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> 1.2 | OBJECTIVES OF THE LORAIN COUNTY
STRATEGIC ACTION PLAN PROCESS

As part of initiating the strategic planning process, a Strategic Engagement Committee consisting of 15 regional
_____ representatives was created in In August 2023 to guide the Lorain County Strategic Action Plan project. Commities
LT members felt it was important to establish an owverarching orientation for the Lorain County Strategic

— Action Plan process. The Committee members attended monthly meetings and assisted with
the guidance of the project. Dave Greenspan, Special Projects Coordinator/ Manager within The Stratesic
_____ the Lorain County Commissioners, headed up the project working with Future i) on a . Engagement

AT weekly basis regarding the organization, content, and direction of the project. Committee ensured
PP that the planning approach
reached out to all parts of Lorain
The objectives of the Lorin County Strategic Action Plan process included: County and sought their input
and imvolvernent. Thiswas

. particularly evident in the 9
ﬁ CREATE A COMMON VISION " county-wide worshops
. . ) . . . . thatwere held across
A common vision will energize and wnite the region around the Strategic Action i ———

Plan and its implementation while acknowledging that implementation of the Plan
may look different in various areas of the region.

% FOCUS ON EXTENSIVE RESEARCH AND COMMUNITY ENGAGEMENT

This research and engagement identified the needs and wants of the region, as =
well as to ways to raise awareness and provide clarification to the community
on the scope of services provided by Lorain County Govermnment.

% EMBRACE, CELEBERATE. AND LEVERAGE THE VARIED
AMD DIVERSE STRENGTHS
ltwas important to include the Spanish speaking population of Lorain
County via translated materials, reports, and invitations to engagement
events. The Community Foundation of Lorain County and El Centro
produced this outcome.

t BE INCLUSIVE OF DIFFERENT VOICES AND PERSPECTIVES
The Community Foundation of Lorain County was contracted to provide outreach
to the different voices. perspectives, and communities within Lorain County.

t IDENTIFY AREAS FOR COLLABORATION ON ECONOMIC
DEVELOPMENT PROJECTS
This included exploring ways that existing assets and institutions can
be leveraged for greater success aCross the region.

For a complete list of Strategy Engagement Committee Members, please

sep the acknowledgments section at the end of this report. The Strategy
Engagement Committee represented an excellent cross section of the County.
In addition, there was a wide range of perspectives with specialty interest areas
that spanned economic development. municipal government and community
focused not-for-profits.
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Project kick-off meeting

Detailed work plan and schedule

Create online project portal; project branding
Background research and benchmarking e
Stakeholder Engagement and Communications | .. .
Plans L
Monthly progress meetings with County staff

Stakeholder Survey #1

Key stakeholder intervigws / Departmental

Stakeholder Listening Sessions
involvement to Data visaali o @ -
iR build alignment
grsummary report
\ L re Think-Tank Workshop

ounty Future Think-Tank Report

Stakeholder Survey #2 L
Strategic Pillar stakeholder Roundtable Session |- - - -
Analysis and Focus Groups with specified stakeholder groups| ..
synthesis of to build out Strategic Pillars I
““;:“:J':m Identify primary initiatives and present Plan
; Framework to County Board O
Draft and develop final Lorain County Strategic | .- -
Action Plan

Approval and Approval of final plan at public meeting
Plan Kick-off Planning and preparations for official kick-off
event avent

Future Summit kick-off event, April 1, 2024




L S -

P 3.2 | STAKEHOLDER ENGAGEMENT STEPS el
e allowed people to
contribute via a variety of

, g i ; i different ways, including
The Lorain County Strategic Action plan process included numerous opportunities for surveys, workshops

stakeholders to have input. This engagement process was intended to create a unified and focus groups.
community vision which will serve as the foundational support forfuture planning efforts.

Stakeholder interviews

September 2023

Scenario-Based Think
Octobe

Community Survey #1
October - Decembe

Countywide and Virtual Workshops
December 2023

Focus Groups Sessions
February 2024

Future Summit
March 2024

Data-Driven
Consensus-Based
Vision
March 2024

+ The seven-month engagement process allowed over 2,000
individuals to contribute to the development of the data-
driven, consensus-based strategic action plan. This included a core

group of several hundred people who participated in multiple sessions.

c/[l’o

i [

S —— Datalnsight  « The vision and set of actions have been developed in a consensus-based
— . approach, with multiple validation steps. This ensures the plan and
’ ’ actions represent the collective desires of key stakeholders in the County.
\.
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The Lorain County
Strategic Action Plan
imvolved a wide, deep,
and transparent engagement
\ process. Reports were published
iy | on the Lormin County Strategic Plan
I} website, and the project was widely
promoted across Lorin County
by the Comemunity Foundation

_____ 3.1 | STAKEHOLDER ENGAGEMENT METRICS

R The Lorain County Strategic Action Plan has been built on extensive community and stakeholder input, whichwas the

""" intention of the Lorain County Board of Commissioners at the project inception. This engagement was an integral and

central design feature of the planning process. The engagement and data-driven methodology progressively focused the

| discussion on emerging key themes and stakeholder aspirations for the future. The purpose of the process was to armive at

R a 'point of consensus' that represented the shared vision for the future, and a comprehensive strategic plan - with actions
- that propels the region towands that preferred future.

A key feature of the engagement and planning process was the amount of and participation at many engagement sessions.

Monthly
Strategic

Fagl:gn(t! In EFEE:’EE;E:I 3 9 21? ' Z;w?

6 In 2Virtual Think-Tank
Workshops Attendees

| Groups

[ a7

= The attendance and participation of Lorain County stakeholders
and community members was exceptional regarding the quantity
and especially the guality of input.

= The Community Foundation of Lorain County provided extensive

Datzlnsight  community outreach, induding outreach to the Spanish Speaking
community with all materials translated into Spanish by El Centro.
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4.0 | FUTURE STRATEGIC DIRECTION ~ / Samaiin

explore various plausible
futures. This adds a richness
and depth to the discussions

4.1 | IDENTIFYING THE PREFERRED | about the prefemed future,

FUTURE FOR LORAIN COUNTY et and cmimtamdon

COMSEQUENCES.
To identify the preferred future of Lorain County, looking out to 2035, regional

stakeholders and community members participated in the scenario- planning Think-

Tank. The sb-hour Lorain County scenario-based Think-Tank event was conducted over two

days on October 30th and October 31st. 2023, Approtimately 100 people attended including key business, education,
government, non-profit stakeholders, and community members. The Think-Tank was intended to build a vision for
future planning for Lorain County that will guide the county looking out to 2035.

The scenario planning process provides a method to explore plausible futures and consider the
implications of various future scenarios. The Think-Tank workshop aimed to:

*+ Deepen the understanding and examination of how external
events and local conditions could shape decision-making

* QOutline the results from the Lorain County Strategic

Action Plan Stakeholder Survey #1

* |dentify and understand the key influences, trends, and
dynamics that will shape the region locking out to 2035

* Create and describe four plausible long-term
scenarios for Lorain County

* Explore alignment around a shared future vision

The scenarios developed during the scenario planning process are important to
provide a framework to discuss future possible outcomes and implications for
strategies for Lorain County. In addition, the Think-Tank deliberations assisted in identifying

key actions for the region and explored how various groups might collaborate to best contribute to future policy
making. The process involved exploration of local trends and forces of change aswell as the development of a scenario
matrix defining four plausible scenario spaces for the future. The event concluded with discussion of the scenarios,
selection of a preferred scenario, and the compilation of potential high-level strategic actions. For additional
information and details on the Lorain County Strategic Action Plan Think-Tank, please read the Lorain County

Strategic Action Plan Think-Tank Report.
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- FRAMEWORK FOR EXPLORATION

Thereis a focus on pursuing
more tried and tested
approaches to industry and
economic development. Public
Investment and policy Is
targeted towards more familiar
industrial sectors, with each
municipality and institution
working on Its own priorities.
Community infrastructure
focuses on 'suburban style
growth maodel', and transit Is
predominately car oriented.
Skills training is reactive to
industry needs and direction.

more details on the Lorain County Str
published in-depth Thinl-Tank

During the Lorain County Strategic Action Plan Think-Tank, four different
future scenarios were created. The scenarios were created using the scenario

matrix framework, which was built around the two macro themes of Industry
Development, and Community Direction. An in-depth scenario planning process
over two days enabled the development of four potential future scenarios. For
ategic Action Think-Tank, please refer to the

»»»» 4.2 | SCENARIOS OF THE FUTURE FOR LORAIN COUNTY

The scenario
development process
at the Think-Tank allowed
stakeholders to examine the
implications and consequences
of different and plausible future
directions for Lorain County, looking
out to 2035, against a backdrop of
Macro Trends and the key drivers
that areimpacting Lorain

County now and looking
out to 2035.

There is intentional (and significant) investment in creating a

'future ready’' community that focuses on youth, workforce and
resident education. Thereis a focus on equity and community
adaptability, with efforts to deliberately foster new ideas and

innovation. There is a county-wide coordinated approach to
partnerships and investment, that aims to elevate amenities such
as transportation, safe and affordable housing, and education.

TRADITIONAL INDUSTRIES

FUTURE READY
Strengthening z F B
Tradition Through O Unlf(‘i:eoti e/
Innovation = nty
(]
w
o
0O
INDUSTRY DEVELOPMENT

-
=
z
o

The Way We've E; Seeking the

AlwaysDonelt 0 Sweet Spot
[ O

RESPONSIVE TO NEEDS

There is a strong focus on
emerging future-orientated
industries. This builds on
existingindustries in creative
ways; but also invests in
emerging sectors such as
technology, water and energy-
based sectars, and food
industries. Thereis a very
collaborative and coordinated
county-wide approach, with a
focus on investmentin creating
a highly skilled worlcforce.
There are high levels of
institutional collaboration and
policies that drive investment
in critical Infrastructure.

SIAR-LSNANI ONIDYINT

Community infrastructure, such as housing and transport, are
market driven and respond to demands and needs. Land-use policy
and community investment is driven by the priorities of individual
communities, Approaches are institutionally driven; with a focus on

existing services, and worlkplace-based training models. Communities
are service driven, aiming to support traditional family structures,

Lorain County

Strategic Action Plan | March2024

LORAIN
RA

COUNTY I




> 4.4 | THE PREFERRED FUTURE FOR LORAIN COUNTY
- IN 2035 - “UNIFIED LORAIN COUNTY"

The preferred future generated from the work carried out in the
Future Think-Tank was Scenario B - Unified Lorain County.

This scenario forecasts a future where Lorain County is focused on emerging and future-orientated
industries and builds on existing industries in innovative ways. Critical infrastructure receives

investment through high levels of institutional collaboration and forward-thinking policies. Lorain
. County adopts a regional and collaborative approach. While industry and economic development is
e vital and forward thinking, the community direction of Lorain County is also being intentionally created

'''''''''' to be adaptive and ‘future ready " There is intentional focus on equity, inclusion, and elevating amenities such as

- . transportation, safe and affordable housing, and education.
PREFERRED FUTURE
% R FUTURE READY
L PREFERRED SCENARIO SNAPSHOT -
- w FUTURE IMPLICATIONS ® P o 0 .
it + Embracing emerging industries through building ® o
.......... on to existing traditional industries z
TR g & o i . s
o + Strong environmental focus ¥ » - 2
—~— . g ® e 8
. « Strong collaborative approach across the County a g ;
s « Future ready community direction with - ND_STF\ggmcwsNT ® g
i intentional investment in youth, workforce, and § 51 > PeoewPeo 3
. resident education > ‘
: . 9 o |3 Qoo ;
_____ + Diverse community with elevated amenities 5 ; :
I including transportation, safe and affordable S : . ®®
— — housing, and education ) Y
ﬂ__ P z
RESPONSIVE TO NEEDS
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P 5.0 | STRATEGIC ACTION PILLARS FRAMEWORK

The key organizing framework for the plan is the six Strategic Pillars. The
pillars represent the major theme or topic areas that underpin the preferred
future for Lorain County. The key actions are structured around
these six key strategic pillars, which are the fundamental
building blocks that support the vision for the region.

The Lorain County Strategic Action presents a series of strategic actions that can be
achieved in the short to medium term that will produce long-term results. They are
intended to produce systemic and catalytic shifts that will drive the future economic

growth, agility, and vitality of the region and attract new people and investments.
These actions are designed to build the future pathway to the preferred future.

Pillars are considered interdependent.

Pillar 1:
Promote the
availability of
County services

Pillar 6: Pillar 2:
Maintain and Facilitate greater
enhance the County’s County-wide
important natural
resources

collaboration

UNIFIED
LORAIN
COUNTY

Pillar 5: .

Facilitate creative Pillar 3:
solutions to Foster a strong
transportation, local workforce
housing, and and education

infrastructure system

needs .
Pillar 4:
Support innovative
industry and

R N economic
' S development
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5.1 | PILLAR 1: PROMOTE AVAILABILITY OF Pillar 1

COUNTY GOVERNMENT SERVICES icicerispt

County services

Objective: To boost the residents’ awareness of the range and
scope of County services and improve the accessibility to these services.

5.1.1 | IMPORTANCE OF GOVERNMENT SERVICES
Lorain County

The desire for an enhanced ability to locate and access County Government Services has Y residents would fike to

been highlighted throughout the Strategic Planning process. There is a great opportunity hiawe more knowledge of

to make these services highly visible to residents and preferably consolidated so that the (preferably consolidated)
people know where to access these services. Communication about these services is 5:;;::’,:?t:tp:ﬁl']'}'::fe";”
integral to ensure free flowing access to information and individuals related to each of . othisinformation. /.

these services. A County-wide Communications Strategy with a full time Communications
staff memberwould assist with this as well as government staff being out on the road,
meeting residents at organized monthly meetings across Lorain County.

-~ -

+ Residents would have access to everything they need in relation
o to what local government offers.
» Communication methodswould be overhauled so that residents

would benefit from regular, scheduled communication from
ResdentValue  |pcal government through a myriad of communication methods.
* Residents would feel that this ensures transparency,

accountability and would feel more confident in how local
government was operating in their best interests.
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Pillar 1=
Promote the
awailability of
County services

5.1.2 | KEY ACTION AREAS

A key focus of the Strategic Action Plan process has been to engage awide range of stakeholders. This has been done
to ensure that the plan reflects the “voice of the people’. This is part of the larger commitment to create meaningful
collaboration and communication between the County organization and local residents.

Action 1: Create an inclusive County communications plan.

The County has not historically had a dedicated communications plan or function. With

2 population of over 300,000, it is important for the County to have a well-structured
communication plan that allows residents to understand the services available and

how to access these services. In addition, the County has an important role in thought-
leadership and helping inform residents of emerging changes and how they are relevant
to the residents. The proposed communication plan should be aimed at getting a range of
relevant and useful information to residents in a timely and regular manner.

Action 2: Host regular community meetings across the County.

Throughout the engzoement sessions, participants have expressed a desire to have greater
connection with leadership in the County, including Commissioners, senior staff and directors. ?
There have been suggestions of the County holding regular meetings in different locations across |
the County, to provide easier access and build profile. These could be designed as more informal R
listening sessions, to hear of local concems, challenges and perspectives.

Action 3: Explore potential for County satellite
offices and online services.

The County is unigue in that it indludes a range of geography. from very
rural areas in the south, to more densely populated urban areas in the
northeast. During the engagement sessions, there were suggestions
made to provide satellite offices or annexes, that could help make the
County services more accessible.
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» 5.2 | PILLAR 2: FACILITATE GREATER COUNTY-
WIDE COLLABORATION Pillar 2

Facilitate greater
County-wide
collaboration

Objective: Improve co-ordination of government services across

the County, helping improve efficiency and the quality of services

to residents. = TN
/Eollabnratinn was

5.2.1 | IMPORTANCE OF COUNTYWIDE COLLABORATION SloyiEmBEmly N

through all the engagement \
work. Stakeholders are keen )

Countywide collaboration has been a key topic throughout the Strategic Planning
engagement process. In some cases, this was expressed as concerns about duplication
of services and municipalities working in silos across Lorain County. However, the bigger
theme is that people are enthused by the idea of creating more collaborative approaches together on the grand
that will help spur innovation and creative ideas. The County is seen by many as having challenges. /
an important and natural role in convening and facilitating collaborative approaches. This
is especially connected to the process of implementing the Strategic Action Plan, and the
need to have collaborative taskforce groups. Many people recognized that today’s world is one of co-operation and
collaboration, rather than competition and silos. This approach has great promise in Lorain County, as there is such a
genuine and authentic desire to work together.

to see the County takeon a
\ leadership role in helping
convene groups to work /

/

+ Greater County-wide collaboration will help provide better access
o lNe) ; i . PP - . g/xﬁgﬂ\ﬁk@w
to services and new efficiencies and quality in service delivery. A5 T

R
ot —
.

QD * Any of the biggest challenges in the County, such as housing -
and transportation, will require across government solutions,
ResidentValue and public-private partnerships. Building these collaborative
approaches will help spur new solutions and accelerate outcomes.
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Pillar 2:
Facilitate greater
County-wide
collaboration

The overarching approach in the Strategic Action Plan is collaboration. The suggested key actions are drawn from the
stakeholder engagement work and offer ways that collaborative frameworks and approaches can be developed.

Action 4: Convene and host taskforces groups for each of the Strategic Pillars.

. R The implementation of the Strategic Action Plan is based on the Strategic Pillars framework. This
‘__ e provides a way to focus efforts of the identified priorities and build on the engagement work
. L in the Strategic Action Plan process. It is proposed to convene multiple taskforce groups
. . . that can come togetherand collaboratively problem solve actions needed to implement
N each pillar topic. This process will initially run for several months, and then longer-term
partnerships can be created to implement medium term plans.
L Action 5: Host regular cross-government collaboration
“m meetings with key entities in the County.
- N One of the features of the engagement process was the number of institutions
I represented. These included government groups, not-for-profits, community
IR based groups and business alliances. There was particular interest from the
-"‘ . government groups in continuing the collaborative meetings. There is potential
- for the County to host such cross-government sessions, on a range of topics to
o ’ help accelerate information flow and build greater collaboration.
= x Action 6: Identify opportunities to provide shared

1 services between government entities.
Lorain County is a mixture of governments, including cities, townships and villages. They
—— all have services to deliver and key roles to play, however people are looking for increased

-
-__ . coordination and efficiency of service delivery. There are already great examples of shared
) service models, including emergency responses, waste water and public safety. The
increased collaboration model offers a way to continue to explore ways to identify and
deliver shared services, ultimately delivering better value to residents.

future> il Lorain County Strategic Action Plan | March2024
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== Lorain County Strategic Action Plan

B> 5.5 | PILLAR 5: FACILITATE CREATIVE SOLUTIONS TO
: TRANSPORTATION, HOUSING, AND o
INFRASTRUCTURE NEEDS Facilitate creative

solutions to
transportation,
housing, and

infrastructure
needs

Objective: Create a county-wide coordinated and partnership
approach to finding creative ways to provide local
transportation systems, safe and affordable housing, and

. H oyt "/ This pillar covers the \
quality community amenities. ' basic building blocks
that are needed to have safe

/ . -
5.5.1 | IMPORTANCE OF TRANSPORTATION, HOUSING, [SEaisiiiing

families and businesses. The

AND INFRASTRUCTURE solutions will require creative
\ approaches, significant
This Strategic Pillar includes the ‘grand challenges’ of Lorain County. The issues of \ investment and time for
transportation (public transit), housing, infrastructure and community amenities have \ implementation.
been discussed at most of the engagement sessions. These issues include the ‘hard’ N

infrastructure and the ‘soft’ infrastructure such as child care, community amenities and
services. These are basic building blocks for people to have successful and productive lives. There is

a need to tackle these issues, especially in the more impoverished neighborhoods and cities. The County has a key role
to help facilitate creative solutions by convening organizations and helping access to new funding sources.

WNIZNININEINEINENENEININLNINEI NGNS

The livability of a community is largely correlated to the cost of
living and the availability of amenities. Focusing of solutions that
improve the amenities and quality of life will benefit all residents.

The targeted issues in this pillar are also particularly relevant to low-
ResidentValue income households who often rely on public services and amenities.
Addressing these challenges in creative ways will help people build
pathways to prosperity for themselves and their families.
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: Pillar 5:
Facilitate creative
solutions to

transportation,

housing, and
infrastructure

Bl 55.2 | KEY ACTION AREAS needs

The area of community infrastructure was a key focus group topic and has been raised numerous times
throughout the planning process. This is an area that will require clever solutions, long term
investment and high levels of collaboration between agencies and governments.

Action 13: Establish and facilitate multi-disciplinary
taskforces to tackle transportation and housing needs.

As part of the implementation phase, it is proposed that some multi-disciplinary taskforces
areformed to tackle some of the big challenges. The County has a key role to initiate these
groups and help facilitate their work. These are massive topics that will require time to
make meaningful impact. An initial step will be to understand what resources and programs
are available at a national and State level, that could be accessed in Lorain County.

Action 14: Host summits that showcase available
resources and best practice solutions to building
community infrastructure.

Across the country, numerous cities, counties and organizations are
experimenting with new and novel approaches to tackling systemic issues
such as housing affordability and availability, child care, and homelessness.
Best practice examples from this broader work should be showcased, to help
spark innovation, creative local ideas and action.

Action 15: Forecast future infrastructure needs and
develop long-term investment plan.

Lorain County is growing, and there are current and future infrastructure needs. Mapping

out the future needs will help quantify the scale of the investment needs, and how this will
impact future County budgets and revenue. Many County responsibilities, like jails and waste
water treatment, often require large once-off capital investments. These costs, together with
providing the required services, mean planning forthe future is essential.
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