create jobs
for Seminole artisans.

Although no EDA funds were used for a plant
nursery, the EDA project plans included the
development of a nursery as part of the overall
project. This provided the impetus to go ahead
with nursery development even though other
aspects of the project had not commenced, and
can thus be considered a secondary impact of the
EDA project.

The nursery started after Hurricane Andrew is
open and currently employs eight people. The
wholesale operation started last year, while the
retail portion opened in October 1995. Florida
species (palms, hedges, and various flowering
plants) are being sold in the nursery. They have
started landscaping and plan to expand this area.
They will also start a lawn maintenance service in
the spring. The tribal planner said the Tribe
planned to build the nursery before the EDA grant
was awarded.

m  Leadership

Based on the criteria of effective leadership, this
project scores low. However, the early lack of
progress appears to be changing with the approval
of new architectural plans for the village. There
was some reticence on the part of the tribal
planner to go into details on the lack of progress
on the project. Differences in forms of communi-
cation between the Seminole leadership and
outside government agencies can account for
some of these differences. The experience EDA
had over 15 years working with the Tribe had
caused EDA to recognize certain sensitivities that
must be addressed when working with Native
American groups.

The present lack of progress on the project means
that no jobs have been created or outside funds
leveraged. The role of the tribal council in
reviewing and revising the plans for the project
indicates that community empowerment in the
decision-making process is an important issue for
the tribal leadership. This participatory decision-
making process can be viewed as another reason
that the progress has been slow on project start-up
and completion.

®  Summary

The Seminole historic village project has been
delayed by changes in architectural design and
apparent cultural differences in the decision-
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making process. An associated project, the
nursery, was intended for EDA funding, but has
proceeded so far without EDA expenditures.
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Technical Assistance/Business

Incubator Projects

Goodwill Building Renovation—Garment
Manufacturing Training

m  Description of the Project Area

The Hurricane Andrew impact area included all of
Dade County south of S.W. 88th Street to the
Monroe County line. This area covers approxi-
mately 1,100 square miles. Dunn and Bradstreet
estimates that 113,000 people were employed in
the impact area in August 1992. The Goodwill
Industries service area encompasses approxi-
mately half of the impact area. The economy in
this area is dominated by agriculture, Federal
Government (Homestead Air Force Base),
tourism, service industries, and light commercial
and manufacturing. Many of the residents in this
area are low-income agricultural workers for
whom Goodwill Industries provides a major
source of inexpensive clothing and household
goods.

Prior to Hurricane Andrew, Goodwill performed
janitorial services in three federal buildings for the
General Services Administration and operated
commissary, janitorial, shelf-stocking services,
and four food service programs for the U.S.
Armed Forces. These services and the Goodwill
store in the area employed over 350 people and
generated approximately $5.2 million in annual
revenues for Goodwill.

Currently 95 percent of the clients fall below the
federal poverty level. Most are minorities (Black,
33%; Hispanic, 44%), owing to the proximity to
the inner city and low-income areas. Many are
single mothers with dependent children. Others
are affected by long-term welfare dependence and
chronic unemployment.

According to the Division of Vocational Training
Rehabilitation of the Florida Department of Labor
and Employment Security, Florida’s disabled
population ranks third in the nation, numbering
over 1.4 million adults. The unemployment rate
among this population is 68 percent, compared to
8.1 percent of nondisabled. This represents an
enormous social service and tax burden.

®  Local Hurricane Impacts

Hurricane Andrew had a devastating impact on
Goodwill Industries. It lost three stores, its
contracts at Homestead Air Force Base, and
revenues from other functions that were tempo-
rarily halted. Many of those who relied on
Goodwill for clothing and household goods left
the area never to return, thus impacting the service
base for the local stores. Overnight, the budget
was cut in half, from $10.8 million annually to
under $6 million, with the immediate result of
depleting cash and working capital. To survive,
Goodwill had to lay off 317 employees, 92
percent of whom were severely disabled. About
260 of those employees worked and lived in the
South Dade County area. Many lost their homes,
all lost their jobs, and all were traumatized.

In the first six days following the hurricane,
Goodwill support staff and administrators
managed to reach all of the 260 Homestead Air
Force Base employees. They were provided food,
water, shelter, and medicine. They were also
counseled to help them deal with the post-
traumatic shock of the disaster event, and to allow
them to begin rebuilding their lives.

Initial relief efforts to help with clothing distribu-
tions in South Dade by organizations other than
Goodwill went awry. Truckloads of clothing that
went into South Dade ended up as soggy piles
destined for landfills. Goodwill stepped in and
offered its expertise in the sorting and distribution
of clothing.
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Dade County contracted with Goodwill to manage
tons of clothing coming in from all over the U.S.
Additionally, the one remaining Goodwill store in
the area (Princeton) was converted to the Dade
County Clothing Distribution Center. All
nonprofit agencies could refer victims to the
Center, where they could shop in a dignified
manner. Goodwill also landed a contract with the
State of Florida Vocational Rehabilitation Agency
for Evaluation and Training for South Dade
County. Such evaluation and training were
standard in Goodwill’s day-to-day operations of
training and rehabilitation before and after the
hurricane.

m Project Description

Funds for this project will be used for building
renovations and purchase of equipment for
training programs and employment of low-income
disabled and disadvantaged persons. The project
will create 300 private-sector jobs within two
years.

Building Renovations/Improvements $1,000,000
Equipment (Training and Production) $500,000
Total $1,500,000

®  Purpose of the Project

The grant will allow Goodwill Industries to
revitalize their operations and replace jobs lost
during Hurricane Andrew. The focus of the pro-
ject is to expand training and manufacturing capa-
bilities to supply commodities to the U.S. Depart-
ment of Defense. The goal is to create a large
number of new jobs and foster economic develop-
ment through training employment and placement
into the local economy.

m Results

It is clear from the project description that there
were major impacts to Goodwill from Hurricane
Andrew. The project funds were utilized in an
effective and timely manner. They had to replace
all the business lost from Homestead Air Force
Base, and the options to recover from losses in the
Homestead area were limited (i.e., the Air Force
Base was destroyed). This is another example of
the shock wave effect of the hurricane impacting
outside the physically damaged area south of
Kendall Drive. Since the Homestead area did not
have the infrastructure for the placement of a
major manufacturing operation, the only place
where it was possible to recover a large number of
the lost jobs and income was in the main Goodwill
facility near Hialeah.

“This program takes people off social programs
and puts them into the workplace.”
Business manager - Goodwill Industries of
South Florida, Inc.

The recovery project selected for EDA funding
was the renovation of the main facility and pur-
chase of equipment for the Defense Department
garment manufacturing contract. Even before the
hurricane, Goodwill was struggling to get this
contract going because of a lack of funding for
infrastructure and machines. The selection of a
garment manufacturing operation was very stra-
tegic. Dade County, Florida, is the third largest
production center in the United States of garments
and related products, employing approximately
22,000 individuals in the production of apparel,
footwear, and leather goods (Dade County Facts,
1994).

Apparel exports increased from $275 million in
1985 to $769 million in 1990. Imports grew from
$681 million to $1,652 million during that same
period. While demand for skilled garment and
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sewing machine operators is high, the skilled
labor base has not been significantly increased
over the years. Originally, skilled operators came
from Cuba and are now aging, while recent immi-
grants coming to the area do not have similar
skills. Thus, training locals in garment and
sewing machine operations is good for both the
clients and local industry.

“There are two problems here in the Miami area
that this EDA-funded program is going to help.
[1] The first problem is we have a lot of disabled
single mothers in the community—disabled
mothers who have the capability of operating
sewing machines. Once they get trained well
enough, they will go into the regular work forces
in sewing manufacturing. [2] Also the impact
that we have here is a win-win situation
because these individuals have been receiving
some kind of financial government assistance
through welfare or social security. We are able
to break that cycle because not only are they
not going to be drawing monies from these
programs but they are going to be providing
taxes from their salaries.”

Business manager, Goodwill Industries of
South Florida, Inc.

The EDA funds appear to have been efficiently
used in the renovation. For example, many of the
“new” materials—including wall dividers, filing
cabinets, and desks—were purchased second-hand
and then refurbished. Facilities improvements
included the following;:

* upgraded classroom facilities, including new
computers, chairs, and other improvements;

* an exercise room to strengthen and improve
the endurance of workers under physical
rehabilitation;

* modernized equipment for the manufacture of
military garments, including a wide variety of
specialized machines;

installation of an air conditioning system in
the main manufacturing area; and

painting and repair of the overall facility,
including upgrading of the main entrance and
reception area.

The upgraded classrooms have been comple-
mented by the hiring of extra instructors for
classes in such subjects as computer operation,
accounting, English language skills, and clerical
training. The classroom serves as an extension of
the Metro Dade County School System, and the
instructors who work there are employees of the
Dade County schools.

The air conditioning system was critical to the
productivity and health of the workers. At times,
the main work floor would reach temperatures of
over 100°F, making it difficult, if not impossible,
to continue to work in safety. This was the major
complaint of clients in a focus group meeting.

The most dramatic addition was the new garment
manufacturing equipment. Antiquated sewing
machines have been replaced by high-tech ones,
each with a different function in the garment
manufacturing process. This is ideal for persons
with disabilities, for the process of manufacturing
is broken down into a series of steps, some
complex and some simple, that need to be
individually performed. Operators can be
matched to steps in the process that suit their
abilities. The equipment was designed to produce
aprons for a local supermarket chain, army
camouflage pants, navy caps, and memorial flags.

Clients start by sewing aprons to develop stamina
and self-esteem. Steps involved in the production
of these aprons are less complicated than other
garments, and errors made in their production can
be easily fixed. After the clients have built up
their stamina, they are transferred to the more
complicated tasks of making caps, flags, or pants.
The fatigue pants alone require 79 separate
operations to complete and are considered to be
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highly complicated. The Department of Defense
is very pleased with the work done by Goodwill.

“In February 1994, Florida International
University requested a grant to study the
garment industry for the Department of
Defense. The principals on the grant were told
that they would receive the grant, but only if
they included the Goodwill operation.
According to the FIU researchers, they were
told that the garments produced by Goodwill
were the very best quality of all their contracted
manufacturers, and that ‘they wished they could
produce more for them [if their production
capacity was increased].”

President, Goodwill Industries of

South Florida, Inc.

The start-up costs and learning curve for making
the garments (3 years) was greater than expected.
However, the EDA grant allowed for the speed-up
of the operation. The economic impacts, realized
and projected, of this project are shown in

Table 8 (1993 is the first project year represented
in this table).

The project has put 300 clients back to work, in
effect replacing the number of jobs lost from

Hurricane Andrew in the Homestead area
operations. In addition, numerous individuals
have graduated from the training programs and
been placed in employment in the community.
For example, in 1994, 702 people were placed in
jobs including those represented in Table 8, and in
other positions. Job placements so far in 1995
have also been good. The impact of the EDA-
funded project will result in a sustainable
improvement of training and employment in the
most needy population—the disabled—for years
to come.

Besides the direct benefits described above, there
has been a major leveraged impact from the EDA
project. The Miami Herald needed space outside
their main facility to manage the insert operations
for their Sunday edition. Hearing of Goodwill’s
success in the garment manufacturing operation,
they contacted them. They were impressed that
Goodwill was managing such a complex operation
with high standards of quality control. They then
negotiated a contract with Goodwill to place all of
their newspaper inserts. This resulted in the
following:

e a 13-year contract for 1.3 million newspaper
inserts weekly;

New Earnings Created New Federal Taxes
1st. 150 — _ 150 $950,000 — $950,000 $142,500
2nd. 300 - — 300 1,900,000 —_ 2,850,000 15% 427,500
3rd. 300 150 150 450 1,900,000 950,000 5,700,000 15% 855,000
4th. 300 150 300 600 1,900,000 950,000 8,550,000 15% 1,282,500
5th. 300 150 450 750 1,900,000 950,000 11,400,000 15% 1,710,000
6th. 300 150 600 900 1,900,000 950,000 14,250,000 15% 2,137,500
7th. 300 150 750 1,050 1,900,000 950,000 17,100,000 15% 2,565,000
8th. 300 150 900 1,200 1,900,000 950,000 19,850,000 15% 2,565,000

Source: Goodwill Industries
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* a$625,000 investment by the Miami Herald
to renovate the first floor of the main building
(clothing distribution operations were
removed from this space to the regional
stores, where local customers would now buy
local donations);

* installation of $6 million in equipment for the
insert operations; and

» creation of 150 new Goodwill jobs to run the
24-hour, 7-day-a-week operation.

This operation started with 130,000 inserts in
September, and is now up to 1,300,000 (all of
the newspapers printed). Thus, the $1.5 million
EDA investment in Goodwill has been
leveraged into an additional $6,620,000.

In an interview with the President of Goodwill
Industries of South Florida, Inc., the following
points were made.

+ Through vocational training and employment
in Goodwill Industries, the EDA-funded
project allowed the industrial sewing program
to move a steady stream of skilled workers
into the local garment industry where a labor
shortage exists.

* In addition to the production area renovation,
other building additions and renovations to
increase capacity and efficiency were pro-
vided by the grant. Additional classrooms,
office space and conference rooms were built
or renovated to accommodate increased
activities in the agency’s rehabilitation pro-
gram in evaluation training, counseling, job
readiness, and job placement. This resulted in
a capacity to expand existing funding sources
and to attract new funding entities for the
rehabilitation program.

»  The performance of EDA for Goodwill was
rated as outstanding.

*  Goodwill was “very satisfied” with the
efficiency of EDA’s procedures.

» The amount of financial assistance was
appropriate and manageable.

¢ He concluded, “We were very impressed with
EDA staff professionalism, knowledge, and
commitment. I cannot think of anything that
could be improved on this agency and its
staff.”

®m  Leadership

The leadership exhibited under this project was
outstanding. The president of Goodwill and his
support staff were able to maximize the benefits
of the project to their employees and clients by
achieving effective progress and substantial
leveraging of secondary resources.

Leadership was apparent in the completion of the
project within the given time frame, the stretching
of project resources to maximize renovation
benefits for employees, and the satisfaction of the
DOD contractors with the military garments and
memorial flags. The leadership presented in this
project should be considered a model for other
EDA post-disaster training projects.

N Summary

The EDA Goodwill project has been very suc-
cessful on all development criteria. Leadership,
leveraging of resources, stakeholder empower-
ment, job creation, and effective progress have all
been achieved under this project. The results have
been so outstanding that the training program is
touted as a model by the National Goodwill
Headquarters, and has been frequently visited by
Goodwill directors form other cities seeking to
improve their own operations.

This project particularly demonstrates the
importance of effective leadership to project
success, as well as the importance of including

80 + Case Studies



EDA'’s Post-Disaster Assistance Program After
Hurricane Andrew: Final Report

training capacity as an element of economic
recovery. Occupational training, job creation, and
stakeholder empowerment were not the focus of
EDA expenditures, but rather the outcomes of an
effective EDA renovation of the existing facility.
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Tools for Change

Tools for Change is a nonprofit community
development organization, headquartered in the
historic district of Overtown. Its mandate is to
provide technical assistance to the minority, small
business sector in the Metro Dade area.

m  Local Hurricane Impacts

Most of the businesses that Tools For Change
assists are in the impact area south of S.W. 88th
Street. Prior to Hurricane Andrew, this area had
approximately 8,000 businesses, employing

123,000 people with a total income of $4.5 billion.

As of October 1993, more than a year after the
hurricane, over 70 percent of these businesses
were back in operation. However, in the most
severely impacted area south of 152nd Street and
the Monroe County line, only 30 percent of these
businesses had reopened. As of today, the area is
still economically depressed but recovering.

Many of the businesses in this area are minority-
owned, and many in the minority population are
seeking to restart an old business or begin a new
one. One barrier to recovery is that most
minority-owned businesses were undercapitalized,
uninsured, or underinsured when the hurricane hit.
They have experienced great difficulty in obtain-
ing the financing needed to reopen. As a result,
many of the neighborhood commercial areas in
minority communities remain closed.

m  Project Description

The project provided the technical assistance
necessary to accelerate local minority participa-
tion in the redevelopment of South Dade County
communities. Project components included early
identification and negotiation for new minority
business opportunities anticipated in the economic
development and recovery of the area; and
business planning, loan packaging, consulting,
and support monitoring for start-up operations.

EDA $550,000
Local $0
Total $550,000

®  Purpose of the Project

The purpose of this three-year project is to

provide technical assistance to small minority
businesses in South Dade County to facilitate and
accelerate their integration into the entrepreneurial
development activity anticipated in the recovery
process. The extended time frame for recovery
from almost total physical devastation created a
window of opportunity for minority-owned
businesses to become a greater part of the
economic fabric of the new South Dade.

During the first year, the project also attempted to
address problems associated with inadequate
access to capital for minority businesses through
the development of a minority bank or other
funding sources. This additional source of seed
capital is needed to finance minority businesses to
compete for new business opportunities outside
their communities and to successfully revitalize
hurricane-damaged commercial areas within their
communities.

®  Projected Outcomes

It was anticipated that Tools for Change would, by
the end of the project, help minority entrepreneurs
(1) retain, stabilize, and strengthen pre-storm
businesses; (2) establish new, high-quality busi-
nesses with attention to the “mix” of retail, com-
mercial, and industrial activities appropriate for
the economic competitiveness of the area; (3) sub-
stantially increase the minority job opportunities
in the area; and (4) increase participation of local
banks in financing of small minority-owned
businesses in the target area.
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“In helping small businesses obtain loans, we
(1) prepare the presentation in a way that the
lender will accept, (2) will work with the client
throughout the loan securing process, and

(3) will work with the client once the loan is in
place to provided them with ongoing technical
support. This is so the bank does not have to
go back to the client—they can come to us. If it
is a legal, marketing, or loan issue, they can go
through a variety of individuals on our staff to
respond to the problem. We also do a
managing audit to determine if there is a
problem—to determine what kind of internal
controls you have so you can operate more
efficiently. We are there to work with you in any
stage of the process.”

Director, South Dade
Office of Tools for Change

m Results

Tools for Change has utilized the EDA funding as
salary support for staff. These staff have provided
technical assistance and training to a wide variety
of established and new small business owners in
the impact area. They have been instrumental in
securing loans for many of their clients, and for
providing the follow-on technical assistance that
allows their businesses to prosper. These staff
have concentrated their efforts on South Dade,
providing marketing, legal and financial
assistance to small businesses and intensive
technical support to community-based organiza-
tions involved in commercial development
projects. More specifically, the services that have
been provided include the following;:

»  Legal assistance—provided advice and
counsel on a variety of legal issues relating to
business formation and operation.

»  Marketing Assistance—helped prepare bid
packages, certify businesses with government
agencies, and identify private-sector business
opportunities.

»  Financial Assistance—prepared business
plans, evaluated a business’ feasibility,
packaged and facilitated business loans,
contracted financing, and obtained bonding.

»  Commercial Development Guaranty
Fund—provided guaranties for business and
real estate loans approved by banks.

As of September 1995, the $550,000 EDA grant
has allowed the Tools for Change staff to
leverage over $16,000,000 in loans for minority-
owned businesses in the impact area. There is
also another $1,560,000 in loans pending. Only
one loan, amounting to $150,000, has been
denied.

Source: Tools for Change Monthly Business
Development Client Intake Summary

As of September 1995, the EDA-funded staff of
Tools for Change has provided technical training
and assistance to over 140 minority-owned
businesses in the South Dade area. They have
given them technical assistance which consists of
the following:

+ advice and counsel on economic development
issues;

« tutorial services;

+ business license applications;

e loan budgets;

+ assistance in obtaining minority certification;

+ needs assessments of working capital and
expansion of workplace;

+ feasibility and financing studies;
« preparation of an RFP for the City of Miami;
» assistance in grant writing; and

+ securing loans for businesses in the millions
of dollars.
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Another aspect of the Tools for Change activities
under the EDA grant has been to work with com-
munity organizations to build coalitions for
economic change and development. Tools for
Change has used its expertise and resources to
facilitate networking among community groups
and City of Homestead government agencies.

“Tools for Change does not focus on any one
ethnic group. We provide assistance to anyone
who walks in the door—particularly in the South
Dade County area. One of the key things we
are about is coalition building.”

Executive Director, Tools for Change

Tools for.Change has worked as a referral service
identifying alternative sources of funding and
technical assistance, such as micro-lending
programs. For example, they support a group
known as “Working Capital-Funds for Self-
Employment.” This organization has established
a peer lending program, such as those developed
in Bolivia and Bangladesh. Groups of five to
seven individual business owners are brought
together by Tools for Change and Working
Capital on a regular basis to learn how to set up a
business and take part in information seminars.
The group dynamic is important to the success of
the process. The peer lending aspect means that if
one member of the group does not pay back, the
others will not be able to get another loan. After
several tutorials, the group is able to apply for a
loan from Working Capital. The loans are based
on a tiered process. The first loan that they can
apply for is $500, and the amount goes up to
$5,000.

This is a two-year program. Tools for Change’s
role is to train, assist, and fund enterprise agents.
An enterprise agent is someone who (1) identifies
eligible business groups and (2) helps them move
forward with the loan process. The focus is on
people who live in housing projects.

This program is important for small businesses
with little capital. Most banks will not provide a
commercial loan of less than $20,000. This
allows Tools for Change to help set up businesses
that will provide clients with a modest living and
their community with new products and services.

The original EDA grant has supported staff while
they secured grants from the State of Florida
Hurricane Andrew Fund and from Dade County.
As the EDA funds are expended, other resources
are being leveraged to maintain the salaried staff
that have been so successful in their efforts since
the hurricane.

The “Incubator Without Walls” is an example of
partnership-building fostered by Tools for
Change. This project involves the Haitian
Organization for Women (HOW) and Metro Dade
Community College (MDCC) Homestead
Campus. In the South Dade area, many poor
minorities have attempted to run businesses out of
their homes which are, in effect, illegal under
county ordinances. They function primarily as a
means of household survival. Self-employment is
the primary issue, not high profits.

One of the other EDA grants discussed in the final
report, has funded the development of a small
business incubator on the MDCC Homestead
Campus. This incubator focuses on high-tech
small businesses that are already established and
in need of additional technical assistance to
succeed. The incubator cannot, therefore, serve
the needs of the poorer entrepreneurs—not at least
until they can establish themselves in some “place
of business” outside their homes. In cooperation
with MDCC-Homestead and the Office of
Community Development, City of Homestead, the
HOW has obtained space in a building to initiate a
small business “incubator without walls.” It will
provide a common space, shared secretarial
services, and technical and instructional assistance
from professors and advanced students from
MDCC Homestead. HOW has also received a
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Community-based Organizations
» Haitian Organization of Women >

»  Coalition of Florida Farm Workers >
Organization (COFFO); two offices,
one focuses on Haitians and the
other on Hispanics (Guatemalans,

» South Dade Association of Rental
Property Owners

»  Coalition of Homestead
Neighborhood Groups >

»  South Dade Alliance for Economic
Development >

small grant from the state that will provide
“graduates” from the “incubator without walls”
with seed capital to help them establish
themselves in the business community.

In an interview with the Executive Director of
Tools for Change, the following points were
made:

« The EDA site team was highly professional
and sincere in its efforts to assist in the Tools
for Change staff with project development.

» EDA’s performance while working with Tools
for Change was outstanding.

« Tools for Change was “very satisfied” with
EDA'’s efficiency and timeliness in providing
disaster assistance.

» The client was also “very satisfied” with the
level of monetary assistance provided by
EDA.

Tools for Change has established networks while assisting in a wide range of projects. Those with whom
has formed partnerships in development include the following organizations:

Social Service Agencies
Christian Community Service Agency

South Dade Haitian Network, which represents and is
made up of organizations that provide services to
Haitians in the South Dade area

Mexicans, El Salvadorans, and Networking Contacts

Nicaraguans) » Miami Dade Community College Homestead Campus
»  Covenant Community Development » Homestead Chamber of Commerce

Corporation

» Homestead Economic Recovery Office
»  South Dade Adult Center
» Jobs for Miami

Local banks in Homestead; Barnett Bank; First National
Bank of Homestead

City of Homestead Revolving Loan Fund

m Leadership

As with the Goodwill project, leadership of the
Tools for Change project was outstanding. The
executive director of Tools for Change had over
20 years experience in urban planning, as well as
experience directing other EDA projects. Her
effective leadership style was reflected in the
competence of the project staff in empowering
clients by securing loans and delivering technical
assistance. By dividing up the responsibilities
among staff in particular areas (accounting, loan
processing, etc.), the project director ensured the
quality of the grantee’s technical assistance.

m  Summary

Tools for Change has been very successful at
securing loans and providing technical assistance
for their clients. They have also actively
promoted partnerships with development
organizations, including the “incubator without
walls” effort co-sponsored by the Miami Dade
Community College—-Homestead Campus.
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Overall, this project is rated as outstanding in all
characteristics that make up the Development
Quotient.
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City of Hialeah International Technology
and Productivity Improvement Center

m  Project Description

The project will rehabilitate and convert a manu-
facturing facility for use as a training and research
center for the transfer of manufacturing tech-
nology to both new and established companies.
The project will include the construction of
classrooms and laboratories for computer
controlled robotics and related modifications.

m  Project Cost

The project will cost $1 million for the renova-
tion, with additional funding leveraged from the
city and state.

m  Project Purpose

This project will address some of the major
elements of economic crisis in the City of Hialeah
resulting from the in-migration of people as a
consequence of Hurricane Andrew and the
secondary economic disasters it spawned in South
Dade. The project will facilitate the development
of a center to promote the rapid and widespread
use of the latest manufacturing technology among
small and medium-sized companies in South
Florida. Concurrently, the center will provide
training in the latest production technology to the
local labor force for jobs in the new manufactur-
ing marketplace.

m Description of the Project Area

Hialeah’s economy is very diversified, and has
changed considerably since 1972 when manu-
facturing jobs accounted for 58 percent of all
employment. Service sector jobs now account for
over 75 percent of total employment. Still, the
City has the greatest concentration of manufac-
turing jobs in the Metro-Dade area. Thus, a deve-
lopment project that emphasizes new industrial

technology is very appropriate to the local
economy of Hialeah.

The types of industry includes apparel, textiles,
chemicals, fabricated metals, food and related
products, furniture and fixtures, printing and other
publishing, electric and electronic equipment,
rubber and plastics fabrication, and miscellaneous
manufacturing.

As of December 1992, the City’s unemployment
rate was 9 percent of its civilian labor force of
97,000. The labor force includes the highest
concentration of foreign residents of any place in
the United States. This manufacturing sector is
linked to an international market that is highly
competitive and constantly changing. This
requires continuous restructuring and retraining to
keep pace with employment needs and to keep
local industry competitive. Expansion of the
manufacturing sector in Hialeah offers job oppor-
tunities for the burgeoning population.

m Local Hurricane Impacts

The exodus of homeless and jobless from South
Dade in the aftermath of Hurricane Andrew had a
significant shock wave effect on Hialeah.
Overnight, some 8,000 new residents appeared
and stretched the limits of housing and social
services in the City. Displaced persons arrived
from Homestead, Kendall, Naranja, Perrine,
Cutler Ridge, and other areas. Hialeah is pre-
sently the most overcrowded city in Dade County
with more people per household than any other
city. Hialeah also has more people per square
mile—8,890 compared to the county average of
990. There is a vacancy rate of one tenth of 1
percent in the City. The overcrowding in the City
creates an additional permanent increase in costs
for which no funds have been provided. Thus,
even though Hialeah was not on the direct path of
Hurricane Andrew, it continues to suffer from the
ripple effect of this disaster.
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®  Projected Impacts of the Project

The industrial teaching factory will benefit the
City as follows:

* act as a focal point for facilitating the transfer
of new manufacturing technology to
companies in South Florida;

» provide 200 initial jobs in construction and
3,000 projected jobs from industrial training;

* provide customized training programs for the
local labor force to upgrade their skills and to
accommodate the development of new
manufacturing processes;

+ operate automated production lines capable of
manufacturing “parts on demand” and of
being used for tests and research in the
different types of manufacturing prevalent in
the area;

» help ensure that South Florida has a stable and
industrious manufacturing-oriented work
force that can adapt and prosper in the new
industrial environment; and

» relieve some of the unemployment problems
cause by the influx of people from South
Dade after the disaster event.

m  Evolution of the Project

The project start-up was delayed from the original
period because of a variety of factors. In this case
the delays turned out to be highly advantageous to
the project. The original plan was to build some-
thing akin to a traditional business incubator, with
the planning and direction for the project being
locally generated. The problem with this plan was
that there was not sufficient expertise and know-
ledge of external market conditions to attract new
businesses and retool old ones. After some early
delays the project initially consisted of the shell of
a building donated by Coulter Industries. This
25,000-square-foot warehouse was refurbished,
but there was a lack of consensus as to how to

achieve a “retooling of the manufacturing base of
the community.”

Another delay was caused by the 1993 City
elections. After the elections, the mayor and city
manager sought advice on how to best utilize the
EDA funds and the donated Coulter structure. As
the city manager notes, “Timing was important
here. After the EDA funds where available, there
was a delay in the development of the project.
This can mostly be attributed to the turnover in
the city administration at the time... We could
have told EDA within the first six months that we
were going ahead, but we did not know who was
going to operate the facility, run it, or fit in the
right industrial areas, or if the floor slab is strong
enough to handle the kind of equipment that
would go into the factory. If this had been done
quickly, there would have been a waste of
resources. We now have a facility that fits the
needs of the training factory.

“We could have told EDA within the first six
months that we were going ahead, but we did
not know who was going to operate the facility,
run it, or fit in the right industrial areas, or if the
floor slab is strong enough to handle the kind of
equipment that would go into the factory. If this
had been done quickly there would have been a
waste of resources. We now have a facility that
fits the needs of the training factory.”

After the mayoral election, The Beacon Council, a
civic development organization, suggested that the
City contact Fraunhofer USA, a subsidiary of
Germany’s largest applied-research company.

The Fraunhofer Institute joined forces with the
city and began work on a technological marketing
assessment. The goal of this assessment was to
develop an understanding of the manufacturing
base of the community. Fraunhofer conducted the
research with the cooperation of Florida
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International University and the grants
coordinator/city manager of Hialeah.

Although their report will not be finished until
January 1996, preliminary results indicated that
there was a good diversity of businesses that could
profit from the factory, and that it would draw in
new businesses as well. For example, it was
mentioned that Mercedes Benz may utilize the
factory to start up a small parts operation in
Hialeah to complement their Mercedes manu-
facturing plant opening up near Tuscaloosa,
Alabama. Another example is a company that
manufactures life preservers. They are moving to
Hialeah and would like to use some of the space
in the teaching factory to test some new
technologies. They need people to do hands-on
training, and would employ about 250 people in
this facility alone.

Product contacts made so far for the factory
include

+ robotics in apparel industry—from clothing to
bulletproof vests by changing programming
for robotics software,

« packaging,
* sewing,
« automobile parts manufacturing, and

» life preserver manufacture.

The funds for this project are being accessed from
a variety of sources, including HUD, local city
funds, and staffing from Fraunhofer. However,
the most important source of funds was noted to
be the original EDA contribution. At the time
they were awarded the EDA grant, they were
negotiating a long-term lease with Coulter.
However, when Coulter was informed that
Hialeah had the EDA grant to refurbish the
structure, they decided to give it to the City and
take it as a tax deduction. This would not have
happened if the EDA grant had not been in place.

Without these EDA funds, Coulter Industries
would not have donated the building, and
Fraunhofer would not have invested in the
Jactory. The Fraunhofer investment comes to an
annual operating budget of $2 million.

The project manager for Fraunhofer noted that the
number of employees at the teaching factory will
depend on the type of technology that goes into
the building. Most new jobs will not be generated
at the factory, but rather at the developing and
evolving businesses that take advantage of the
factory. Once the review of local manufacturing
needs is completed, Fraunhofer will set up a
factory in the renovated structure where local
manufacturers can encounter new technology.
Each company can produce its own products at the
site to determine whether the equipment offers
significant advantages that justify purchasing the
items. The factory itself will not produce any new
products, and will be staffed by a group of
German-trained manufacturing engineers.

“Hialeah is also the gateway to South America.
The project will give us the ability to train
people from there in the highest technology.
Locally, we also have a lot of people who do
motor repair, windows, manufacture of motor
parts, aircraft and jet engine repair and
refurbishing, and manufacture of computer
processing units. This will be facilitated by the
close rail transportation—the project is right
behind the rail station. This will also allow
expanded economic development into Dade
and Broward County.”

City Manager—Hialeah

The probability of success with Fraunhofer is
considered to be very good. Fraunhofer has 46
technology institutes in Germany, and is estab-
lishing research centers in Boston and Ann Arbor,
Michigan, and a teaching factory in Milwaukee.
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m  Developing Partnerships

One of the goals of EDA is to establish partner-
ships through its development grants. This will be
achieved in this case. The Hialeah site will be
linked to Miami Dade Community College and
Florida International University. As the city
manager noted: “The project will reach through
South Florida in the future.” It should also
provide international business connections with
Latin America and Europe, and will act as a
model for the teaching factory concept for other
parts of the United States and the region. The city
manager also noted:

“Hialeah is also the gateway to South America.
The project will give us the ability to train people
Jorm there in the highest technology. Locally, we
also have a lot of people who do motor repair,
windows, manufacture of motor parts, aircraft and
Jet engine repair and refurbishing, and manufac-
ture of computer processing units. This will be
Jacilitated by the close rail transportation—the
project is right behind the rail station. This will
also allow expanded economic development into
Dade and Broward County.”

Another important aspect of the project is its train-
ing and educational value. For example, students
at the University of Miami and Miami Dade Com-
munity College will be able to utilize the facility
for training and educational purposes. Some
correspondence between other universities stimu-
late other to emulate the program (outreach
beyond immediate area of Florida). The dean of
graduate studies at the University of Miami notes:
“For our faculty, we would interact in transferring
knowledge from academia to industry as well as
working on problems in areas of technology... We
envision it as a training opportunity for students as
well as a way faculty could contribute to the
community.”

The facility not only represents a testing ground
for innovative technology but provides training

The facility not only represents a testing ground
for innovative technology but provides training
opportunities for individuals who can then enter
the specific manufacturing sector employing
these very same technologies.

opportunities for individuals who can then enter
the specific manufacturing sector employing these
very same technologies. University participation
has already been integral to project development.
Professors from Florida International University
were hired by Hialeah to oversee and coordinate
project development. FIU will also use the
facility to teach engineers, but the actual people
who will be running the innovative technology
equipment will be high school and junior college
students. They will be supervised by Fraunhofer
engineers company staff, and university faculty.
For example, Turner Tech has already expressed
interest in having students work and train at the
facility.

“The people we dealt with from EDA were Boyd
Rose, Kent Lim, and Lola Smith. Those three
individuals were exemplary. They worked with
us no matter what we asked of them—they
knew we had something special with this
project in particular—that it had the potential to

" be a model for the rest of the nation. EDA was
the trigger mechanism for the whole project.
They didn't just have an idea—what they had
was vision.”

City Manager—Hialeah

Throughout this process, the EDA was cited as
providing outstanding support to the project
manager:

“The people we dealt with from EDA were Boyd
Rose, Kent Lim, and Lola Smith. Those three
individuals were exemplary. They worked with us
no matter what we asked of them—they knew we
had something special with this project in
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particular—that it had the potential to be a model
for the rest of the nation. EDA was the trigger
mechanism for the whole project. They didn’t just
have an idea—what they had was vision.”

The project manager made the following points:

+  The EDA team members were highly
professional and sincere in their efforts to
understand the needs served by the project and
to assist in project development.

+ EDA’s performance while working with the
City of Hialeah was outstanding.

» The level of monetary assistance provided
was satisfactory.

» The City of Hialeah was very satisfied with
EDA’s efficiency and timeliness in providing
disaster assistance.

m Leadership

Leadership for the Hialeah project came from the
city manager and his staff. The city manager had
many years experience working with development
projects and previous experience directing EDA
projects for the city of Hialeah. He was able to

successfully incorporate the Fraunhofer offer into
the factory. His work with the Beacon Council
and Coulter Industries leveraged resources for the
project. By linking up with Fraunhofer, Coulter
Industries, FIU, and others, the project manager
effectively increased the job creation and business
building capacity of the Teaching Factory project.

m  Summary

The Hialeah HITPIC project is just under way,
with the delays due to changes in building codes,
improvements in project design, and formalization
of working partnerships. These partnerships and
design improvements will substantially increase
the long-term impact of the project for the City of
Hialeah and the surrounding region. The factory
should serve as a model for local industries to
upgrade their productivity and for the creation of
jobs as new industries are attracted to the area by
the factory and established ones market new
products after testing innovations in the factory.

It should be emphasized that the factory itself will
not be a primary source of new jobs. Most jobs
will be created as businesses take advantage of the
technical expertise and training the factory offers.
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Center for Health Technologies

During the course of the evaluation, CHT
requested that the EDA project be terminated.

The Center for Health Technologies (CHT) is a
community-based, nonprofit organization whose
goal is to foster economic development in South
Florida through technology transfer. CHT is also
an association of small, developing companies
focused on a wide range of health-related products
or processes. CHT assists in the development of
new technology-based companies, with a goal of
creating new jobs, especially for minorities who
normally have few opportunities to enter
technology-based industrial positions.

®  Project Description

The project’s original scope was to provide
funding to complete the renovations of a Health
Technologies Incubator located in a 50,000-
square-foot facility owned by the City of Miami.
The building would have provided office and
laboratory space to start-up health technology
businesses. The EDA grant was $1,000,000 and
CHT was supposed to raise $333,000 for the
project.

CHT and the City of Miami had entered into a
short-term lease, but in the end, both parties could
not agree to the terms of a long-term lease. Also,
it appears that the City of Miami was not willing
to accept the risk of compensating EDA for the
leasehold improvement provided for in the $1
million EDA grant if the Incubator did not
succeed. Under the terms and conditions of the
grant, the City, as owner of the property, would be
required to compensate EDA for the fair market
value of the leasehold improvements if the lease
with CHT were terminated before the end of the
useful life of the EDA-funded improvements.

®  Purpose of the Project

The purpose of the project was to expand the
capacity of the Health Technologies Incubator to
enhance the development of new start-up health
technology companies. By providing affordable
space and a broad spectrum of services to these
companies, the Incubator would help them
develop into self-supporting health technology
businesses. According to CHT, most companies
graduate in 2% to 3 years, while technical
companies may take up to 4 years.

The revised project would have had a significant
impact on increasing the number of new, skilled,
long-term jobs in the Kendall area, an area
severely affected by Hurricane Andrew. Jobs
created would have helped to overcome the
impact of jobs lost in this region due to Hurricane
Andrew’s destruction of local businesses. The
proposed renovation and/or addition to the
building located on the University of Miami’s
South Campus would also have created jobs
during construction.

®»  Projected Outcomes

Once the revised grant was approved, CHT
estimated that the renovations would take 18
months to complete. (The University of Miami
estimated one year to complete renovations and
construction of an addition, and six months if it
was only a renovation.) CHT said that out of their
25 affiliates, about 5—8 were interested in moving
into the new Incubator.

CHT’s Chief Operating Officer said that the
community would benefit most from the Health
Technologies Incubator because it would create
long-term jobs and attract capital investment. He
estimated the Incubator would create 1,500 long-
term jobs over the next ten years. CHT also
estimated that 80 percent of the businesses that
pass through the Incubator would become
successful health technology companies. These
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companies would then relocate from the Incubator
into the South Florida area and generate new jobs
in the region.

Discussions with two of CHT’s affiliate
companies revealed that CHT was a valuable
resource for networking support.

One affiliate company was a biomedical research,
engineering, and manufacturing company that was
developing orthopedic diagnostic, surgical, and
treatment products. The company was started in
1987 and currently has two full-time staff
members (with one other employee funded
through a grant by the State of Florida). The
owner said that his company was open before
CHT formed and that he was actually involved in
CHT’s start-up. He has helped approximately
three other start-up companies through an
exchange of information. He thinks CHT adds to
the cohesion of the health care industry in Miami.
This owner had been on-site in the first Incubator
while the lease with the City of Miami was being
negotiated, but moved out when the lease fell
through. He is currently located at the University
of Miami’s Jackson Medical Center and was
unsure whether he would move into the new
Incubator.

The other affiliate company, currently on-site at
the South Campus location, was developing new
reagents, specifically DNA/RNA reagents, for
biological research. This company would serve
scientific and industrial biotechnology markets,
and would sell its products through direct
mailings to researchers. The owner is the sole
employee of the company, which he founded in
July 1995. CHT was providing him with lab
space, a fax machine, and a telephone. He said it
would have been very difficult to open his
company without CHT’s help. The owner has
already found a company to license and develop
his products for the gene therapy market. The
agreement includes an up-front sum and royalties.
He foresees staying a maximum of 2 years in the

Incubator. This owner also said that when his
company graduates and moves out of the
Incubator, his company will stay in the South
Florida area. He also mentioned that the current
location is ideal for him, and since the building
offers 24-hour security, he feels very safe working
late and on weekends.

Both affiliate companies agreed that CHT offers
good networking opportunities for professionals in
the health industry. Their owners mentioned the
once-a-month CHT Affiliate Roundtables and the
Florida Venture Forums, which allow affiliate
companies the opportunity to meet potential
investors.

m  Networking

CHT offers its affiliate companies access to a
large network of organizations in the Greater
Miami area. These organizations include the
Greater Miami Chamber of Commerce, the
Beacon Council, the Broward Economic
Development Council, the Florida Chamber of
Commerce, the National Business Incubation
Association, University of Miami, Florida
International University, and CHT’s corporate
members.

m  Project History

The change in location of the Health Technologies
Incubator would have affected the results that
were first projected. For example, the creation of
inner-city jobs would not have taken place. The
first Incubator would have created highly skilled
jobs for minorities in the Overtown area, an
economically underdeveloped area with a large
minority population and high unemployment
rates. The construction jobs that would have been
created in the Overtown area would also not
occur.

Also, the first building was within walking
distance of the health care and research facilities
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at the University of Miami’s Jackson Memorial
Hospital Medical Center and other medical
research centers/complexes, such as Cedars
Medical Center and the Veterans Administration
Medical Center. This complex would have been
not only a prime resource for the affiliate com-
panies, but a prime customer for the new health
products and services developed by those
companies. The new site was far from Miami’s
medical center. The new Incubator may also have
housed fewer start-up companies than projected
with the first Incubator. This capacity would have
depended on EDA approval of plans to add on to
or renovate the existing building on the University
of Miami’s South Campus.

m  Leadership

The leadership of this project was fair, but was
compromised by the lack of cooperation with the
City of Miami and the breakdown in contract
negotiations with the University of Miami. The

project has been recently canceled, and no
benefits will be realized for clients.

" Summary

The CHT project was based upon using an
established firm in promoting health technology
businesses. However, the inability to secure
favorable leases with the City of Miami and then
the University of Miami for supporting facilities
proved fatal to the project. A possible solution
could have been the negotiation of the lease
agreement as a proactive requirement for the
approval of EDA funding.

Even though the CHT project was well planned, it
suffered from a lack of cooperation from
economic partners and a lack of leveraging by the
project director. EDA’s decisions to cancel this
project is consistent with the Development
Quotient score it received before this cancellation
occurred.
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Florida International University Small
Business Technical Assistance
Program—International Trade Focus

m  Project Description

The proposed project will be a program of training
and technical assistance for businesses in the area
most affected by Hurricane Andrew, which is
defined as the area between S.W. 88th Street and
Florida City to the south. The central focus of the
program will be to assist in reconstructing the
economic base of this area through developing
international trade linkages for companies in the
affected area and preparing companies
inexperienced in international trade to do business
in the global market place.

®  Purpose of the Project

The purpose of this project is to provide technical
assistance through training and counseling to
businesses in the affected area, specifically
focusing on international trade. The preliminary
goal is that 60 percent of the clients be minorities.

m Description of the Study Area

The area of South Dade County targeted by this
project had approximately 8,000 businesses,
employing 123,000 people with a total personal
income of $4.5 billion. Most of these businesses
are small employers. Sixty percent employ less
than five persons each. The hurricane area
targeted by this project represented approximately
12 percent of Dade County’s $38 billion personal
income and 14 percent of the 878,000 jobs and
59,000 businesses.

m  Hurricane Impacts

In 1993, Florida International University did a
study of the impact zone they would be targeting
for this project. The affected area was divided
into two sections as follows:

¢ Area A: south of S.W. 88th Street and north
of S.W. 152 Street; and

o Area B: south of S.W. 152 Street to the
Monroe County line.

The survey revealed that Area B suffered a greater
negative impact than Area A because the base
industries of government, agriculture, company
headquarters, and manufacturing have greater
multiplier effects. Area A had more reliance on
small businesses such as retail stores and service
businesses. Therefore, in Area A the rebuilding of
the neighborhoods will reestablish the economic
base.

By contrast, Area B businesses are not expected to
respond as rapidly as Area A. Area B had greater
building destruction, but more importantly, there
was more destruction to the base industries—
Homestead Air Force Base, Burger King Head-
quarters, American Bankers Insurance Company,
and the agricultural sector—all of which still had
not recovered their previous employment levels at
the time of this survey. Thus, Area B not only lost
jobs from its base industries but also lost jobs
from the multiplier effect. Consequently, busi-
nesses, especially in Area B, must seek other
markets outside this area since their local market
has been destroyed. This is why the international
trade focus is so important to the recovery effort.

The U.S. Department of Commerce reported that
trade through Miami Customs District, which
includes the airports and seaports from key West
to Fort Pierce, rose to $2.1 billion in July 1992.
Up 12.3 percent from the same month of the
previous year. In order to compensate for the loss
to the economic base form the disaster, it is
necessary that businesses in the area expand their
markets. This could include foreign markets that
are exporting opportunities; but equally as
important are importing opportunities for those
companies seeking products to sell and distribute
in the United States.
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®  Project Impacts

The project of the FIU Small Business
Development Center (SBDC), was divided up into
two activities: (1) individual counseling of small
business owners and (2) open seminars for the
business community. The focus in these activities
was on developing linkages with the international
trade market. Overall impacts include the
following:

*  Over the first 18 months of the project,
FIU-SBDC has counseled 545 clients,
surpassing their initial goal of 300 clients.
This has been accomplished in part by careful
utilization of resources and by the donation of
technical counseling expertise by members of
the SBDC.

»  The SBDC has conducted 32 seminars in
international trade and small business
development. These seminars have been
attended by 1,296 business people. This
greatly surpasses their original goal of 18
seminars and a projected 450 attendees.

Informal surveys were conducted with five of the
FIU clients: four small export businesses and a
purchasing agent for a hotel. Exported products
included (1) plants and seeds, (2) powdered milk
and steel pigirons, (3) chemical products, and (4)
electrical and automobile parts. The hotel
purchasing agent exports cigarettes, alcohol,
frozen poultry, and soft drinks.

In response to the question, “Did the assistance
received from FIU make a difference?,” all of the
clients responded “yes.” Assistance cited
included help in starting in a new business (2
clients); help in procuring a loan (1 client); and
opening new international business markets (2
clients).

One of the most important outcomes of the
training project cited in interviews with project
staff was the facilitation of trading linkages.

Finding trading partners, and then providing
support information on how partnerships can
succeed, has been one of the most important
contributions of the program to client success
and community economic recovery.

Finding trading partners, and then providing
support information on how partnerships can
succeed, has been one of the most important
contributions of the program to the client success
and community economic recovery. Information
can include help in researching markets, identify-
ing shipping ports, establishing letters of credit,
and identifying potential trading partners. Clients
also cited the individual care that they received
from SBDC staff. They were generally not
restricted in the number of times they could go
back for assistance and counseling.

The SBDC of Florida International University has
prepared a progress report for EDA. It covers the
period from July 1, 1995, to September 30, 1995.
During this period, the project grew beyond the
original work plans. A wide variety of com-
munity resources have been leveraged in provid-
ing technical assistance and counseling to clients,
and in the promotion of the international trade
program. These include organizations, publicity
events, advertising with community organizations,
chambers of commerce, banks, agencies and
consulates, and participation in trade shows.

Networking is part of the development activity
encouraged by EDA as an integral part of
economic recovery and development after a
disaster. This includes $14,500 in leveraged in-
kind contributions for trade show booths. A total
of 68 network contacts were made that cover the
economic region of South Florida and five other
nations, including Brazil, Colombia, Argentina,
Great Britain, and Mexico. Important examples of
significant activities over the last quarter from this
period include
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+ participation in three trade shows—Florida
International Restaurant, Hotel and Bakery,
Florida International Medical Expo, and
Export America;

« discussion of international trade issues on a
local radio station, which included call-in
questions by listeners requesting information
on international trade; and

« the creation of a home page for the Inter-
national Trade Program on the internet’s
World Wide Web, which should enhance
exposure of the program across the nation.

The hundreds of hours consulting over the life of
the program have included follow-up visits with
clients seeking further help. For example, in the
third quarter, 13 clients participated in follow-up
counseling for a total of 143 hours. Counseling
was sought for expanding businesses, securing
loans and distribution agreements, and
export—import issues.

A wide variety of seminars have been taught
under the program, reaching 1,296 clients who
have attended. The seminars have included the
following topics:

«  How to Organize your Export-Import
Business
« Financing Your Export Business

»  Your Agricultural Products and the World
Market

Exporting Opportunities to Latin America

+  Brazil Opportunities for Global Trade

« Letters of Credit

+  Understanding NAFTA and the GATT

«  Assuring the Success of Your Export Business
«  Opportunities in the Latin American Market

» Trade Finance Resources for Exporters

« Exporting Opportunities in Latin America

» Trading with the Caribbean

+  Assuring the Success of Your Export Business
« Exporting to Latin America and the Caribbean
» Exporting Opportunities for Small Businesses
» Exporting Made Easy for Exporters

+ Trading with the Caribbean

« Financing Your Export Business

+ Stake Your Claim in Trade

The comprehensive coverage of international
trade topics, as well as the numerous clients
counseled, indicate that the SBDC has far
exceeded the expectations outlined in the
original proposal. Their effective use of EDA
resources has provided a major boost to the
growth and development of international
business ventures in the disaster area.

The comprehensive coverage of international
trade topics, as well as the numerous clients
counseled, indicate that the SBDC has far
exceeded the expectations outlined in the original
proposal. Their effective use of EDA resources
has provided a major boost to the growth and
development of international business ventures
in the disaster area. The extensive networking
they have accomplished is also consistent with
the goal of EDA to create partnerships in deve-
lopment. The evidence indicated that the SBDC
of FIU has significantly improved international
business development in the impact area. The
“Phoenix Effect” has been achieved in this case,
in that the benefits realized exceeded the original
pre-disaster resources and level of international
business development for the impact area.

In an interview with the project director, the
following points were made about EDA:
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» The overall support he received from EDA in
project preparation and funding was
outstanding.

»  Without the assistance received from EDA,
FIU could not have effectively supported
international business development after
Hurricane Andrew.

m  [eadership

Leadership for the FIU project was very effective
at reaching a large number of clients and
stretching the resources to realize the maximum
benefits for the largest number of clients. The
grant administrator directed his staff to maximize
the effectiveness of funding by minimizing
staffing costs and by reaching more clients than
originally planned through leveraging of outside
resources.

The number of clients counseled and the number
of events sponsored and organized far exceeded
the original expectations of the project. The

training infrastructure (including trained person-
nel, partnerships, experience) facilitated inter-
national trade development in the South Dade
area, and empowered many businesses with vital
technical knowledge that they then converted into
new international businesses or improvements/
expansion of existing businesses and capacities.

®  Summary

The FIU-directed project improved international
business development in the South Dade area.
This was accomplished through technical
assistance counseling of businesses, sponsoring of
international trade seminars and symposia, adver-
tising of and participation in international trade
events, and leveraging of outside funding for the
promotion of international business development.
Effective leadership maximized the grant
resources keeping staff working longer than
planned, resulting in a far greater number of
clients served than anticipated.
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Revolving Loan Funds

City of Homestead Revolving Loan Fund

® Description of the Project Area

The economy of the Homestead area before the
hurricane was based on agriculture, Homestead
Air Force Base, seasonal tourism, and related
industry and small businesses. The value of
agricultural sales in 1989 was $539 million.
These sales provide a total economic impact on
the community of $910 million. The 1,623 farms
and nurseries in Dade County utilize 83,000 acres
of land and employ 23,068 full-time equivalent
jobs. Almost all (99.7%) of this acreage is located
in the hurricane impact area, and much of the
agricultural support activity is served from
Homestead.

Homestead Air Force Base contributed $450
million annually to the local economy.
Approximately 6,500 military personnel and their
families were stationed at the base prior to the
hurricane. More than 80,000 retired military
personnel used the Base hospital and PX.

m Local Hurricane Impacts

Hurricane Andrew destroyed or damaged some
8,000 businesses, 100,000 people were left
unemployed, 200,000 people were left homeless,
and Homestead lost 50 percent of its electrical
customers. An estimated $20 billion worth of
property damage was caused by the storm, of
which an estimated $12 billion worth of claims
was paid as of February 1993. Several insurance
companies went bankrupt. As of 1993, business
owners were still waiting to be compensated for
their claims, many of which were subsequently
covered by the Florida Insurance Guaranty
Association, Inc.

The need to retain existing businesses, and attract
new ones, was paramount to city managers and
local stakeholders in the economy. Community
leaders are seeking to create a mix of old and new
businesses and to use larger projects such as the
Homestead Industrial Park and the Motor Sports
Complex to attract new light industry to the area.
There was an initial loss of local residents and
businesses, some of whom relocated to nearby
areas such as Hialeah and Broward County. Some
businesses that did receive insurance monies
subsequently disappeared from the economic
landscape.

m  Project Description

The project proposed the establishment of a
revolving loan fund to assist businesses in
Homestead to recover from Hurricane Andrew.

EDA Share $2,000,000
Local (Waiver Recommended) $0
Total $2,000,000

m  Purpose of the Project

To establish a Revolving Loan Fund (RLF), which
is urgently needed for job retention and job
creation, both for (1) pre-storm businesses which
have suffered substantial damage and loss, and

(2) post-storm businesses responding to the attrac-
tion of the industrial or commercial parks, Foreign
Trade Zone, Enterprise Zone, Homestead Sports
Complex, and tourism development in the
Homestead area.

m  Results

Initially, the RLF has focused on fifteen small
business owners who had not been able to reopen
because their insurance companies went bankrupt.
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These businesses have a potential of providing at
least 150 jobs. Many of the businesses are located
in the southwest corner of the city, one of the
poorest areas. To ensure these businesses have an
opportunity to utilize the loans, the City of
Homestead has aggressively solicited application
from that section of the city. In the initial round,
approximately 50 percent of the monies were to
be utilized in this area.

The start-up of this project has been slow and the
outcomes less positive than anticipated. The
administration of the project is now under the
Vision Council in Homestead, associated with the
City Chamber of Commerce. The need to retain
existing businesses, and attract new ones, was
paramount to city managers and local stakeholders
in the economy. However, according to the
project director, there has been a problem in
getting repayment of the loans from some of the
clients.

It has also been difficult to get people in the target -

area of Southwest Homestead to respond to the
solicitation for grant applications. People in the
area are not used to receiving outside help, and
have historically been undercapitalized and
underinsured. In fact, many of the businesses in
this area lost their insurance coverage because the
insurance companies they dealt with were “high
risk.”

According to EDA staff, RLF loan officers were
cautioned to be conservative with their lending in
order to ensure repayment. In the past EDA has
been criticized for loan programs that were high
risk and resulted in low repayment rates.

The guidelines that the Vision Council uses in
providing loans are

* present funds are utilized only when banks
will not approve a loan (the funds do not
compete with existing resources);

« to get approval for a loan, the business must
submit a business plan as part of the loan
application; and

* loan applications are reviewed by a committee
appointed by the City Council, which has the
power to approve or deny the loan.

Unlike Tools for Change, which can physically go
out and solicit in areas in which they are already
an established presence, the Revolving Loan Fund
was faced with dealing with a population for
which the RLF were unknown entities.

Recently, the lending strategy was changed so that
clients can now be located all over Homestead,
not concentrated in any one area.

Despite the slow start, the loan program is
beginning to take off. As of September 15, 1995,
14 loans had been dispersed, and an additional 17
loans are pending, giving a total of 31 projects
either funded or submitted for funding. Total
dispersed funds amounted to $1,596,000 out of a
total base fund of $2 million. Requested revenues
for the pending 17 projects amount to $1,269,000.

m Leadership

The original leadership of this project suffered
from a lack of experience in revolving loan
management and poorly planned communication
between the initial target population and the
project administration.

Leadership changed hands several times until it
was taken over most recently by the Vision
Council early in 1994. Since then, there has been
an improvement in the loan application process
and loaned funds have resulted in some concrete
developments. However, there is still a “payback”
perception problem with clients. Many of them
have gotten used to the idea of grants, since many
grants have been awarded in the area by post-
disaster agencies. Thus, the concept of a federally
sourced loan which must be payed back is
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somewhat novel in this funding environment.
This problem is being addressed with aggressive
leadership in the selection and approval of
funding. Now, loans must be approved by a
review panel appointed by the city council. Thus,
the decision to loan funds is based on a committee
process and is not the responsibility of any
particular individual.

m  Summary

The Homestead Revolving Loan Fund initially
suffered from poor leadership stemming from a
lack of experience managing such loans and poor

communication with the client population. This
delayed the potential benefits of the program,
particularly for the poorer neighborhoods initially
targeted for assistance. The failure to service
these neighborhoods resulted in several changes in
project leadership and loan requirements.

The present management of the fund is under the
Vision Council, with seventeen loans granted or
pending. However, the original client population
has been abandoned for established businesses
that could pass the scrutiny of a loan approval
committee under the auspices of the city council.
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Beacon Council Revolving Loan Fund
®  Project Description

The EDA grant was supposed to provide low
interest construction/first mortgage loans to
develop permanent shell buildings for targeted
light manufacturing and distribution businesses.
The buildings were to be “multi-use industrial
facilities” capable of meeting prospective user
specifications and a quick turnaround for near-
term occupancy requirements. The revolving loan
funds were to be used initially to construct three
or four 20,000-30,000 square-foot shell facilities
in the area south of S.W. 88th Street. The original
project brief had also targeted three prospective
businesses for the shell buildings; a health
technology company, an apparel manufacturer/
distributor, and a manufactured housing company.
These three companies were expected to create
600 jobs. To date, two Beacon Council loans that
have closed have been used for the reconstruction
of a restaurant and a school, and have created a
total of 139 jobs.

The Beacon Council has received two grants for
the Revolving Loan Fund. The first grant was $2
million and then a second (recapitalization) grant
of $1.5 million was awarded.

B Hurricane Impact

Hurricane Andrew had a devastating effect on the
economy of South Dade County. The hurricane
destroyed infrastructure, residences, and busi-
nesses in the area. Before the hurricane, the area
from S.W. 88th Street south to the Monroe
County border contained approximately 8,000
businesses employing 123,000 people. Most of
these were small businesses, with 60 percent
employing less than 5 persons.

B Purpose of the Project

This revolving loan fund (RLF) would help
restore businesses damaged by the hurricane and
restore the economy of South Dade County
through a customized facility development
assistance program. Its primary objectives were
to (1) create permanent jobs for workers displaced
as a result of Hurricane Andrew and by recent lay-
offs by local employers; (2) retain the existing
business base in the hurricane-damaged areas of
South Dade which is eroding due in part to a lack
of available warehouse space; (3) restore the local,
state, and federal tax base which has been
diminished as a result of the hurricane; and

(4) maintain Greater Miami’s position as the
leading gateway and transshipment center for
international trade with Latin America and the
Caribbean.

8 Results

The Beacon Council has officially closed two
loans and has four others pending. According to
the Beacon Council’s Manager of Financing
Programs, they have committed $2 million of the
total $3.5 million EDA grant. They are also
currently reviewing two applications totaling
$1.25 million. \

The Beacon Council advertised the RLF in several
newspapers, including the Miami Herald, the
Times, and the Diario de las Americas. 1t also
sent loan application packets to over 30 organiza-
tions in the Miami area.

The Manager of Financing Programs says of EDA
that “there are no other agencies that have taken
the time or the interest to ensure full recovery
after the devastation our community has been
through.” She also believes that if the Beacon
Council had not received EDA funds for the RLF
“the devastated areas of our county would still be
in the first stages of recovery.” She believes EDA
has helped to speed up the recovery process.
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The two loans that have closed went to the
Berkshire School in Homestead and the Old
Cutler Oyster Company, a restaurant located on
South Dixie Highway.

The Berkshire School was totally destroyed by
Hurricane Andrew. The loan was used to com-
pletely rebuild the school which now employs 42
people. Before Hurricane Andrew, 32 people
were employed at the school, so 10 new jobs have
been created. According to the school’s principal,
if they had not received the loan from the Beacon
Council, the “Berkshire School would not have
been able to continue to provide quality education
for many children here in the Homestead-South
Dade area.”

The Old Cutler Oyster Company is a restaurant
that was completely destroyed by Hurricane
Andrew. The $250,000 RLF loan was used to
supplement a loan from the Small Business
Administration. It was used to rebuild the
restaurant that now employs 97 people. Before
the hurricane, the restaurant employed 63 people,
so 34 new jobs were created. According to the
president of the restaurant, they would not be open
today if they had not received the loan from the
Beacon Council since he could not obtain a
supplemental loan elsewhere. Overall, he was
very pleased with the assistance he received from
the Beacon Council. However, he felt that the
people he dealt with were initially disorganized
and that the loan was very expensive with high
closing costs.

The Beacon Council currently has four pending
loans. Two of the pending loans will go to
Kendall Health Care and to Contender Boats.

Kendall Health Care consists of nursing homes
and assisted living facilities. It currently has two
sites and plans to expand to a third site. Hurricane
Andrew caused $6 million in damages to the its
two existing facilities and repairs took 1'% years.
Currently, Kendall Health Care has returned to its

pre-Hurricane Andrew occupancy rates and
number of employees. The pending loan was
expected to close December 20, 1995. This
$300,000 loan will be used to purchase a three-
acre plot for the new site.

The owner estimated that the new site will provide
160 new residences and employ 120 new persons.
The owner said the loan he will receive from the
Beacon Council will be helpful, but not instru-
mental, in purchasing the new plot. He felt that if
he was unable to get a loan from the Beacon
Council, he would have been able to get one from
a bank. He felt that the assistance he has received
from the Beacon Council has been very good,
however, he mentioned several areas that need
improvement. He found it hard to get in touch
with key people who did not return his calls. He
also said that it has been difficult keep the process
moving and that these problems have made the
process more costly due to increased attorney
fees.

The pending loan to Contender Boats has been
delayed because of County changes in the zoning
and building codes. Contender Boats is expected
to create about 350 manufacturing jobs.

n EDA Response

According to the Beacon Council’s Manager of
Financing Programs, EDA staff have been very
helpful and very responsive; “they return phone
calls!” When the project first started, Dick
Burnham would go through financial reports line
by line, if necessary. He also offered advice on
each project.

m  Networking

The Beacon Council developed a network of
organizations in the Greater Miami area. For
example, the Beacon Council sent loan application
packets to 31 organizations. These organizations
then came up with “great ideas™ for using the
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RLF, according to the Manager of Financing
Programs at the Beacon Council. She also
believes that because of the EDA grant, the
Beacon Council has developed good ties with
other organizations.

Beacon Council sent loan application packets to
the following organizations:

Arca Development Inc.

BAC Consortium

Bankers Savings Bank

Builders Association of South Florida

Bureau of Business Assistance

Bureau of Industry Development

Bureau of International Trade and
Development

Camacol (Latin American Chamber of
Commerce)

Dade County Industrial Development
Authority (IDA)

Dade County Public Schools, Business Ind.
Services Dept.

Dade Manufacturers Council

Department of Business and Economic
Development

Florida Department of Commerce

Florida International University Women’s
Business Resource Center

Greater Miami Chamber of Commerce

Greater South Dade/South Miami Chamber of
Commerce

Homestead/Florida City Chamber of
Commerce

Homestead Office, Florida Department of
Labor

Latin Builders Association

Line, Jacobson, Attorneys at Law
Llanes and Garcia

Miami Dade Community College

National Association of Women Business
Owners

Perrine Office, Florida Dept. of Labor
Private Industry Council of South Florida
Service Corp of Retired Executives
Small Business Development Center

The Entrepreneurial Institute at Florida
International University

The Women’s Chamber of Commerce
U.S. Small Business Administration

U.S. Department of Commerce

u [ eadership

The Beacon Council has gone through several
changes in leadership from the time of the initial
awarding of the EDA grant. These changes
slowed the start-up of the project. They have only
recently begun to make loans to clients, although
receiving an additional $2.0 million from EDA.
The present leadership of the project is fair. It
could be improved with more aggressive
marketing of the loan funds across the spectrum of
communities that make up the Metro Dade area.

®  Summary

The Beacon Council revolving loan fund has great
business development and job creation potential.
However, the progress at this point is less than
satisfactory. As loans are made and businesses
developed, it is anticipated that this project will
have a much greater impact on post-disaster
recovery.
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The methodology used in carrying out this assess-
ment is multifaceted, and is adapted to deal with
the range and variety of projects and impacts of
the EDA assistance program. Only one other
study has dealt with post-disaster assistance
(Kinkaide et al. 1991). The assessment consists of
two analytic components:

 an analysis of new institutional developments,
such as regional planning and coordination
efforts, creation of new social and economic
partnerships, and enhanced community parti-
cipation as identifiably linked to the EDA
assistance and recovery process; and

 acase study analysis of selected EDA-funded
recovery projects in the impact area.

The institutional analysis focuses on the coopera-
tive networks and partnerships that have been
created or have grown as a result of the hurricane

event. Fundamental institutions that are presently

involved in active socioeconomic networks are
identified, and their roles in the recovery process
documented through key informants. This con-
sists of project site visits and interviews with
institutional directors, public-sector decision-
makers, and EDA. Interviews are complemented
with detailed review of the history and roles in
disaster recovery of target institutions. News-
papers, agency reports, reviewed publications,
newsletters, and committee reports supplement
interviews and provide information to sharpen the
dialogue therein. They serve as the focus of docu-
mented review and interviews. In the analysis,
three primary issues serve as a focus for document
review and interviews:

« documentation of the structure and function of
institutional networks;

» review of the positive outcomes resulting
from actions of these networks; and

« assessment of the sustainable utility and
future positive benefits that can be expected
from the continued functioning of these net-
works, particularly in regard to economic
recovery, disaster preparedness, and response
planning.

The analysis of institutional response is comple-
mented by case studies of the impacts of EDA’s
post-disaster recovery projects. Case studies are
based on detailed interviews with selected
individuals who are stakeholders in the projects
being evaluated. For example, project managers,

community supervisors, EDA representatives,

chamber of commerce officials, and members of
the target population for whom the project is
designed are all potential information sources.
The case studies are constructed by combining the
responses of various key informants with avail-
able public documentation of the project, includ-
ing planning documents, historical sources on
project development, and public commentary on
the public activity. A highly descriptive account
of the project emerges, organized in a progressive
time line from the disaster event through the
planning and development stages up to the present
time.

The analysis of the institutional response is com-
plemented by a case study review of the impact of
EDA assistance in post-disaster recovery projects.
Some thirty diverse projects in various stages of
completion were funded throughout the impact
area. The case study method is an effective
methodology for carrying out a comprehensive
review of the impact of a project without the need
for a formalized survey instrument. A case study
(Yin 1989:23) is an empirical analysis where:

+ acontemporary phenomenon is investigated
within its real-life context;

+ the boundaries between phenomena and
context are not clearly evident; and
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* multiple sources of evidence are used.

Project selection was achieved in consultation
with EDA and by categorizing the various projects
based on project design and services provided.
Projects that are already completed and those still
in implementation are included in the case studies.
This type of analysis predicts the socioeconomic
impact of a project based on the expectations and
perceptions of relevant stakeholders.

Case study analysis includes visiting the selected
project sites. At a site, the evaluators developed a
descriptive analysis of the project impacts by
personal interview of key informants. Key issues
that shaped the interviews include the following:

+ the timeliness of the EDA response;

¢ the communication and advertisement of
services to the affected populations;

» the nature and degree of cooperation and
collaboration between EDA and other relief
agencies;

» the kind of project or level of aid received;
» the populations affected;
» the overall outcomes realized from assistance;

» the appropriateness of the project in relation
to the needs created by the disaster;

= the economic impact in immediate area and in
relation to economic (regional) effects;

+ the social impacts and benefits of the project
on the target population;

» the effectiveness of project management in
regards to project cost and completion
schedule; and

+ the identification and characterization of
institutional and networks created by the
project.

The specific case study design used was intensive,
site-focused interviews, with those selected for
interview being those most directly impacted by
the project. These interviews were open-ended
but were structured around the key issues listed
above. State, regional, county, and city planners
and economists were also interviewed, as were
members of local chambers of commerce and
employees of EDA.

Each cluster of individuals was grouped with
similar individuals at each sample project to
derive broad responses for the entire sample area.
For example, project managers would represent
one population, regional planners another, and
local community members another.

Once data for site case studies were gathered, they
were cross-analyzed, and common features and
outcomes aggregated under the guiding questions
above. From a complete analysis of the institu-
tional network study and the collected case
studies, overall outcomes and products were high-
lighted and described. Outcomes and products
were summarized as “lessons learned.” Under
these lessons, an emphasis was placed on the
actual impacts of assistance and recommendations
for improvement of the design and delivery of
EDA disaster assistance programs in the future.

Case studies were complemented by a series of
short unstructured interviews of sample popula-
tions within the overall impact population of a
project area. For example, the commercial water
and sewer line installed along the Dixie Highway
between the 232 and 264 blocks will impact busi-
nesses along this stretch of US-1. Interviews of
businesses along the Highway complemented
interviews given by key informants responsible
for the direction of the project.

In Florida City, interviews of individual shop
owners and managers in a newly constructed mall
gave an idea of impact from the development of
new businesses and economic gains to the city
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from infrastructure that would not have been built
here if EDA funds were not available to pay for
the commercial water and sewer line. A select
number of interviews of businesses aided by the
Tools for Change training and technical assistance
program gauged the effectiveness of the EDA
assistance. Finally, interviews of all project

managers gave us an overview of the present
status of projects, and the impact of EDA funding
and assistance in each of these cases. These
population interviews were not meant to replace
the case studies, but are instead complementary to
them.
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CASE STUDY CONTACTS

MetroZoo
Director
Curator of Mammals
Curator of Birds
Planning/Grants Officer
Zoo Construction/Maintenance Manager
Director of Grants and External Funding, Florida Department of Parks and Recreation

City of Florida City
City Manager
Business Administrator, Florida City Farmers Market
Mall Administrator, Florida City Key Shops Mall
30 Business managers at the Keys Mall, including a wide variety of businesses such as clothing,
video, food, gifts, shoes, cosmetics, antiques, office supplies, and others.

City of Homestead
President, Metro Dade Community College, Homestead Campus
Mayor
Director of Community Development
Director, Vision Council
Administrative Specialist, Vision Council
2 Community Development Specialists
Neighborhood Liaison
City Manager
Director, Branch Office of Tools for Change
Director, Haitian Organization of Women
Administrative Specialist, Haitian Organization of Women
10 Business Managers ‘
5 Haitian Clients, “Business Incubator Without Walls” Project

Tools for Change—Overtown
Executive Director
Administrative Specialist
Legal Advisor
Accountant
Loan Specialist
Community Advisor
Block Grant Specialist
10 Clients
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City of Hialeah
Mayor
City Manager
Administrative Specialist
Community Development Specialist
3 Members of the City Council
5 Business Managers

Goodwill Industries
President
Business Manager (Miami)
Textile Engineer
Personnel Director
Grants Administrator
Client Programs Officer
Client Supervisor
6 Clients (Focus Group Interview)
Business Manager (Dixie Highway)
Training Specialist

Dixie Highway—Metro Dade Water and Sewer
Grants and Contracts Officer
Administrative Assistant, Grants Office
15 Businesses along the Dixie Highway, including the following:
family restaurant; clothing store; agricultural cooperative; day care center; community bank;
hardware store; Goodwill, lumber store; aluminum shed distributor; bar and grill; family grocery
store; automobile service station; lumber yard; used car dealership; and flea market.

Florida International University
Project Director
Project Administrator
5 Clients in International Trade Business
Administrative Specialist

Miccosukee Reservation
Tribal Planner
Financial Advisor
Cultural Broker

South Florida Regional Planning Council
Executive Director
Administrative Specialist
2 Development Planning Specialists
10 Clients
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cultures, and between aspects of the storm; warnings, evacuations, and emergency response;
deaths and damages; and physical impacts. It concludes with recommendations concerning
hurricane models, wind speed data, working with local media, building design, emergency power
supplies, the ALERT rain gauge network, emergency broadcasts, evacuation efforts and shelters,
and coastal zone management.

Guarisco, Tom, Bill Decker and Ralph Monson. Hurricane Andrew: A Diary of Destruction in South
Louisiana, August 26, 1992. Lubbock, Tex.: C.F. Boone Publishing Inc. 1992.
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states’s coastal zone, the distribution of windstorm insurance claims, and a synopsis of
construction code legislation.

Miller, Kristen S. and Catherine Simile. They Could See Stars from Their Beds: The Plight of the Rural
Poor in the Aftermath of Hurricane Hugo. University of Delaware, Disaster Research Center,
Preliminary Paper no. 175. Newark, DE, 1992.

Monday, Jacquelyn L. Learning from Hurricane Hugo: Implications for Public Policy. U.S. Federal

Emergency Management Agency, Federal Insurance Administration. Washington, D.C. 1992.
Like other natural disasters, Hurricane Hugo spawned a large number of research investigations
and resultant reports. This volume attempts to consolidate those findings and conclusions that
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Hugo, A Diary of Destruction. C.F.Boone Publishers. Sun City West, AZ, 1989.
Collated from journalistic sources, this publication contains numerous anecdotal accounts from
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erosion; examine the rebuilding of Folly Beach, South Carolina, following Hurricane Hugo;
recount the experiences of Michigan’s Emergency Home Moving Program; and contrast
homeowner relocation choices for two island communities. Conclusions involve topics such as
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storm surge and tsunamis, the Joint Cooperative Research Program (four earthquake-related
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Sullivan, James D., ed. Proceedings of the 1993 Simulation Multiconference on the International
Emergency Management and Engineering Conference—Tenth Anniversary: Research and
Applications. Society for Computer Simulation. San Diego, CA, 1993.
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Also identified as “Support to National and Regional Emergency Systems (Lessons Learnt from
Recent Disasters including Hurricane Hugo),” this document was prepared in conjunction with
the Pan-Caribbean Disaster Preparedness and Prevention Project. Seventy-six comments are
offered dealing with hurricane preparedness measures, regional and telecommunications
planning, public awareness and the training of emergency personnel, the response to Hugo, the
coordination of both internal and external responses, and implications for PCDPPP activities.
The rest of the document contains UNDRO information and situation reports, from which a
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U.S. Dept. of Defense. Hurricane Hugo: After-Action Report. U.S. Dept. of Defense, Army Corps of
Engineers, Charleston District. Charleston, S.C. 1990.
The events prior to, during, and after Hurricane Hugo are chronicled in this report, which focuses
on the storm’s impact on South Carolina and the role of the Corps of Engineers in the recovery
effort. Included are summaries of disaster operations and interagency coordination and
discussions of the emergency situation, assistance provided, response effectiveness, and the
operation’s strengths and weaknesses. The report contains 24 lessons learned.

U.S. Federal Emergency Management Agency. FEMA's Disaster Management Program. A Performance
Audit After Hurricane Andrew. U.S. Federal Emergency Management Agency, Office of Inspector
General, H-01-93. Washington, D.C. 1993.

This report presents the results of and examination by the Federal Emergency Management
Agency (FEMA) Office of Inspector General. The report recommends that FEMA develop plans
and seek authority to mobilize resources in extraordinary disasters; create a rapid damage
assessment system for immediate activation upon warning of an extraordinary disaster; obtain
agreement in advance from the Office of the President on changes in the standard cost sharing
formula; seek authorization from the president to revise the Federal Response Plan to require
other Federal agencies to act immediately; restructure assignments for providing mass care;
establish systems for public information distribution during major disasters; reduce the
complexity of the aid program for victims; and create or improve administrative support systems.

U.S. Federal Emergency Management Agency. Hurricane Hugo: Interagency Hazard Mitigation Team
Report. U.S. Federal Emergency Management Agency, Report no. FEMA-843-DR-SC. Atlanta, GA.
October 1989.

This report contains recommendations for improved recovery and hazard mitigation that were
proposed by a regional FEMA mitigation team which investigated the stricken area in Hurricane
Hugo’s aftermath. The report addresses issues that South Carolina should consider in future
emergency plan development and offers a general description of the disaster and the response to
it, addressing government and regulatory structures, hurricane preparedness, damage, initial
reaction, and long-term reconstruction. It reccommends improvements in the use of South
Carolina’s emergency operations centers, in floodplain and coastal zone management
procedures, in emergency communications, and in the implementation of a mandatory state-wide
building code that provides structural protection from both hurricane-force winds and
earthquakes.

U.S. Federal Emergency Management Agency. Interagency Hazard Mitigation Survey Team Report in
Response to: The August 24, 1992 Disaster Declaration for the State of Florida—Hurricane Andrew.
U.S. Federal Emergency Management Agency, FEMA-955-DR-FL. Atlanta, GA, 1992.

This report presents the findings of a post-disaster survey team convened in Miami by FEMA
and the Florida Division of Emergency Management. It offers recommendations for improving
building codes, standards, and practices; coastal and floodplain management; pre- and
post-disaster planning; and infrastructure, particularly transportation and information systems. In
addition, it examines maritime impacts, agricultural effects, and environmental issues.
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U.S. General Accounting Office. Disaster Assistance: DOD’s Support for Hurricanes Andrew and Iniki

and Typhoon Omar. U.S. General Accounting Office, GAO/NSIAD-93-180. Washington, D.C. 1993.
This report studied the effects that providing humanitarian services following disasters had on
military services to determine the roles of the armed forces in providing assistance; the problems
that affected their ability to deliver assistance; whether their participation affected the units’
readiness and training; whether the military needs to reorient its roles, training, equipment and
doctrine for post-disaster operations; and the costs and sources of funding associated with the
military’s participation in disaster assistance operations. The report suggests the Federal
Response Plan address a need for better coordination among all assistance providers and for
improved damage assessment and needs determination procedures.

U.S. General Accounting Office. Disaster Assistance: Federal, State, and Local Responses to Natural
Disasters Need Improvement. U.S. General Accounting Office, GAO/RCED-91-43. Washington,
D.C. March 1991.

The GAO, in response to requests from members of Congress, has examined how FEMA and
other agencies carried out their responsibilities when responding to the almost simultaneous
Hurricane Hugo and Loma Prieta earthquake disasters. Recommendations are offered on federal
response capabilities.

U.S. General Accounting Office. Disaster Assistance: Supplemental Information on Hurricane Hugo in
South Carolina. U.S. General Accounting Office, GAO/RCED-91-150. Washington, D.C. May 1991.

U.S. General Accounting Office. Disaster Management: Improving the Nation's Response to
Catastrophic Disasters. U.S. General Accounting Office. GAO/RCED-93-186. July 1993.

The federal management of catastrophic disasters was intensely criticized after Hurricane
Andrew leveled much of South Florida and Hurricane Iniki devastated the Hawaiian island of
Kauai. As a result, Congress requested that the GAO review federal disaster response policy.
This report summarizes their analyses, conclusions, recommendations, and suggestions for
congressional consideration presented at hearings before five Senate and House committees and
subcommittees. ‘

U.S. General Accounting Office. Disaster Management: Recent Disasters Demonstrate the Need to
Improve the Nation’s Response Strategy—Statement of J. Dexter Peach. U.S. General Accounting
Office, GAO/T-RCED-93-4. January 27, 1993.

The Comptroller General’s Office reviewed FEMA following Hurricane Andrew and evaluated
federal, state, local and volunteer response to catastrophes. It concluded that FEMA’s response
strategy is not adequate where state, local and volunteer agencies cannot provide victims with
life-sustaining mass care services such as food, shelter, and medical assistance within the first 12
to 24 hours. Key reasons for failure include the absence of provisions for rapid assessment of a
disaster’s magnitude and lack of a specific functional responsibility to respond to disasters.
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U.S. General Accounting Office. Small Business: SBA Needs to Improve Administrative Practices for

Disaster Operations. U.S. General Accounting Office, GAO/RCED-92-144. Washington, D.C. 1992.
This report presents the GAO’s findings about alleged improper administrative practices during
the SBA’s response to Hurricane Hugo in Puerto Rico and the Virgin Islands. It was found that
SBA complied with rules governing its functions, but improvements could be made in SBA
procedures for issuing waivers of the automatic reduction in per diem paid to temporary disaster
employees. The SBA was found to be making progress in its efforts to increase the efficiency of
its disaster recovery activities, and to rectify deficiencies in documentation and periodic review
requirements.

U.S. House of Representatives. Earthquakes and Earthquake Insurance. U.S. House of Representatives,
Hearing before Committee on Banking, Finance, and Urban Affairs, Subcommittee on Policy
Research and Insurance, 101st Cong., 2nd Sess., Serial no. 101-74, February 7, 1990. Washington,
D.C. 1990.

After the hearing was called to order, Chairman Ben Erdreich announced that the subcommittee
“...will consider certain issues relating to earthquakes, including hazard mitigation, emergency
response and preparedness, and earthquake insurance coverage...in response to increased
concern over disaster assistance and emergency preparedness capabilities in the wake of
Hurricane Hugo...and the Loma Prieta earthquake. The subcommittee is most interested in
learning about the risks and liabilities associated with earthquake insurance coverage for
residential and commercial structures and the insurance industry’s ability to absorb claims
resulting from a major earthquake disaster. Our inquiry will also include consideration of hazard
mitigation research and applied technology.” Testimony was taken from nearly 15 experts and
numerous publications on seismic safety are reprinted as appendices.

U.S. House of Representatives. Federal Emergency Management Agency’s Disaster Assistance Program.
U.S. House of Representatives, Hearing Before the Committee on Public Works and Transportation,
Subcommittee on Investigations and Oversight, 103rd Congress, 1st Session, March 2, 1993,

103-36. Washington, D.C. 1993.
Representative Robert A. Borski opened the hearing by saying, “Now, at a time of comparative
calm, is the time for the Subcommittee...to examine FEMA’s responses to the most recent
disasters. Our current system of emergency response with states taking the lead and FEMA
providing assistance, proved inadequate in dealing with Hurricane Andrew last August, just as it
proved inadequate in dealing with Hurricane Hugo and the Loma Prieta earthquake three years
ago...The testimony we will hear today demonstrates that FEMA did not learn the lessons of
Hurricane Hugo and the Loma Prieta earthquake in responding to Hurricane Andrew. FEMA still
has what its Inspector General’s office calls a wait-and-see approach to disaster response...In
truth, the inadequate response to Hurricane Andrew was not all FEMA’s fault... Twenty-seven
different agencies are involved in disaster response and 20 different congressional committees
are involved. FEMA is so busy coordinating that it is not surprising that it doesn’t do an
adequate job of responding.”
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U.S. House of Representatives. Federal Emergency Management Agency's Response to Natural
Disasters. U.S. House of Representatives, Hearings Before the Subcommittee on Investigations and
Oversight of the Committee on Public Works and Transportation , 101st Congress, 2nd Session, May
1-2, 1990, Report no. 101-72. Washington, D.C. 1991.

Slightly more than 6 months after Hurricane Hugo and the Loma Prieta earthquake had left their
impacts on the U.S., hearings were held to evaluate the accomplishments of FEMA in its role as
provider and manager of the Federal Disaster Assistance Program. Testimony and prepared
statements from witnesses and four members of Congress, along with reprinted documents,
letters, and articles provide insights to FEMA’s response to the two natural disasters.

U.S. Library of Congress, Congressional Research Service. 4 Descriptive Analysis of Federal Relief,
Insurance, and Loss Reduction Programs for Natural Hazards. U.S. House of Representatives, A
Report Prepared Pursuant to the Request of the Committee on Banking, Finance, and Urban Affairs,
Subcommittee on Policy Research and Insurance, 102nd Congress, 2nd Session, October 15, 1992,
Committee Print 102-15. Washington, D.C. 1993.

This comprehensive examination of federal disaster relief policies that involve insurance
programs contains chapters addressing insurance in natural disaster relief; loss control (disaster
assistance, federal flood and erosion control projects, land use management, agricultural
programs); National Flood Insurance Program (current program and its evolution,
accommodation of coastal erosion, cost of the NFIP, legislation in the 102nd Congress); federal
crop insurance and disaster assistance (basic mechanics of crop insurance, other major federal
agricultural disaster programs, financial performance of the crop insurance program, barriers to
participation, proposed policy options for reforming crop insurance, crop insurance and the 1990
farm bill, crop insurance policy options); proposals for earthquake and all-risk insurance (H.R.
2806-the Earthquake Hazard Reduction Amendments Act, policy issues, affordability of
residential earthquake insurance, all-risk insurance); and a summary of insurance and disaster
relief assistance.

U.S. Senate. Federal Disaster Policy and Future of Federal Emergency Management Agency. U.S.
Senate, Hearing before a Subcommittee of the Committee on Appropriations, 103rd Congress, 1st
Session, Special Hearing, S. Hrg. 103-207, January 27, 1993. Washington, D.C. 1993.

In her opening statement, Senator Mikulski said that [the subcommittee] “will be conducting a
hearing on the federal disaster policy, the future of FEMA, and, of course, what this would mean to
the appropriations framework...Most recently no story gripped the American people more last year
than Hurricane Andrew...Unfortunately, the federal government’s initial response run through
FEMA was widely seen by many of Hurricane Andrew’s victims in Florida as a disaster itself...I
believe our current disaster relief policy must be changed to make the federal government approach
disasters on the basis of risk.”

U.S. Senate. Lessons Learned from Hurricane Andrew. U.S. Senate, Hearing before the Committee on
Environment and Public Works, Subcommittee on Toxic Substances, Research and Development,
103rd Congress, 1st Session, April 19, 1993, S. Hrg. 103-86. Washington, D.C. 1993.

Opening remarks of Senator Bob Graham includes: “The hearing...first will be a presentation
and discussion on the issues that preceded the arrival of Hurricane Andrew—the preparation for
the event; the second section will be on the events immediately following Hurricane Andrew; the
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third on the recovery effort, which of course, is still ongoing; and then, finally...we will hear
citizen comments on any of those or other topics.”

U.S. Senate. Rebuilding FEMA: Preparing for the Next Disaster. U.S. Senate, Hearing Before the
Committee on Governmental Affairs, 103rd Congress, 1st Session, May 18, 1993, S. Hrg. 103-527.
Washington, D.C. 1994,

Chairman John Glenn opened the hearing by saying “In order to get a sense of perspective for
this hearing, I asked my staff to review the Committee’s work, which goes clear back to 1978, on
President Carter’s reorganization plan which created FEMA. The goal was to consolidate
disparate agency programs under one central roof and to provide strong leadership focus and
attention for emergency management activities. It has been 15 years. The level of coordination
that we had anticipated at that time, I think it would be fair to say, has certainly not happened as
of yet. In fact, we hear the cries from the very people FEMA was set up to serve, those
Americans who are victims of natural catastrophes and who have bitterly complained that
FEMA'’s follow-up on many occasions was an even bigger disaster.”

Welebny, Ronald J. “After Andrew I need a map that shows...” Photogrammetric Engineering & Remote
Sensing 59, no. 1 (January 1993): 45-47; 50-51; 54--56.
This article describes a sophisticated GIS system developed by employees of Digital Matrix
Services (DMS) to assist in postdisaster relief activities following Hurricane Andrew. Besides
technical information about setting up and running the GIS, the author recapitulates the problems
(and solutions to the problems) that emerged during the relief process.
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