REQUEST FOR PROPOSAL

HIGH TECHNOLOGY INCUBATOR

START-UP PHASE

PROGRAM MANAGEMENT

“Technology continues to shrink the world. There is no choice other than to participate in the global community. Science and technology is too precious a resource to be restricted from drawing the world together. That is what the 21st Century is all about.”

Dr. George Kozmetsky

Remarks to the company graduation at the award winning Austin Technology Incubator 

Austin, Texas

September 6, 1996

The Vision

An important window of opportunity exists for Anne Arundel County, the surrounding region, and Maryland.  The area is rich with amenities; a growing technology knowledge base; and examples of successful, globally competitive entrepreneurial initiatives.  The challenge is efficiently  develop and cost effectively marshal these resources and capacity to exploit existing and new-to-the-world technologies to the benefit of the region’s small, mid-sized, and large companies.  How Anne Arundel County and Maryland organize to incubate, fund, and grow technology-intensive companies will, in large part, determine the region’s ability to create high value jobs and sustainable wealth creation into the 21st century.

The vision is for Maryland and Anne Arundel County to build a technologically diverse, regionally-based, globally competitive economy.  This economy is to be built on the core competencies of institutions that generate scientific breakthroughs  and new to the world technology.  The vision is to create wealth and high value jobs for shared prosperity and for a sustained high quality of life.  This vision can be achieved by:

-Active and deliberate regional collaboration across academic, business, and government sectors, and 

-Implementing regional, national, and global strategies and programs for building a technology-based economy leveraging regional core competencies as well as emerging technology platforms as the basis for wealth creation. 
Three factors are especially important in the development and sustainability of a globally competitive wealth creation for Anne Arundel County and the surrounding region:

1. Earning national and international recognition for the quality of scientific and technological capabilities. Indicators of this factor include research and development contracts, grants, and other research funding; quality of students; and research centers of excellence.

2. The attraction of major technology companies and the creation of home-grown technology companies to spur economic development and technological diversification. Indicators of this factor include the type of major technology companies attracted to the region and the creation of high jobs through technology-based entrepreneurship.

3. The development and maintenance of new technologies for emerging industries based on advancements in state-of-the-art technology. This factor can be measured through the commercialization of new-to-the-world technologies in such areas as microelectronics, data mining and security, and telecommunications.  

The proposed course of action takes into account the four basic strategies of technology-based regional economic development: company relocation; company retention and expansion; new firm development; and alliance building.  The focus of this AAEDC incubator initiative under the guidance of the ESSI execution team is on facilitating and accelerating technology-based entrepreneurship to enhance new high tech venture creation together with the establishment of strong and lasting  institutional alliances among the key local and regional stakeholders that will share this vision as their own.

Technology-based entrepreneurship involves the commercialization of science and technology through newer institutional partnerships and alliances.  It concentrates on regional and global technology alliances for competitiveness. It is based on creative and innovative programs and methods of linking public-sector initiatives and private-sector resources within and across national boundaries for promoting new economic growth.

Four Strategies of Technology-Based Regional Economic Development




To be effective, technology-based entrepreneurship must foster collaborative government-academic-business relationships. These new types of organizational alliances incorporate a dynamic and participative private sector; a creative role for government through strong supportive technology policies, initiatives, and development programs; and innovative academic relationships. Science and technology policies that promote and flow from these technology alliances are redefining the role and scope of the wide variety of institutions involved in advancing economic growth through technology.

Critical Success Factors for Technology-Based Entrepreneurship in Anne Arundel County and Maryland
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Policies to accelerate science and technology commercialization must enhance links among key institutions to build a viable public/private infrastructure and a commitment and dedication to risk-taking and risk-sharing. These assets and strategies including quality education; business expertise and know-how; finance; access to R&D; physical infrastructure; quality of life; and regional collaboration are all considered important for fostering technology-based entrepreneurship in the Anne Arundel County region. 

Central to achieving value-added technology commercialization is the linking of four critical success factors:  

(1)  talent - people, especially entrepreneurial risk takers  

(2)  technology - ideas, especially breakthroughs or new to the world ideas from inventors 

(3)  capital - financial resources, angel capital, seed money, especially early stage risk capital 

(4)  know-how - enterprise knowledge for new and rapidly growing firms to be competitive in national and global markets. Know-how are the function business experts within the incubator or the region that are willing to contribute their time, money, resources and expertise toward the success of early stage ventures. 

Entrepreneurial talent results from the perception, drive, tenacity, dedication, and hard work of special types of individuals-people who make things happen. Where there is a pool of such talent, there is opportunity for economic growth, diversification, and new business development.

Talent without ideas is like a seed without water. When talent is linked with technology, when people recognize and push and pull viable ideas to commercialization, the entrepreneurial process is underway. Every dynamic process needs to be fueled. The fuel here is capital. Early stage risk capital is the catalyst in the technology-venturing chain reaction.

Know-how is the ability to commercialize and apply business or scientific knowledge by efficiently and cost effectively linking talent, technology, and capital in emerging and expanding enterprises. It finds and applies expertise in a variety of areas, making the difference between success and failure. This expertise, or “smart knowledge infrastructure”, involves elegantly and efficiently leveraging management, marketing, finance, sales and distribution, accounting, production, and manufacturing, as well as legal, scientific and engineering skills either internal to the incubator facility or through creative partnerships with outside service providers.  ESSI will bring both internal Know-How expertise and also has experience in building the local Know-How Network.

Wealth creation opportunities in the coming decades will be realized by meeting the challenges of a hyper-competitive global marketplace in the post-cold-war era.  To prepare for the 21st century, communities as well as federal agencies and firms need to implement innovative technology commercialization strategies.  The Anne Arundel County region could, and should, become a national and indeed, international model for successful economic transition to a more diversified, globally competitive, technologically-based, wealth creating economy while maintaining its strong core competencies in national security, defense, telecommunications and other key  industries.

Technology-intensive economic takeoff requires a society prepared to respond actively to new possibilities for productive enterprise; and it is likely to require political, social, and institutional change which will both perpetuate an initial increase in the scale of investment and result in the regular acceptance and absorption of innovations.1
The process permitting the drive to technological maturity to happen is a progressive increase in technological absorptive capacity; that is, the buildup within the society of scientists and engineers, workers and entrepreneurs, and foremen and managers capable of absorbing the backlog of relevant, increasingly sophisticated, hitherto unapplied technologies. This implies not only an extension of education at every level and the emergence of modernized institutions encouraging the process, but also a succession of generations each born into and taking for granted a technologically more complex and diversified world.2

 Rostow, W.W., The Process of Economic Growth, New York: W.W. Norton & Company, 1962, pp. 274-275.

2 Rostow, W.W., Theorists of Economic Growth from David Hume to the Present, New York; Oxford Press, 1990.

The county’s historical, cultural, recreational, and social amenities are major assets to build upon as the region enacts strategies to become a national center for technology-based entrepreneurship. The challenge for the county’s public and private sectors is to maintain and enhance the region’s historical, cultural, and environmental assets as the area strives to be competitive in the global economy of the 21st century.

Research on regional economic development throughout the U.S. emphasizes the importance of having different sized firms cooperating and competing. Small and mid-sized technology-

intensive companies are important to regional economic development for:

-their potential for rapid growth 

-the acceleration of technology commercialization of new to-the-world technologies and services 

-the fostering of new and emerging industries 

Large technology-intensive companies are important to regional economic development for:

-tax income 

-entry level jobs and employee training  

-technology/ideas for spin-out companies and as a source of trained personnel for new company formation

-being magnets for sub-contractors and service providers in related industries

-providing functional business expertise and/or funding for innovative programs and state-of-the-art technologies for colleges, universities, and K-12

Technology-intensive jobs are high value jobs with the potential for rapid career development and comparatively high salaries.  

For each technology-based job it is estimated that 6 to 8 additional jobs are created in the surrounding region in services, education, and the professions. 

Select small and mid-sized firms in emerging technology industries are capable of impressive growth and they have great wealth generating potential.

Colleges and universities conduct leading edge or breakthrough research on emerging technologies as well as train the “smart infrastructure of business know-how”- finance, law, marketing, sales, management - needed to successfully commercialize technology. Patents and licenses are not sufficient, especially if the desire is to facilitate home-grown wealth creation. 
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“Smart Infrastructure”
For the considerable science and technology resources in place in the county and Maryland to create wealth and high-value jobs, it is necessary to have business know-how (e.g., market research, finance, production, sales and distribution) to effectively apply this technology to leverage business diversification, expansion, and new firm creation.

While regional public and private research institutions may foster state-of-the-art R&D and creative innovations, if the technology is not successfully transferred to the marketplace there is no return on investment (ROI) for the community ( no wealth creation and no high value jobs.


The processes of technology transfer and commercialization require efficient access to business know-how and capital. In short, a “smart” regionally-based infrastructure is vital for the successful commercialization of technology and to achieve regionally-based ROI.

BUSINESS KNOW-HOW

For Anne Arundel County’s Smart Infrastructure, it most important to: 

-have accessible support from regional business experts for the county’s entrepreneurs

-provide organizations or mechanisms for business owners and entrepreneurs to network.

-provide entrepreneurial training in area high schools, colleges, and universities

-create Class ‘A’ technology/industry parks and specialized office/light manufacturing space for start-up activity

-provide entrepreneurial training and initiatives for the inner cities and rural areas

ACCESS TO TECHNOLOGY  



1) technology transfer linkages with nationally-based technology resources and markets

2) technology transfer linkages with local sources of R&D activities.

ESSI’s Response

Purpose and Scope

AAEDC has determined that a market exists for a technology-based incubator to support

new business formation, expansion, retention and attraction within Anne Arundel

County. This demand will come from sources within the region as well as outside the

region and, due to the strength of potential strategic partnerships, may serve as a basis for

creating an Innovation Center in any of the following three industry sectors:

Telecommunications, Micro-electronics and Information Technology, with specific

emphasis on data mining and security.

AAEDC expects to follow an aggressive timeline to launch the technology incubator,

with a targeted opening date in early 2003. The project has been planned in two phases,

with Phase I consisting of a 30,000 square- foot facility to be located in an office/R&D

flex facility/complex. Current plans are to build a new facility, however an interim lease

will be established to launch and sustain the project for the first 2-3 years.

AAEDC would expect the successful candidate to bring a broad base of experience in

guiding the formation and accelerated growth of technology ventures in one or more of

the technologies to be supported by the incubator. Additionally, the contractor must have

an established network of professional and technical specialists suitable to support high growth,

early-stage ventures in the appropriate technology sectors. The contractor must

also demonstrate the ability to coach incubator clients, interface with the Board of

Directors and facilitate the use of outside resources

ESSI Response:  ESSI and its team have direct experience in incubator facility search, identification, lease negotiation, facility/infrastructure services and startup operations management.  Meyers was specifically responsible for similar efforts in Charleston, SC which included refurbishing an aged facility and total infrastructure retooling including HVAC, telecom/IT wiring, etc.. ESSI is prepared to initiate the incubator facility selection based on the recommendations of the AAEDC Business Plan with specific recommendations to query key industry, academic and research institutions and stakeholders to help determine the ideal infrastructure and support service configurations that will be ideal for the intended focus of this incubator.  ESSI will plan to have this grass roots evaluation and needs survey accomplished within 60 days of the award of this contract. In parallel, it will begin its site selection survey and complete its recommendations for an incubator facility within 30-60 days thereafter (within 120 days of the contract award).  Thereafter, depending on the need or requirements to outfit, upfit or retool the infrastructure, ESSI would anticipate the incubator being prepared for occupancy for a grand opening event on or about March 15, 2003.  

ESSI also brings a team of operational and functional experts that will undertake a survey of the regional entrepreneurial resources available to leverage the AAEDC’s interest in focusing on and cultivating startups focused in Telecommunications, , Micro-electronics and Information Technology, with specific emphasis on data mining and security.  It will meet with key technology purveyors expected to either supply the core technology, technical expertise or other resources that the incubator or its clients can leverage for commercial success.  In meeting with these regional sources of technology, ESSI will validate these regional core competencies and also assess if there are any additional industry clusters or technology platforms that should be given some support by the incubator and its “Know-How Network”, which will be discussed in greater detail in this proposal. 

The ESSI team, especially Mr. Meyers, Ms. Schneider and Mr. Wiggins have all had direct experience in cultivating regional entrepreneurship, identifying budding entrepreneurs and coaching/grooming entrepreneurs for selection or admission into incubators.  Meyers also serves as a consultant to Angel Strategies, a national Angel Capital networking organization, as well being a member of the grants review committee for Entrepreneurship Team grants through the National Collegiate Innovators and Inventors Alliance. 

Having launched multiple incubators among the ESSI team in both non-profit and the for profit sectors gives ESSI substantial hands on, and first hand experience and know how in getting the incubator up, operating and opened successfully.  It also has experience in operating these facilities or selecting key operating personnel ideally suited to serve the needs of client companies within the incubator facility.   

Mission Statement and Goals

The Mission:

Anne Arundel County’s technology incubator will be a hub of technology

commercialization with close ties to government agencies such as the National Security

Agency (NSA), the University of Maryland and private sector partners within the region.

The incubator will focus on providing value-added services and facilities that will

accelerate the formation and growth of early-stage technology ventures.

The incubator should provide – with the assistance of experienced business people and

technologists from the community – business coaching, mentoring, financing assistance,

technology commercialization and licensing support, marketing and business plan

assistance, and referrals to numerous local and regional resources for professional

assistance. The incubator should be a focal point for individuals and groups wishing to

invest in such companies, and should enhance the financing opportunities for startups at

the incubator.

Goals and Objectives:

-Wealth gneration

-Technology commercialization

-Economic dvelopment

-Job creation

-Tax generation

-Economic diversification

-Program collaboration

-Risk management

-Start-up support

ESSI Response:  The incubator will serve as a regional hub for entrepreneurial activities, networking, deal making and most of all support of long term operational and financial success of startup ventures to enhance the mix of economic development activities going on in the region.  ESSI’s team has much experience in cultivating such activities including angel networking meetings, venture networks, entrepreneurship training and educational activities, internship programs, and other programs and activities designed to build interest, focus, excitement and long term support for the incubator.  

Action Plan

Anne Arundel County is poised for technology-based growth.  Now is the time when opportunity must meet necessity.

Opportunity is to:

-Enhance entrepreneurial educational initiatives

-Enhance national and international economic collaboration

-Build on the region’s emerging technological base and internationally recognized high quality of life.

-Target key industrial sectors for expansion through entrepreneurial and technology transfer initiatives for small, medium-sized, and large firms. 

-Strive toward world-class excellence in key areas of R&D which contribute to the growth of key industry clusters.

ESSI Response:  ESSI will bring key affiliations and experience in building entrepreneurial curriculum to enhance those programs not currently offered by regional business organizations or academic institutions.  Train-IT which is a proven program for educating budding entrepreneurs in business planning and management development skills.  ESSI’s affiliation with IC2 Institute which offers an on-line executive MS in Science and Technology Commercialization program.  ESSI’s affiliation with the NCIIA which provides curriculum development grants and grants for Entrepreneurship teams will also be leveraged. Furthermore, ESSI has the capacity to offer Technology Inventory and Assessment research and analysis services in either an outsourced/fee for service capacity, or as an additional service offering for incubator client companies.

Necessity is to:

-Develop a shared vision across academic, business and government sectors for regional, technological development.

-Leverage and enhance educational resources (K-12, college, and university) through cooperative initiatives with industry and local government.

-Strive toward world-class excellence in “smart” infrastructure development including:

· seed and venture capital resources

· national and international marketing

· world class production facilities

· global sales and distribution

-Attract and retain entrepreneurs and keep wealth creating technology and jobs in the Anne Arundel County and in Maryland. 

Opportunity and necessity do not come together under conditions of benign neglect. Prioritization of action initiatives and collaboration across academic, government, and business sectors is required for Anne Arundel County and Maryland to realize the full potential of job and wealth creation. 

In terms of technology-based entrepreneurship, the challenge for the Anne Arundel region as it prepares for the 21st Century during the next five years is to improve incrementally in the following five sectors:

Talent
-Enhance the quality of regionally-based educational facilities and opportunities

-Continue to expand mathematics and science courses at all educational levels

-Enhance entrepreneurial and business training at all educational levels

-Allocate more regional funds and acquire additional state funding for executive and continuing educational courses at the graduate levels in technological fields

-Facilitate partnering among Anne Arundel County’s and Maryland’s education institutions (K-12, college, university) and business interests.

-Bring advanced communication technologies into the classroom.

-Establish more technology and business related graduate degree programs in the Anne Arundel County region.

ESSI Response:  ESSI and its staff will establish value added relationships with local sources of entrepreneurial talent, training and education to optimize this resource to the benefit of supporting the needs of new venture creation.  Some of this talent will decidedly be CEO caliber entrepreneurs with desire, ability and risk profiles necessary to launch, lead and grow new ventures.  Other talent will be available to be part of the core management and operation team members necessary to execute and implement new startups through their early stage/high growth phases of development.

Technology
-Better leverage for commercial application R&D resources at regional universities, colleges, and public and private sectors.

-Improve technology transfer linkages with national and international sources of R&D

-Establish technology demonstration/application centers that link real world problems, in selected industry sectors, to available technology resources

ESSI Response:  ESSI will facilitate technology assessments, market/industry analysis, work with technology transfer/licensing officers and governmental grant programs such as SBIR, ATP/NIST and the STTR programs to enhance opportunities for existing or new ventures affiliated with the AAEDC.  

Capital
-Establish new and creative funding mechanisms for locally-based technology-intensive businesses.

-Augment sources of venture capital and seed capital for small and mid-sized businesses.

-Chart a more proactive approach for the submission of federal small business applications by the region’s small technology firms and academic institutions such as for the Small Business Innovation Research (SBIR) Program and The Small Business Technology Transfer Program (STTR)

-Educate local bankers, and their national headquarters, to the special needs of small and mid-sized locally-based technology firms.

-Establish an “information clearinghouse” for providing up-to-date information on business funding opportunities.

-Establish “venture fairs” to assist in putting together deals between investors and new ventures.

ESSI Response:  ESSI will work with all local financial sources including banks, local/SBA lending programs, grants for foundations, angel capital groups and networks and venture capital firms to cultivate relationships and both debt or equity programs that can be used for clients of the incubator.  ESSI will champion the development of creative financing programs or instruments including challenge grants, seed capital funds and others where they currently do not exist for the benefit of support the seed/early stage funding requirements for incubator client companies that meet certain criteria.

Know-How
-Achieve more involved access of key business and technological expertise in the Anne Arundel region: with local entrepreneurs.

-Establish more pro-active links with national and international business expertise. 

-Foster network ties with the talent and resources of the population of Anne Arundel County.

-Strengthen national and international collaborations to foster regionally-based entrepreneurship. 

-Foster business related networking opportunities for entrepreneurs.

AACBI’s Emerging Know How Network  
A critical gap in technology transfer from an R&D source to a real world problem, growth market, and ROI [Return on Investment] is business know-how---the linking of talent (entrepreneurs/champions), technology, and capital with a significant market need. Know How expertise centers in  such areas as quality manufacturing, marketing, legal, finance, sales and distribution. This Know How is key  to leveraging technology/knowledge by new enterprise creation. Such regionally-based Know How has been critical to the success of such established high tech regions (Technopolis) areas as Silicon Valley, California and Austin, Texas.

The technology transfer gap, or ‘Valley of Death’ as it is often called, needs to be crossed as rapidly  and cost efficiently as possible for a technology-based start-up company to survive and grow. Technology life cycles are growing increasingly short as the world is growing increasingly competitive. At the other side of the valley is the high growth wealth creation that can fuel an enhanced quality of life for individuals and the community, educational initiatives, further research, and jobs.

Benefits of AACBI



AACBI will act as a catalyst and facilitator to foster the creation of a regional Know How Network in the Anne Arundel County region and linking it to other high tech regions nationally and globally. AACBI’s  Know How Network will serve as  an effective Experiential Learning Laboratory for the county’s students, entrepreneurs, professionals, and service providers. The objective is to leverage and enhance existing educational and business resources to the benefit of the creation and expansion of small and mid-sized technology-based enterprises ---to enhance the excellence of Anne Arundel County’s Smart Infrastructure.

The overall organization and functional activities of AACBI and key success factors include:

· An Advisory Board (vs. Board of Directors) that is composed of community and regional business, academic, and government champions as well as recognized scientists and technical experts.

· A know-how network of regional “tier 1” experts in such areas as legal, advertising and technical expertise for intellectual property licensing and technology assessment, marketing, production, and sales and distribution.

· Support from regional capital sources including banks, risk capital networks, and business angels.

· The formation of an Entrepreneurs’ Council to facilitate the coordination of regional assets, to address regional challenges, and to share lessons learned. 

· Linkages to area universities, colleges, and high schools so that AACBI can be a state-of-the-art learning laboratory.

· Linkages to other national and international commercialization centers to facilitate access to worldwide talent, technology, capital, and know-how.

ESSI Response:  Timing is everything when it comes to marketing and advertising for key Know-How expertise and corporate sponsors for the incubator.  ESSI understands how to open the doors with these first tier influencers in the region and how to cultivate these relationships to insure that the timing is perfect for their involvement with incubator client companies.  ESSI’s staff and network of Know-How experts are prepared to leverage their extensive rolodex of experts that encompass local, regional, national and international contacts and resources familiar with the early stage requirements of incubators and incubator client companies.  ESSI has the experience to qualify and manage these relationships for maximum impact and results.

Community 
-Continue to build and support a meaningful “can do” attitude and positive vision of the future that encompasses the entire region.

-Develop a region-wide strategic economic development plan.

-Examine approaches to the rationalization of government service delivery.

-Foster innovative ways to finance needed infrastructure improvements.

-Encourage more direct flights and air freight capacity at BWI airport.

-Encourage local government to facilitate the start-up and rapid growth of technology-based firms.

-Consolidate government services.

-Maintain authority of local government to decide structure and amount of local taxes and fees.

-Overcome independence and competitiveness challenges in Anne Arundel County and Maryland.

Each of these critical factors needs to be nurtured and supported at the community level by creating conditions that build an environment that promotes innovation, such as:

-expanding the talent pool. These conditions include quality of education opportunities, quality of life, quality of “smart” and physical infrastructure, efficient access to other areas domestically and internationally, recognition of successful role models, and development of a culture conducive to innovation as well as support for education and research.

-accelerating the development of technology. These conditions include innovative funding programs for R&D, technology transfer, science parks, incubators, R&D consortia, centers of excellence, and the protection of intellectual property.

-increasing the availability of capital. These conditions include creative regional programs, venture and private sector capital pools, tax advantages for investing in R&D and new companies, and small business research and development programs.

-improving availability of managerial, technical, and business know-how. These conditions include world-class education facilities; establishment of business and industry incubators; availability of programs for entrepreneurial training and assistance; and the development of organized networks of experienced people, local advisors and professional associations.

-establishing regional, national, and global networks that expand the flow of talent with links to the region’s know-how networks of management capital and business and technical professionals.

ESSI Response:  ESSI will cultivate a regional Small Business Resources Network of all of the local/regional business service providers that will come together to collaborate and share common goals and interests with each other.  This will be done to leverage each organizations operational staff and competencies and to minimize overlap that is unnecessary or redundant in the region.  For the incubator, this will result in collaborate and cooperative relations that will also facilitate and enhance deal flow, access to talent, know-how expertise and capital resources that can be leveraged by the incubator on behalf of incubator client companies.

Program Services for Incubator Start-Up

The Key “on the ground” activities that the ESSI team would view as critical within

the first 2-3 months, would be:

1) Establish and refine the local/regional list of key business resource organizations and "stakeholders" that may find the incubator either in conflict, or competition with their own business development efforts, i.e. SBDC, MIT, CDC, SCORE, Angel Networks, other real or virtual incubators.  We would gain buy in, mutual consensus on collaboration, alliances, and business partnering. In Charleston, South Carolina, for example, the Chamber played a key role by establishing a "Small Business Resource Network" where everyone, including the Center for Technological Innovation  (CTI), came together and shared information, calendars, events, and attempted not to directly compete, but to collaborate, or to establish, synergistic 'Co-Opetition'.  For example: CTI/Incubator needs two front-end, critical activities to gain deal flow. One is:  Sources for referring first time entrepreneurs to Business Planning seminars, workshops, or writers/consultants, so the incubator can be viewing true BP's, vs. "churning ideas on napkins".

Further, a good cooperative network will serve to reference technology based or centric deals to the "Techno-Incubator”. Our staff has a true Focus and Core Technical/Staff Competency in providing Value Added consulting/Advice to such Entrepreneurs.  Thus, the Tech Incubator will plan for key Technical staff, focus, and resources to differentiate it to the other service providers. Further, the incubator will also "reference out" deals, and entrepreneurs that are not yet "ready" to be evaluated for entry into the incubator, based on our requirements.

2) Having an incubator facility that is correctly sized and configured to meet the needs of its "customers" is absolutely critical to its potential success, especially early.  

For AA Business Incubator, we recommend that we do a Needs Assessment Survey and Face/Face meetings with Core Ventures, Corporations, National Labs, and/or University "technology" and entrepreneurial suppliers, in the Core Tech Platforms, or "Industry Clusters" that exist in the region.


- This effort would do two things: Pre-Market the Incubator to "Charge the well", and build support, enthusiasm/interest for the incubator's potential customers; clarify/refine the Incubator's Optimum Configurations, Infrastructure, and Support Services that will be highly focused, desirable and needed by the Incubator's potential clients/customers to both attract

them into the incubator, and to properly service them and their critical business/technical needs.

3) Meet and gain support and early buy-in and even sponsorship support from a potential "Know-How" Network of local, highly competent experts in ancillary business services sectors such as Finance (ie. TatumCFO.com, or MyCFO), etc.  This will expand the local staff's access to potential deal flow and extend its internal, perceived value and value added services. We will get them to offer sponsorships, expertise, and deeply discounted, or pro-bono levels of effort to jumpstart these ventures with us.  Further, the Matrix we will create on the Virtual Incubator, or for use internally would potentially hold only a limited, but highly qualified group of say, 3-5 Value-Added, Vertically-Focused firms that have significant expertise in their functional domain, as well as a focus on techno-centric early stage/growth oriented ventures.  We will refine these relationships and attempt to have them "pre-committed" to being on board prior to the grand opening. Some may be able to underwrite the grand opening costs (NOAA and SC SeaGrant underwrote our Press Conf/Grand Opening, for example). However, some may want to await the incubator getting some internal or external clients before making the commitment.   Folks like PwC, D&T, and Tatum CFO would be good starting points, with others like SAIC, or Bell Atlantic being good as well.  Further, some may even be leveraged for outfitting, or donating equipment, or deep discounted services in order to "outfit" the Incubator, ie. offering to put their name on certain rooms, ie. Bell Atlantic/Conf. Room, etc. Out team will pursue all of these avenues to the best benefit of the incubator.

4) Meet and gain buy in from local Tech Purveyors, i.e. NASA/Goddard, UMD, Hopkins, NSA, Big Corps, and outline value added opportunities to provide outsourced incubator services that would provide them value added support directly, and could be an income/revenue generating activity for the incubator:

  
- Industry/Market Analysis


- Tech Assessment/Inventory


- Tech Market Analysis


- Tech Valuation/Commercial Bus. Potential


- Industrial Partnerships, CRADA, TAP, Internships, etc...

5) As we refine the above items; in parallel, and specific to the ideal facility:


- Site Identification and contracts w/facility services providers; ie.

   building/lease,


- Infrastructure/Telco/Internet, VM Web, Webservers,


- Office equip, computing, copiers,


- city/county permits


- vending

Facility-Based Programs and Services

The programs and services outlined below are additions and changes that ESSI proposes to both the budget and the eventual operation of the incubator:

Incubator Operations upfitting:  Desks/chairs, files, computers (Dell deal or IBM Incubator/NBIA program, with MS software), (Need PC’s for 3 FTE staff plus 4 Intern/Flex work stations plus one dedicated Desktop Publishing station.  MS WinXP, MSOfficePro, QuickBooksPro or comp., Adobe Pagemaker, Publisher, Acrobat, FrontPage/Web Page Publishing, Cost: Approx. $27,500-40,000
High Speed Copier, lease. Approx. $500/mo. Plus paper/toner/service contract  

4 Color Laser Printer, with 11x17 Duplex/Publishing capability for use by incubator and tenant companies for doing semi-professional marketing brochures, product brochures, flyers, newsletters, and/or mailings.  HP is the best for the money, approx. $10K purchase or lease/monthly. 

Conf Room, Table, Chairs, TV with PC/TV Connection, largest White Board with “Mimeo” board software, with large 36” TV for viewing videos, conferencing, educational TV/CCTV, training/educational videos, PPT/BP presentations, 

VTC software/equipment, ie. Speakers, microphone approx.  $7500-$10K
Mail room services, postage machine, mailboxes/slots, stapler, papercutter, binding machine, paper punch, heavy duty stapler, etc… approx. $1500 per month
WebServer/Email Server/WinNT, dual servers with software plus Internet/Email IP addresses, URL’s, etc. for incubator and tenant companies, approx. $7500 per month (Some of which can be recouped through monthly fees charged to tenants etc.)

Refrigerator, Microwave, Kitchen Table/Chairs. approx.  $1000.00.  

Vending machines/food/drink/water services (proceeds go to facility Christmas party or into Petty Cash).

Office supplies, paper, pens, clips, envelopes, and other ancillary supplies approx. $750 initial plus ongoing monthly of $500/mo.

Telephone system with voicemail.  Must determine the facility requirements and ability to scale.  Should be able to have DID lines, as well as automatic hunt, with enough trunks to support high traffic.  May also have options for day/night auto attendant, as well as full time receptionist once incubator reaches a certain capacity to justify the cost of a dedicated reception/administration.  Should be put out for bid, and will be dependent on size/capacity of incubator space.  But, figure on minimum of $25K base, plus any requirements for new wiring, ports, etc.  Ideally facility will come pre-wired for both phone and Ethernet and also be configurable to accommodate the addition of a Wireless 802.11b/Wi-Fi network for mobile/laptop users within the incubator facility.  Security will be an issue that should be addressed.  We would allocate $50K for the phone system, plus any reoccurring local/long distance phone service charges including T-1 or whatever is most efficient, including the consideration of a Free Space Optics or Fiber Optic network if available in the region.  

Carpeting or TI allowances in accordance with the facility should be negotiated at time the facility is identified and leased or purchased.  But, some cleaning, painting or other minor touchups might be required in advance of the Grand Opening to polish up the place for its initial launch and showcasing.  

Grand Opening associated costs:  database/list preparation, direct mailer design, production, mailing, postage.  Marketing/Advertising.  Press Release.  Local announcement or article in business journals, trade magazines, newspapers… 

Catering/Food/Beverages,  Flowers/accent pieces.  Tables/Chairs/Podiums/Audio Mic/Speakers…  Min. $5K, Max. $20K.  

Travel/Lodging/Entertainment:  To attend seminars, trade shows, networking events, universities, labs, corporate visits, governmental agencies, etc… approx. $2500/month total staff.  

Airfare: Not anticipated, but may be optional if deemed necessary by AAEDC.

PR/Marketing/Advertising:  Artwork, Production, Paper, Printing, Postage, Mailing lists, Administration/Stuffing: $15,000 for initial marketing materials, plus $2500/month for first 6 months. $1000/month thereafter.
Larger scale, periodic advertising in print, newspaper, billboard, insertions or direct targeted mailings.  Costs: $2500 creative, $12-25K depending on volume, size, frequency.  Assume this is a luxury that should be proposed and pitched to new sponsors, advisors or stakeholders for involvement, participation and approval.  

Website Development/Hosting/Administration: $15,000 plus webserver configuration and IT support.  Administration will be carried out by on site or outsourced part time IT staff or skilled intern/s hired by incubator.  

IT services administration. Outsourced to local IT services contractor, and augmented by on site interns that may be available with Computer Science/IT/Network Administration skills, experience and know-how.  ESSI will also author a Network Administration Reference guide and Resident Business Summary that outlines the operation of the network, internet and/or telecommunications services that may be available to the incubator tenant companies.  Some of these services will be bundled into the monthly basic services fees while others may require additional fees.  Approximate Costs: Variable and as necessary.  Budget approx. $500/month to cover anticipated costs outside service contracts or warranties on equipment purchased.  Most will be allocated to network support and/or administration associated with the server, internet, and/or website operated at the incubator.

Financial/Accounting/Bookkeeping:  May be available with Facility/Officer Manager who’s hired ideally, if not, outsource part-time and budget for same at $750/month.

Intern Costs:  We would seek donations to support internships and/or temporary/part-time help.  Most are allotted approx. 20-30 hours/week, with a minimum requirement of 12 hours.

Summer Internship Abroad will utilize open office space and PC’s and use the technology inventories/assessments the incubator produced on work for hire basis with outside technology purveyors.   4-5 person/intern teams will be created with second year MBA’s with Entrepreneurship or technical background lead each team of undergrads as a startup team.  Cost: Approx. $60K for 12 weeks/summer. 

AAEDC incubator can more than likely find sponsorship from one or more corporate, national lab and/or university stakeholders in the region for such a program.  It does however need to be advertised and planned for well in advance of potential summer internship activities that might compete for the summer business activities of the graduate and undergraduate students that may participate.  Our recommendation would be to open this opportunity up to national MBA programs with Entrepreneurship tracks to gain access to the most highly talented and entrepreneurial students available, including those from the local pool of such programs.  

We anticipate that within 90 days, we could undertake some “work for hire” technology inventory/assessment, or technology based industry/market analysis efforts on behalf of Navy, NSA, etc… that would either outline “technologies available for licensing”, or potential entrepreneurs, etc. and could represent some minor income/revenues to offset expenses.  The range would be as low as $2500.00, to as high as $50,000.  We therefore project 3 projects/contracts anticipated for revenues at $2500, $7500 and $25,000 respectively into the revenue column and consider it to be gained Pre-Grand Opening.  Thereafter we can project approx. $25K/quarter for similar outside/work for hire/consulting revenues, though it also will require a dedicated Technology Market/Licensing Manager as a FTE for both this outside effort and to manage/direct the internal interns/tenant requirements. 

Pre-Launch, we anticipate staff/budget expenditures of $490,000 for one year.

Post Launch, we anticipate staff/budgets as follows:

Director/CEO/President: $96-120K
Technology Market/Licensing Manager: $65-74K
Technology Market Analyst: $45-55 (once the incubator is ½ to ¾ full or as client base demands)

Facility Manager/Office Administrator: $35-42K. If they have bookkeeping expertise, pay top level or more… 

Administrative Assistant/Reception: $22-28K depending on skills/experience. IT/Web/Telecom: Outside services/vendor/contractor

Building/Tenant services/handyman: Plan for about $500/month in fees for someone to do little odds/ends, ie. Touchups, squeaky doors, HVAC ductwork, hanging whiteboards, pictures/tombstones, electric/plumbing if not covered under facility contracts… 

Capital Financing

Financing will be a major component of the incubator program and will serve as a major draw for potential incubator clients. Like most early stage technology firms, businesses participating in the incubator will face hurdles obtaining capital. Typically, an early-stage technology firm’s primary need is for equity capital. However, debt capital can also serve a purpose with these firms and has been included in this section. It is critical that the Program Management Team be proactive in anticipating these needs.

The management team should initially rely on existing sources of debt and equity financing, establishing separate funds as local access to and market conditions warrant.

Networks should be established with corporate development/investment partners, venture capitalists, and informal “angel networks” that serve the region. An independent equity fund may be established to support incubator clients, but such an effort should only be undertaken by qualified fund managers with the capacity to capitalize the fund and manage the investment portfolio.

Equity Capital

In addition to established venture capital and investment banking firms, the incubator management team should work to develop strategic relationships with existing “angel” networks in the region. Incubator programs around the country have also been working to establish their own challenge grant or seed capital funds to support client businesses, and to serve as a catalyst for attracting outside investment. This type of grant or fund should be  pursued by the incubator early so that capital constrained ventures or client companies can have a source of high risk early stage capital to use to launch, grow and seek additional capital as they enter the incubator..

Debt Capital

Debt capital sources include conventional lending institutions with experience in lending to technology firms and community-based lending programs focused on broader economic development objectives. Some institutions serving the Baltimore-Washington area may have technology specialty areas and should be contacted to establish strategic relationships with the incubator. In addition, AAEDC is a participating lender in the Small Business Administration 7(a) loan guaranty program and makes loans of up to $300,000 through its Arundel Business Loan Fund, which is under this program. Lending programs under the Maryland Department of

Business and Economic Development (DBED) and the Maryland Technology Development Corporation (TEDCO), and other community-based lending programs may provide viable opportunities for securing debt funding for client businesses. Lending criteria, allowable uses and acceptable levels of risk will vary by funding source. Because of this, in many cases funding sources will not be accessible to early-stage companies. Due to these circumstances, other incubator programs around the U.S have established focused lending programs that are only available to incubator clients. These programs have focused on modifying typical lending criteria by shortening the required time in business, the level of collateral needed to secure the loan, the term or length of time for repayment, and the interest rate charged. In addition, these programs have provided different lending products such as contract or purchase order financing as a means of supporting early-stage companies.

Based on the experience of other incubator programs, the Anne Arundel County incubator management team should work to establish its own loan program once the project has been launched and a range of needs can be identified. The program may focus on alternative debt structures such as convertible debentures, “venture” or “angel” banking, and purchase order financing as a means of providing near equity financing for client businesses. In undertaking this effort, the incubator should establish a specific program and develop a written document, which outlines program and eligibility criteria, underwriting criteria, loan approval procedures, loan closing and disbursement processes, and portfolio management practices. Loan administration may be handled by experienced staff or through a contract with an established private or community-based lending organization.

Strategic Alliances

In order to maximize the benefit derived from the Anne Arundel County incubator, it will be necessary to establish formal linkages with existing organizations in the region. The surrounding area is home to a number of successful private, public and academic business assistance organizations, whose expertise and knowledge should be included in the project at an early date to improve the programs long-term success. Contacts for many of these organizations can be found on the Maryland DBED and Maryland TEDCO websites. It will be important for the incubator to also establish strategic relationships with corporate partners in the region. These collaborative relationships can help both the incubator and the corporation by providing a platform for corporations to test new business concepts, acquire incubated businesses, and to develop manufacturing and distribution relationships. Additionally, the incubator should form cooperative alliances with existing technology incubators to broaden access to specialized resource networks and to share knowledge of lessons learned from incubator operation. This linkage may be established through participation in regional and national associations such as the Maryland Business Incubation Association and the National Business

Incubation Association.

ESSI Response:  In addition to the alliances listed above, ESSI has already established an alliance with the Patuxent Partnership. Further, alliances will be established at the national and international level. At the national level, ESSI will reach out through the Institute for Capital and Creativity  at the University of Texas at Austin (www.ic2.org) and George Mason University’s Mason Enterprise Center (www.incubatoramerica.com). Internationally, ESSI will work with IZET, a Germany-based incubator start-up firm that will bring in international companies into Anne Arundel County. 

Client Application and Selection Process

The selection of businesses is a key factor in the ultimate success of the incubator.

Businesses must be screened for a number of “critical success factors” in order to ensure that they are entering the program at an appropriate time in their development, that the program is likely to be able to add value to their development and that their business resembles the program’s targeted profile. Additional care should be taken to ensure that the desired mix of businesses parallels the incubator program’s mission and focus. Each business within the incubator must be a for-profit technology business. The incubator management should select a diverse range of technology companies in order to increase synergy and diminish direct market competition between participating firms.

The Program Management Team will implement an application process as outlined below:

Step 1: Initial Application - The business should have the opportunity to apply using one of the following approaches. An application should also be developed for business submission.

a. Submit a business plan - The incubator’s management, assisted by an experienced person from an appropriate industry background, shall review all business plans. Based on the following criteria, the management will determine which applicants to accept.

b.  Business Potential - This includes a review of the quality of the business plan, an assessment of technology or product being proposed, an evaluation of the clarity of market focus, and an assessment of the competition.

c. Quality of Management Team - This includes a review of the business and/or technical experience of the management team relative to the focus of the startup, and an assessment of the management team through resumes and interviews.

d. Clarity of Market Focus - This includes an assessment of the market research completed, an evaluation of potential customers, and a preliminary determination of market demand.

e.  Ability to Utilize Incubator Services - This includes an assessment of the startup’s needs, networking potential and the incubator’s ability to assist the startup. This also includes an assessment of the startup team’s capacity and willingness to accept feedback and guidance from the incubator management and other resources affiliated with the incubator program.

f.  Economic Impact on Community - This includes an evaluation of the potential for job creation, the indirect economic development benefit to contractors and vendors, and the potential for increased sales tax revenue.

g. Submit a Description of the Business - If the applicant has already been operating as a business and has been in business for less than two years, they should submit a description of the business with information sufficient to allow the management to evaluate the prospect using the criteria outlined above. If the applicant is a proposed new venture being developed by an existing corporation, they should submit a description of the new business unit that sufficiently outlines the group’s business objectives.

Step 2: Panel Interview -The business should make a presentation to a review panel comprised of industry specialists and representatives from the Board. The panel should meet with the incubator management to develop and submit a recommendation to the Board for approval. If the interview provides satisfactory information to enable the incubator management and the panel to endorse then applicant, the application will be forwarded to the Board of Directors with a recommendation for acceptance into the incubator.

Step 3: Board Review - The Board of Directors should make the final decision regarding the admission of an applicant to the incubator. If the applicant is approved by a majority of the Board members, the business should be accepted into the incubator.

The basic criteria for evaluating an applicant during each of these steps should include the following:

-The business must fall within a broad definition of for-profit technology related firms producing products or services that can be commercialized and “spun out” or graduated from the incubator within three years.

-The business must fall within one of the industry sectors supported by the incubator.

-The applicant must be in the early stages of development as a business - not yet profitable, and still within its early stage growth period.

-The applicant must show the financial ability to pay rent at the incubator while they are developing a positive cash flow.

-The applicant must present a founding management team that the incubator management and Board of Directors feel is capable of handling the technical aspects of the business or understands how to obtain needed technical assistance for implementing and executing the ventures business plan as submitted.

-The applicant must identify a product, technology or service that can benefit from the value-added services and guidance provided by the incubator staff, the Board and the incubator’s “Know-How business network.

-The applicant must have the capacity for accelerated growth and provide economic benefits in the form of job creation or new business opportunities for vendors or contract agencies in the community.

-The applicant must not be in direct competition with another startup already located in the incubator.

ESSI Response:  Having directed incubators and been responsible for the client selection process, ESSI and its staff bring proven experience and already “in the can”, documents, templates and other administrative materials that can be adapted or customized for the needs of the AAEDC incubator.  This will minimize costs and accelerate the incubators successful launch and operation.   

Marketing Plan

Marketing activities should be designed to increase support, awareness and active participation with the incubator among both the general public and targeted audiences. Marketing must focus on the benefits to be gained through participation in one or more of the incubator’s components, whether as a client or as a stakeholder. The potential impact and value of resource networks and business incubators, as well as allied activities, are not always fully understood.

Therefore, marketing activities need to highlight various advantages such as:

-The entrepreneurial support values of the incubator

-The resources and unique advantages of the location/facility

-The collaborative arrangements, partnerships and alliances supporting the incubator

-The potential impact that the incubator may have on the region, industry, and success of clients

-The direct and indirect financial and public relations value of the incubator to supporters

Because referrals come from many unexpected sources, it is important that activities and marketing materials reach out to institutions, organizations, media, and other referral points that will make the incubator known widely throughout Anne Arundel County, central Maryland, and the mid-Atlantic region. In addition, marketing may include-as one of its objectives-the attraction of existing businesses and previously successful entrepreneurs into Anne Arundel

County.

The outreach and marketing efforts for the incubator must focus on the important constituencies that will impact the development and long-term sustainability of the incubator. Specifically, marketing must focus on procedures that attract the following:

-Qualified new and existing affiliate and tenant businesses

-Strategic partnerships with compatible projects for collaboration in program development that represents measurable value to incubator client companies and stakeholders

-Financial sponsors to broaden support for the project and expand the financial base of key stakeholders

-General stakeholders that will comprise the underlying resource network needed to sustain a successful project (e.g., business assistance organizations, educational institutions, technical and business advisors and experts)

-Student interns and general volunteers including retired executives that can have tremendous value and impact in helping to coach and mentor incubator client companies in advisory or board capacity.

Marketing to Client Businesses

Marketing materials for attracting incubator clients should include information on the benefits associated with being a participant in an incubator program and should include a list of value-added services, industry linkages, administrative support services, and facility design information. Identifying the incubator as one of over 900 in the U.S. can add a sense of credibility for those entrepreneurs and businesses not aware of the incubator concept.  Marketing will be done by ESSI by actively engaging business networking, or venture associations in the region including MIT Forum, among others.  We will also build interest and recognition with local/regional universities with business schools, entrepreneurship programs, etc.  We will also establish marketing efforts with major corporations, university or national laboratories and other potential sources of entrepreneurial or business development activity.  We will create a focused and professional brochure and marketing materials that can be used to distribute either through direct mail, or when potential prospects express interest in the incubator.  Additionally, ESSI will partner with MDTEDCO, the Chamber and other business development organizations at trade shows and regional conferences to promote and market the incubator and its services.  ESSI will also design and support a comprehensive AAEDC web site that will serve to provide basic information, applications, selection criteria and other information that might help attract potential incubator clients.

Target Profile

The target audience for outreach efforts should include the following:

-Existing small businesses in the industry which are pre-seed and limited to a few founders and employees

-Employees of large companies interested in establishing their own companies

-Potential spin-out technologies of established companies

-University students planning to become entrepreneurs

-University researchers planning to commercialize a technology

-Technologists working at NSA and APL

-Employees from downsizing firms in the industry

-Entrepreneurship classes and courses at local colleges and universities

-Defense and intelligence contractors through procurement offices at NSA and, to the extent possible, the region’s major defense contractors and the

Secretariats of the Army, Navy and Air Force

-Offset offices of export oriented manufacturers and service providers

-Business, engineering, and science professors at colleges and universities

-Industry associations within the region, including the Maryland Software

Industry Consortium, Greater Baltimore Technology Council, Maryland High

Technology Council, and area Chambers of Commerce

-Banks and other lending institutions

-Trade shows, seminars, and meetings related to the technology industry

-Identified technology companies in the midst of downsizing, including

executive transition consultants

-Business, marketing, and technical consultants, including systems integrators

and advertisers

-Software and equipment stores and distributors

-Small Business Development Centers (SBDC)

Marketing Actions

-Direct mail to existing small businesses in the technology industry and resource providers that support them. The activities should consist of four mailings spaced at three- month intervals to each new business identified from sources such as the Maryland and Greater Baltimore Tech Councils, Dunn & Bradstreet, trade association membership lists, business license lists, and referrals. The direct mail piece should focus on the support that can be provided to assist with the expansion and stabilization of new and existing nbusinesses, with an acceleration of time-to-market, and with opportunities for utilizing program resources, equipment, and experts.

-Preparing and distributing promotional materials, especially in the form of an informational brochure, targeted for wide distribution.

-Media activities that consist of articles to announce the incubator and then to highlight events and tenant success stories.

-Grand opening event held within three to six months of the opening of the project. The date of the grand opening can also be used as a sales incentive to encourage initial tenants to commit before the space is full.

-Receptions and social events to which current clients can invite friends or potential clients.

-Awards and recognition programs for sponsors, graduates, and other stakeholders. These events should be announced through the incubator’s media channels as well as through mailed invitations to potential clients.

-An Ambassador Program that involves outreach by board members and key supporters to potential new businesses.

-Advertising through journals that enjoy widespread circulation among technologists in the technology sectors specifically targeted by the program.

Marketing to Incubator Stakeholders

Incubator stakeholders broadly include the following: financial sponsors, community champions of the project, leadership in federal labs, corporations and universities for which the project will add value, government officials interested in an improved economy, industry associations and leadership seeking expanded product and recognition, and consultants, contractors, and other experts for whom the incubator clients may provide additional business opportunities.

Initially, marketing activities to attract stakeholders should include bringing together potential stakeholders in a series of meetings to define the vision and ensure that they have a thorough understanding of both the resource network and incubator components of the project.

Marketing materials should include positive incubation industry materials such as recent surveys and literature distributed by the National Business Incubation Association, as well as a concept paper for the project. There should be clear definitions of the anticipated impact of the resource network and incubator on the region, technology industry sectors that are a focus of the programs, and the existing businesses in the immediate community.

Target Profile

The target audiences for initial and ongoing supporters and stakeholders for the project should include those that will see the project as a valuable addition to the industry and the region, and as a valuable adjunct to their own activities.

Technology resource networks and incubators do not fall into the category of charitable organizations. They are, however, recognized as significant economic development tools and therefore attract many leaders concerned with economic growth. The following groups are located in Anne Arundel County or nearbymregions and should be targeted:

-Corporations previously involved in business incubator projects and economic development (e.g., Baltimore Gas and Electric, Verizon, Lucent, Bank of

America)

-Corporations in the technology industry (e.g., Northrop Grumman, ARINC,

CIENA)

-Corporations located in the region that may be interested in the general economic vitality of the region

-Publication organizations specifically involved in business and in the technology industry, such as magazines, newsletters, and reports (e.g., TechTalk, Baltimore Business Journal, Washington Technology)

-Newspaper editors in business and technology

-Academic institutions in the region with Business Schools and Engineering

Schools (e.g., University of Maryland College Park, University of Maryland

Baltimore County, Johns Hopkins University, U.S. Naval Academy, Loyola)

-Government and quasi-government agencies involved with small business licensing and economic development

-Public utilities

-Local and long-distance telephone and Internet service providers

-Community-based business assistance organizations and Chambers of

Commerce

-Equipment manufacturers and suppliers

-Appropriate local, state, and federal elected officials

-Financial institutions (debt and equity)

-Local and regional offices of professional service firms (e.g., accountants, attorneys, and consultants)

-Real estate brokerage and development companies

-Major office supply and office service companies

-High net worth individuals with an interest in emerging technology businesses

-Retired industry and regional leaders

Marketing Actions

Marketing actions to attract supporters and stakeholders should include the following activities. Some of these can be integrated with the marketing activities for potential incubator clients, and should be properly coordinated to maximize the benefits gained by each group.

-Media activities consisting of articles to announce the project and then to highlight events, new tenants, new sponsors, graduations, and other successes.

There should be ongoing relationships with local and regional newspapers, radio and TV stations, and newsletter providers. Attention should be paid to human interest and connections of incubator clients with individuals and businesses in other regions (such as Austin, Boston or Silicon Valley) that can lead to articles in the media elsewhere.

-A grand opening event that is held at the opening of the resource network and within three to six months of the opening of the incubator. The grand opening can be a major source of initial publicity, and can help attract sponsors and additional supporters.

-Awards and recognition programs for sponsors, graduates, and other stakeholders. These events should be announced through the project’s media channels as well as through mailed invitations to existing and potential supporters, stakeholders, and sponsors.

-Dedication ceremonies of specific donations of major equipment or major facility improvements, including visual recognition in the form of plaques and announcements.

-An Ambassador Program that involves outreach by board members and key supporters to potential new supporters, stakeholders, and sponsors.

-Testimonials and participation by existing tenants and alumni of the resource network and incubator in programs, marketing materials, and news articles, are very effective, and should be cultivated.

ESSI Response:  ESSI will rapidly and comprehensively evaluate all of these very appropriate sales and marketing initiatives outlined in the Business Plan and put forth a comprehensive “marketing program and advertising budget” that is cost effective, appropriate and manageable within the timeline and operational budget constraints of the business plan.  ESSI initially believes that given the extensive and significant items, activities and potential effort involved in the recommendations within the authored business plan --- the budget projections for sales, marketing and/or advertising, including costs that will be associated with a modest grand opening media event as very low and unrealistic.  Therefore, we have made certain modifications or suggestions for some additional amounts of money to support some of the efforts expected to be carried out during pre-launch marketing, grand opening and ongoing incubator support campaigns.  

Timing

Marketing is an ongoing effort that changes in character and specifics between the startup phase of the project and later phases after initial ramp up is achieved successfully.

The startup and launch phase of the project requires an intensive “grass roots” style marketing and PR campaign to simultaneously attract potential sponsors and stakeholders, and develop an implementation plan. The marketing for potential supporters/stakeholders must begin as soon as the community or lead organization agrees to the establishment of the project.

The timing of the marketing effort should be as follows:

-Focus first on key organizations and/or individuals that have the experience to understand and commitment to support the concept and its long-term benefits and that are likely to become “Co-Champions” for the incubator effort. . Once enrolled, these organizations and individuals can serve as a catalyst for enrolling others. Sponsors and others previously involved in other incubator projects might be approached first.

-Identify the target audience for activities to gain supporters and stakeholders.

-Develop an activities plan that will successfully inform this audience and engage some of them in the project development.

-Evaluate the results of this initial phase and refine the activities and materials for improved response.

The later phases of the project may include more one-on-one contact, more mailings, and the use of more of the existing stakeholders to expand the participant population.

Marketing to attract client businesses for the incubator should consider the following timing guidelines in order to build interest and a sense of anticipation as the facility approaches completion.

-Marketing for the resource network should begin immediately for stakeholders once a decision is made to move forward with the project, and for affiliates once funding is secured and management is hired. Marketing for the incubator facility should begin no sooner than six months prior to opening, with a majority of the effort focused during the last three months before the launch.

-Because news articles appear to have the greatest impact on potential tenants, the reporters, writers, and news sources should be especially cultivated during the early months of the marketing program so that their output will be timed for the best placement.

-Locations and events for introducing literature during the final pre-launch phase of marketing should be identified and planned prior to the printing of brochures. These include libraries, universities, trade shows, and SBDCs.

-Project events should be developed that will especially attract potential tenants during the opening of the facility.

ESSI Response:  ESSI, its staff and/or its professional affiliates will bring samples and templates of press releases, marketing materials, brochures and other marketing support materials that can serve as examples or templates for quickly and cost effectively producing similar content and materials for professionally marketing and advertising materials customized for the requirements of the incubator.  ESSI and staff will also analyze and develop appropriate contact lists, databases of contacts and other lists or contacts that should be contacted either one to one, or via direct marketing efforts lead by ESSI.  

Marketing Materials

The marketing materials for promoting the incubator to facility tenants, supporters, stakeholders, and sponsors should consist of the following items.

-Printed marketing materials, including flyers and brochures, developed specifically for each targeted audience and event. These will be used for direct mailings, distribution at business fairs and trade shows, and for media packets. Much of the content of each of these pieces will be the same, but the emphasis and positioning should be adapted to address the specific issues that are important to each recipient.

-Press releases should be prepared for each major event and copies of all articles should be retained for the incubator’s promotional packet and should be framed and placed on a wall at the incubator in a prominent place to show during tours.

-A site rendering and floor plan that identifies shared facilities such as conference rooms, libraries, and lobby. Updated floor plans showing available office space should be available for discussions with potential clients.

-Summary documents highlighting the number of companies, number of jobs created, number of new products created, and local economic impact in terms of sales tax revenues, that can be used when meeting with government agencies and other supporters, stakeholders, and sponsors.

-Written testimonials from program users, graduates, supporters, and stakeholders as appropriate. Also replication of any awards.

-A slide or overhead presentation that can be used when speaking to groups of potential sponsors, supporters, stakeholders, and tenants. Presentations should be tailored to targeted audiences.

Funding should be secured so that the incubator can develop a web site. As the budget permits, the incubator should also investigate developing a video or on- line tour, both of which have valuable marketing attributes.

ESSI Response:  ESSI and staff will evaluate these suggestions and make recommendations for action items within 30 days securing the most desireable facility that will serve as the incubator. It will design and implement appropriate facility support materials to promote and highlight the key features and attributes of the incubator.  A professional Power Point/Multimedia presentation will be designed for staff and other key stakeholders to use to help promote, market or advertise the virtues and activities associated with the incubator.  ESSI staff has previously crafted and presented similar materials to national govt. agencies, laboratories, universities, and community business groups including Kiwanis, Rotary and/or Exchange clubs for community outreach effort that promote the incubator or its client companies.

Anne Arundel County Business Incubator: An Alliance for the 21st Century

Epilogue

Inspired and made possible by an alliance between federal, state, and county government representatives as well as regional academic and business sectors, the Anne Arundel County Business Incubator is being implemented to enhance technology-based wealth and job creation in Anne Arundel County and Maryland by:

-Accelerating the commercialization of technologies developed in the region’s public and private R&D laboratories. 

-Fostering links with national and international R&D resources.

-Facilitating the linkage of public sector institutions and for-profit, market-driven entities to help benchmark and transfer technologies with wealth generating potential.

-Providing unique educational and workforce training opportunities in science and technology commercialization for advanced technologies in such fields as environmental research, chemistry, waste treatment, medical, electronics, and communications.

-Encouraging regionally based networking among existing and new organizations concerned with entrepreneurship, creating new ventures and finance.

-Attracting and retaining private sector partners and entrepreneurs for wealth creation through regional, national, and international alliance building.

The Anne Arundel County Business Incubator is designed to be a catalyst in the region and in Maryland for new technology-based venture creation and for building functional and long lasting  institutional alliances (across academic, business, and government sectors) for leveraged economic development. AACBI will be a regional catalyst and facilitator to achieve near and mid-term commercialization successes, and to promote remarkable, breakthrough or life-changing technologies for creating new industries, high wage jobs and “smart knowledge-based infrastructures.”  

AACBI is an important community resource for facilitating each of the four strategies of economic development - industrial relocation, industrial retention and expansion, new firm development, and alliance building - but the focus is on the latter two strategies and includes: 

-fostering the linking of talent, technology, capital, and know-how.

-accelerating technology-based entrepreneurship leading to startups and spin-outs from Anne Arundel County’s academic, business, and government sectors. 

-accelerating the growth and financial success of local company start-ups.

-attracting entrepreneurs and new technology firms to the county.

-serving as an education-based research facility and “experiential learning laboratory” on new company formation, technology transfer, and alliance building.

-being a catalyst for forming regional, national, and global alliances across academic, business, and government sectors.

Metrics for success for AACBI include:

from the perspective of city government and other regional stake holders or sponsors…
-Number of client companies cultivated, served (internally or externally) or occupying the incubator

-jobs created
-capital sourced to new ventures
-and incremental increases in revenues-taxes
from the perspective of R&D facilities (e.g. universities and research laboratories):

-fostering and commercialization state-of-the-art technologies
-providing an experiential learning laboratory for fostering world-class technology entrepreneurship and the management of fast growth companies
-successful placement of students
-research opportunities
-royalty and license fees
Tenant companies will benefit through: 

-improved access to capital 

-lessons learned and solving problems faster 

-management and team development 

-lower operating costs in state of the art office facilities and services

-access to national and global networks

-access to world class know-how network of on site and regional experts

-low cost interns

A Note on Deliverables

Upon being the successful bidder, ESSI will provide AAEDC with a detailed list of deliverables, based on final contract adjustments. These will include, but are not limited to, the following:  critical action steps/scopes of work, anticipated timelines, approximate monies allocated for the work effort, responsible staff oversight, a Project Management Team outline that lines up with the budget and pre/post launch activities, and a specific list of activities allocated by staff person, or functional activity/are of work effort. 
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