
 

Future of Economic Development in Hampton Roads 

Core Principles 
 

 

The region is the fundamental unit of our economy.  

 Therefore, we agree to a comprehensive regional economic 
development initiative that addresses the following: 

 

• Regionally coordinated marketing, messaging, site 
preparation/infrastructure development, workforce preparation, 
cluster development and innovation, and business expansion, retention 
and attraction. 
 

• True regional/local partnerships between government, business, 
education and non-profits with visible and active leadership from the 
highest levels including Chief Executive Officers, Mayors, Chief 
Administrative Officers and Presidents. 
 

• Provide sustainable resources to support the regional economic 
development organization at a $4 million annual budget equally shared 
between business and government. 
 

• Utilize the IBM Plant Location International Report as a strategic plan to 
guide the region’s economic development strategy. 
 

• Formation of a public-private steering committee to provide leadership 
to advance the restructuring of the regional economic development 
program. 

 

 



The Future of Economic Development in Hampton Roads 
 
The Hampton Roads localities are fortunate to host very strong Local Economic Development 
Organizations (EDOs) that promote and advocate for economic growth and prosperity in the region’s 17 
jurisdictions.  These local EDOs have extensive knowledge of their local communities and are best 
positioned to understand strategic growth opportunities within each locality and how to best position each 
jurisdiction to be successful.   
 
Over the past year, a significant amount of discussion has occurred about opportunities to transform the 
Hampton Roads Economic Development Alliance (HREDA) into a strong regional organization that can 
complement the efforts of our Local EDOs and provide strong leadership on economic development 
matters at the regional level.  As a region, Hampton Roads is about to embark on several “generational 
investments” which have the potential to be transformational in scope, strengthen the connectivity of our 
region and set a strong foundation for growth and prosperity.  These investments include: 
 

• A collaborative effort among the region’s 17 localities to prioritize and finance the construction of 
over $5 Billion of transportation projects with local tax monies over the next 6 years.  These 
projects are predominantly funded with a regional gasoline and sales and use tax, and include the 
following: 
 

o Hampton Roads Bridge Tunnel – largest transportation project in the history of Virginia and 
will be one of only 4 bridge tunnels in the entire country that will be built using the 
directional boring technology (one of the other bored tunnels in the United States is the 
ongoing Chesapeake Bay Bridge Tunnel project). 

o I-64 Peninsula Widening 
o I-264/64 Interchange Improvements  
o High Rise Bridge and 64 South Side Project 

 
• A regional effort to connect to and leverage the transatlantic broadband cables that have landed in 

Virginia Beach as economic development drivers for our region.  The Southside localities have 
collaborated to finance a $500,000 planning and design effort for a Southside Fiber Ring that 
interconnects these cables with employment, education and government hubs, with future phases 
of this effort extending to the Peninsula.  The region has also been invited to participate in a 
national Smart Infrastructure Challenge which could produce funding to build this interconnected 
regional system and help Hampton Roads evolve as a ‘Smart Region”. 
 

• Widening and deepening of the Harbor Channel to support the Port of Virginia’s growth into one of 
the largest and most important ports in the country which provides job creation opportunities for 
Hampton Roads in the transportation and logistics sectors. 
 

• Advancement of a water reuse program called the Sustainable Water Initiative for Tomorrow 
(SWIFT) which will purify water through the Hampton Roads Sanitation District (HRSD) to meet 
drinking water standards and create a valuable water resource that can help: 
 

o Achieve Chesapeake Bay restoration goals 
o Replenish water supply through groundwater injection and slow saltwater intrusion 
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o Address sea level rise by slowing or reversing land subsidence  
o Support our regional economy 

 
These efforts will be the envy of other metropolitan regions in the United States, but Hampton Roads must 
have a strategically focused, well-organized and adequately funded regional economic development 
program if our region is to fully leverage these projects to create jobs and growth in our region.  This 
regional economic development program must focus on the needs of the outside investor while bringing 
regional communities together to ensure the Hampton Roads region can compete and win in the national 
and global economy and market place. 
 
 

A New Economic Development Model for Hampton Roads 
 
Both Local EDOs and a strong Regional EDO will play important roles in a successful regional economic 
development program.  Potential roles for each include but are not limited to the following: 
 
Regional EDO Roles  
 

• Serve as the lead Hampton Roads economic development organization and provide a Single Point 
of Contact for the outside investor.  In successful regions, the Regional EDO is the first stop for 
outside investors to obtain information about a region and its potential fit for the business or 
investment.  The Regional EDO as the lead organization, must also play an active role in 
coordinating and managing local and regional responses to outside investors.  After an investor 
determines a region is a potential area of interest, the Regional EDO works closely with localities to 
present the outside investor with the best and most competitive location options.  The Regional 
EDO maintains the lead investor or client management role as long as there is competition from 
outside the region or until the investor narrows the search on one regional community or location.  
At that point, the Regional EDO works to support the Local EDO as the locality advances efforts to 
close the deal. 

 
• Promote the Region with an integrated Regional Marketing Strategy with consistent messaging that 

promotes regional strengths in a consistent manner. 
 

• Takes a lead role in regional strategy development, regional branding, marketing and business 
attraction. 
 

• Provides Regional Business Intelligence in a regionally coordinated manner. 
 

• Works collaboratively with Local EDOs to benchmark and improve the competitive position and 
achieve long-term business environment improvement at both the regional and local level. 
 

• Works to coordinate and support a regional workforce development strategy and plan that meets 
the needs of both investors and local industries. 
 

• Lead the creation of a regional economic development ecosystem for business attraction, growth 
and retention and create an environment of innovation that is attractive to potential investors. 
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Local EDO Roles 
 

• Embrace and actively support the Regional EDO’s lead role in regional branding, marketing and 
business attraction.  Work to eliminate local marketing and business attraction efforts and 
programs that would be considered duplicative and redundant with the regional program.  
Coordinate all local marketing efforts to ensure message consistency with the regional branding 
and marketing program. 
 

• Manage the advancement and closure of deals at the local level including the negotiation of 
incentives. 
 

• Take a lead role in business expansion/retention and innovation activities. 
 

• Works collaboratively with the Regional EDO and other communities to achieve long-term business 
environment improvement at both the regional and local level. 
 

• Work with local leaders to manage the availability of shovel ready product such as sites and 
buildings including zoning and permitting. 
 

• Ensure that the infrastructure needs of business and industry are addressed. 
 

• Create and manage local economic development systems that are coordinated with  regional 
opportunities for job creation and growth. 
 

• Support the regional workforce strategy and plan to ensure a trained workforce is available to meet 
the needs of business and industry. 
 
 

At present, the Regional Economic Development Organization for Hampton Roads is not structured to 
achieve this vision.  Successful regions utilize a collective impact model to create an ecosystem for job 
attraction, growth and retention that is summarized in the attachment provided by the IBM International 
Report.  In addition, successful regions have implemented a new model for economic development which 
focuses on a variety of strategies and efforts to promote a strong ecosystem for job growth as illustrated by 
the attached table from the Brookings Institute.  This new model expands economic development beyond 
business attraction to comprehensively address issues such as workforce and talent development, 
entrepreneurship, clusters and innovation, business expansion and retention, and sites and real estate 
preparation. The Hampton Roads region has the opportunity to create a structure that follows these 
principles.   
 
The following table focuses on the Regional EDO and generally identifies the current model for economic 
development in Hampton Roads, and how the Regional EDO might adjust to a new model that mirrors 
successful programs in other peer metropolitan regions.  The goal of this table is not to completely describe 
all of the strengths and weaknesses of our current economic development practices, but to touch on a few 
guiding principles that could guide the transformation of our Regional EDO into an Alliance that supports 
the work of our Local Economic Development Organizations and allows Hampton Roads to utilize its 
“generational investments” as an opportunity to create a strong ecosystem for growth and prosperity. 
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Current Model New Model 

Comprehensive Local Economic Development 
Organizations (EDOs) with HREDA having a 
limited role on an informal basis without an 
operating agreement or adopted protocols. 
 

Strong Local and Regional Economic 
Development Organizations with clearly 
defined operating roles, relationship and 
functions outlined in agreement with 
region’s localities. 
 
An operating agreement designates the 
regional organization with the lead role in 
regional strategy development, marketing 
and business attraction, and an active and 
supportive role in business 
expansion/retention, innovation activities 
and long-term business environment 
improvement.  This agreement also clearly 
defines the critical role of Local EDOs in 
these efforts. 
 

Economic development strategy is set at the 
local level independent of other localities and 
the regional organization.   

A comprehensive economic development 
strategy is framed at the regional level with 
each locality adopting the regional strategy 
and working to align local economic 
development plans with the regional 
strategy.   Agreement on metrics by which 
regional and local success will be measured 
and aligned.  
 

Market individual localities in an unaligned 
and fragmented manner.  No consistent 
messaging to promote regional assets.  
Individual localities fund and manage external 
marketing and business attraction programs 
that in effect compete with regional 
marketing effort. 
 

Promote the Region – integrated Regional 
Marketing Strategy/Positive 
Messaging/Promote Regional Strengths in 
cohesive manner.  Local promotional effort 
aligned, coordinated and non-competitive 
with regional marketing effort. 
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Current Model New Model 

Local EDOs independently develop and 
manage leads separate from and without 
engaging the regional organization.  Regional 
EDO not involved with incentive negotiation 
or deal closing. 
 

Regional EDO is responsible for working with 
Local EDOs to cultivate leads, business 
attraction and client management.  Regional 
and Local EDOs partner to negotiate 
incentives and close deals. 

Delegated Leadership - Local Economic 
Development Directors and middle 
management business representatives attend 
HREDA meetings and provide leadership 
 

Visible Leadership at Highest Levels - Chief 
Administrative Officers from Localities, CEOs 
from Business Sector, Mayors, Presidents of 
Higher Education and Philanthropic leaders 
Lead Regional EDO.  Regional EDO 
Leadership actively supports and encourages 
local private sector support, funding and 
engagement in the regional program. 
 

HREDA funding 68% Public Sector and 32% 
Private Sector.  Funding support significantly 
lags behind our peer regions and competition 
@ $2 Million per year 
 

Funding support ramped up to $4M per year 
over 3 year period.  Funding split evenly @ 
50% Private Sector and 50% Public Sector. 
 

Business Retention and Expansion all 
managed locally 
 

Collaborative arrangement between Local 
and Regional EDOs, acknowledging and 
encouraging the Regional EDOs supportive 
role in business retention and expansion.  
The Regional EDO acknowledges and 
supports each locality’s primary and lead 
role in retention and expansion. 
 

Individual localities perform their own 
Business Intelligence Function  
 

Regional Business Intelligence Program 
 

Fragmented/Ineffective Marketing – no 
regional brand.  Local branding and marketing 
is developed and implemented independent 
of regional branding and marketing efforts. 
 

Regional EDO is responsible for managing 
and creating an Ecosystem for Regional 
Branding and Messaging that incorporates 
the positive features and benefits of the 
localities and region – Consistent and 
Positive Messaging. 
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Current Model New Model 

Multiple organizations with little alignment 
around the components of economic 
development, workforce, business promotion, 
marketing, utilities, site readiness, etc. 
 

Consolidate and/or align current 
organizations around a Collective Impact 
Model – Regional EDO serves as one-stop 
shop for information for prospects.  Regional 
EDO serves as the facilitator of an Annual 
Economic Summit to review performance 
metrics and promote alignment around 
regional strategy. 
 

Individual localities arrange for international 
presence to promote their locality and 
develop leads independent of other 
communities or the Regional EDO. 
 

International presence managed through 
Regional EDO 
 

Tourism promotion $ not coordinated nor a 
part of Regional Economic Development 
Efforts 
 

Tourism promotion part of regional brand 
and promotion 
 

Localities prepare and develop sites on their 
own – little incentives for collaboration 
instead of competition.  Region has limited 
supply of sites that are shovel ready.   
 

Localities utilize RIFA under development as 
part of Unmanned Systems Initiative (HRPDC 
GO Virginia application) to provide the 
opportunity for joint site development and 
revenue sharing.  Private sector participates 
with localities in a joint venture model that 
involves localities, utilities, developers and 
other necessary parties to prepare and 
develop shovel ready sites and facilities 
 

Little collaboration around program delivery 
in support of Regional EDO 

Both Public and Private Sector accept 
accountability – understand everyone has a 
role – Collective Impact Model – Advocacy 

 

MOU Between Localities and Regional EDO Establishes Commitment and Articulates 
Roles and Operating Principles 
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Talent

Networking 
& 

Partnerships

Infrastructure 
& Real Estate

Economic
Development
Capabilities

InnovationFinance

Investment 
Promotion

Investor Development and 
Policy Advocacy - supports 
the further development and 
growth of existing companies 
and includes advocacy for 
industry towards policy 
makers.

Investment Promotion - encompasses 
investment promotion and  marketing 
efforts

Networking and Partnerships - refers to 
matchmaking services and networking events 
and activities.

Finance - ensures access to finance 
for new and existing companies, 
including seed funding, VC, loan 
guarantees etc.

Infrastructure & Real 
Estate– the physical and 
digital assets and real 
estate/incubator facilities 
available to companies

Internationalization -
support for indigenous 
companies’ 
internationalization efforts, 
e.g. marketing of local 
capabilities and international 
partnerships with other 
clusters/regions.

Talent - ensures skills supply and alignment for the cluster, 
supports recruitment and HR issues

Innovation - supports innovation and 
collaboration between companies and 
universities and partnership between 
companies

= Core HREDA responsibility

= HREDA supporting role

Investor 
Development 

and  
Policy

Advocacy

Internatio-
nalization

Economic Development Requires a Regional Approach
A full range of activities must be accomplished at regional scale



Economic Development Priorities 

Business Attraction 

Other Workforce & Talent 

Entrepreneurship 

Clusters & Innovation 

Infrastructure 

Expansion & Retention 

Foreign Investment 

Sites and Real Estate 

Business Attraction 

Then Now 
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