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Memo to GEDA Board 

RE: Contract Status Report and Update 

  

Dear GEDA Board Members, 

I apologize for missing the last board meeting for this update. I made an error on the 
date.  This is a briefing and interim feedback report related to my Professional Services 
Agreement signed on September 17, 2007. Below are technical points related to the 
contract itself: 

1)      As planned from March 2007, I took a sabbatical year from my university 
position in the 2007-2008 school year. Most college professors will take a normal 
sabbatical every seven or so years. Due to my heavy teaching and research 
demands, this was my first sabbatical in eleven years. 
2)      Faculty sabbaticals are normal, there is nothing unusual about college 
professors taking periodic sabbaticals. Most are on seven year cycles. 
3)      My relationship with GEDA was established by a competitive contract and I 
believe I submitted at least three bids for this project with incremental conditions 
adjusted to cost. At each step in the bidding and approval process, I followed 
normal university and Government of Guahan procedures. 
4)       Let’s assume that this contract was made in a non-sabbatical year. There is 
nothing unusual or improper for university faculty to have outside employment as 
long as it is approved by appropriate administrators. 
5)      For obvious reasons, many faculty members at the School of Business and 
Public Administration have added or external employment arrangements. This is a 
common practice. 
6)      Due to scheduling concerns, I adjusted my sabbatical from two semesters to 
one semester, covering Spring 2008. I also coordinated with Director Blaz on my 
schedule adjustments related to this change. Please note that the average amount 
of work specified in the contract is about ten hours per week or about 520 hours. 
7)      In general, it was envisioned that the first project year would take place in 
four parts or quarters. The parts do not necessarily reflect equal parts. The project 
commenced and I began working on the first phase. Part one is described briefly 
below. I began a second part and I needed to adjust the schedule again with 
Director Blaz due to a family illness. In final form, the contract was adjusted from 
a three year potential at $38,500 per year ($115,000) to about $30,000 total and 
extended for a two to three year term. To date, about $19,000 has been paid. The 
final phase or part, which is at the completion level involves strategic policy 
adjustments at the board level. 
  
  
I greatly appreciate the strong level of support I have received from Mr. Blaz, the 
GEDA Director and his staff. I have had a very positive experience thusfar with 
GEDA and the innovations and perspectives I have developed in my brief 



experience with this agency will guide many of my research views for many years 
to come. 
  
Sincerely,______________________________________ 
                        Ron McNinch, PhD, SPHR 
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  

  

Executive Briefing 

As part of my GEDA Contract, I reviewed a number of research related items. The chief 
intent for this activity was to provide an objective set of views on a number of macro-
economic areas and suggest alternative courses of action that might be more cost 
efficient, positioned to future growth or better overall for Guahan’s economy. 

Part  One (September 2007-January 2008 with Supplementals from Summer 08) 

Under contract sections 2.a,b,f  I worked with available data and studies. The following is 
basic commentary. 

A number of innovative approaches were used to develop these views. To be frank, while 
there are all sorts of studies, ideas or other related items, most of the previous work seems 



to principally serve to gather dust. After a careful review of many of these studies, 
perhaps that is best. Here are a few examples: 

•         Many of these studies are many pages long, but most lack critical 
components to realistically implement suggestions at the action level. 
•         Many of these studies and views appear to have been developed by persons 
who have very limited knowledge of Guahan. Instead, these persons simply took a 
template roughly based on a city of Guahan’s size and made fairly uninformed 
comments. 
•         A new fresher approach is thus suggested. (Described in Phase Three.) 

(Update: 1/10: A good example of this approach is the Guahan multiplier work done by 
Dr. Ruane at the University of Guahan. These are the types of studies GEDA needs.) 

Principles of this approach: 

A)     Use Guahan based data and realities as a primary planning view; limit the 
extensive use of aggregate data (off the shelf data) for certain types of actions; 
B)    Long studies do not mean quality views; and 
C)    In order for Guahan to really make progress, leaders need to learn how to 
develop a consensus based on the true desires of the majority of voting citizens, 
not fringe or superficial views. This is probably the most critical aspect of this 
commentary. Most government policy or planning studies are roads that lead to 
nowhere due to this implementation gap. 
  

At this point in the project, I could have simply aggregated a number of these studies and 
turned it in as a final complete project comprising the entire first year of the contract. 
This in effect would have essentially been a template of a template and not helpful. At 
this point, I then shifted to the macro-policy of healthcare for the remainder of phase one. 

Part I.A  

Under contract  section 2.h,j for the remainder of this phase I worked on health policy 
perspectives from a government action and improvement perspective. After a general 
review of Guahan’s healthcare, there are two basic options related to care with a third 
blended or composite option. The two basic options are to develop internal or external 
policies or options or to pursue a third blended option using advanced communications or 
information services. 

•         The most important health policy innovation Guahan can take at the 
immediate level will be for local leaders to strongly request the federal 
government to establish a passport office with same day service. Under the US 
Code, with proper approval I think the Governor of Guahan could issue passports 
on the same day. (See below.) It is either a power granted by the US Secretary of 
State or the President. Right now, it takes between 7 days (most expensive) to at 
least five weeks (least expensive) to get a passport. This real passport office 
would improve access to medical care by allowing our ill people and their family 



members to go to hospitals in the region, rather than the more expensive Hawaii 
or US mainland locations. Right now, many can't because 
there is no passport office with same day service. It would really impact our 
health access and insurance opportunities. The military would benefit too because 
many may want to travel in the region. 
  
http://www.law.cornell.edu/uscode/22/usc_sec_22_00000211---a000-.html 
  
US Code TITLE 22 > CHAPTER 4 > § 211a 
§ 211a. Authority to grant, issue, and verify passports 
The Secretary of State may grant and issue passports, and cause passports to be 
granted, issued, and verified in foreign countries by diplomatic and consular 
officers of the United States, and by such other employees of the Department of 
State who are citizens of the United States as the Secretary of State may 
designate, and by the chief or other executive officer of the insular possessions of 
the United States, under such rules as the President shall designate and prescribe 
for and on behalf of the United States, and no other person shall grant, issue, or 
verify such passports. Unless authorized by law, a passport may not be designated 
as restricted for travel to or for use in any country other than a country with which 
the United States is at war, where armed hostilities are in progress, or where there 
is imminent danger to the public health or the physical safety of United States 
travelers. 

Other/related  Health items 

On-island concerns: 

1)      Lack of Facilities and Services Concerns 
2)      Lack of Practitioners and Specialists 
3)      Lack of Confidence or Faith in local care (own worst enemy) 
4)      Increase emphasis on primary or preventative care; 
5)      Direct versus Contracted Insurance 

Suggestions 

A)     Niche medicine for certain areas such as diabetes or renal care 
B)    License and Practice reforms/immigration points 
C)    Confidence Innovations 
D)    Primary Care Innovations 
E)     Problem with Permissiveness for Insurance 

Off-island Concerns 

1)      The major concern related to off-island care is passport access. 
(Described above.) 
2)      Family/Social Support Concerns 
3)      Concerns over privacy/quality of life 
4)      Insurance support concerns (maze-like access) 



5)      Lack of confidence by patients and care providers 
  
Suggestions 

A)     Guahan should request a same day passport office. 
B)    Technology innovations to improve social support. (ie skype, etc…) 
C)    Privacy Advisories 
D)    Insurance innovations to increase service levels 
E)     Confidence innovations 

In general, many family members experience a form of separation and support anxiety 
when they are off-island receiving care. Also, family members that remain on-island 
when their loved ones are receiving care elsewhere are affected. These topics need 
additional study. 

  

  

  

  

  

  

  

Part II In-House Government training as Labor Development Tool 

Between January 2008 and December 2009, I conducted a demonstration project to 
improve internal training with security services in the Government of Guahan. This was 
an examination of critical workforce development needs within the government related to 
the fiscal effects of the military build up. Some of the lessons learned in this 
demonstration project include: 

•         There is a great potential for internal training in the government. 

•         Training can be conducted by government agencies or a consortium of 
agencies. 
•         Ample low or no cost training is available from the federal government, but 
Guahan needs to develop an internal system to recognize it. 
•         Update (1/10) This demonstration project involved about 85% of the adjusted 
contract. (320 hours). Over sixty government employees participated in this 
training demonstration and in subsequent time frames, additional training was 
provided to government employees at no direct cost in the areas of leadership, 
management and ethics. 

In related areas: 



•         There is a difference between job or skills training and academics. While 
both are important, training should be designed to meet immediate and emerging 
needs. 
•         Training and education efforts need to be collaborative, not exclusionary. 

•         Alternatives to training and education should be pursued. These alternatives 
might include subject specific charter schools or training academies which 
compete somewhat with K-12 and higher education; 
  
Policy Suggestions: 

•         By executive order, director level action or legislative action, establish a 
common internal training system or network in the government. 
•         Design law enforcement training efforts to allow active military members to 
participate at the community or volunteer reserve level. This would improve 
military-civil relations in a number of areas and improve public safety. 

•         As part of this project, one policy suggestion involves asking the federal 
government to bar convicted registered sex offenders and convicted felons from 
moving here. In cases of a person with long standing family ties, a residence 
commission might serve to grant exceptions to this policy. This will improve 
public safety. 
  

  

  

  

Part III  

Strategic Planning Model 

Over the next four to six years, Guahan’s population is expected to grow by 
approximately 25% due to the military buildup. This brief study sought to examine the 
current status of the Guahan Economic Development Authority in the context of other 
Government of Guahan Agencies and compare it to other models available in the US 
mainland. 

After a careful examination of these factors, seven general suggestions or 
recommendations are made: 

•         Stakeholder integration including closer ties between GEDA and the Guahan 
Chamber of Commerce and closer ties with the Japanese, Korean and Chinese 
Business Communities 

•         An Economic Development Partnership based on the California model 
•         Closer alignment with several existing agencies 

•         Mission expansion along appropriate lines. 

•         Policy Cost Assessments 

•         Integrated policy support (i.e. major policy items) 



  

In general, it is suggested that the GEDA Board hold a type of strategic planning and 
mission review retreat to set forth a lasting vision and mission for the agency in relation 
to these major economic and social changes facing Guahan. A second retreat should be 
held with those affiliated agencies identified to work on a coordinated or consortium 
basis. Thereafter, the results of this retreat should be articulated with the political system 
to actuate them. 

For the most part, many of the consortium and coordination opportunities can be taken 
without legislation. In effect, communication and coordination opportunities should be 
taken. 

This intermediate suggestion is the product of several months of basic research as well as 
applied depth research. The Strategic Planning Model suggested is common and can be 
readily applied to GEDA. After consulting with the board or with the director and staff, a 
final draft will include technical aspects of this organizational planning process. 

  

  

  

  

  

GEDA Organizational Development – The Challenge of Diverse Interests 

The Guahan Economic Development Authority primary mission by statute is to 
promote integrated economic development on Guahan. In its current structure, GEDA 
centers on four primary programs: 

Qualifying Certificate Program  

GEDA Loan Program         

GEDA Public Finance Program 

Guahan Industrial Park Program 

  
Part of GEDA’s challenge is unchecked policy and legislative accretion. Rather than a 
deliberate and precise economic policy, Guahan is quite often subject to external forces in 
its short term economic horizon. 
  
This results in short term organizational solutions which often take the form of legislative 
or executive boundaries which in the past have limited the mission of GEDA.  Over time, 
these mandates accrue to a point of mission diffusion. It is very difficult for GEDA to 
operate effectively on an integrated basis under these conditions. This is not the fault of 



any particular leader, this process has taken a very long time. 
  
Thus, it is strongly suggested that GEDA take the helm find the middle ground by 
developing a joint consortium between concerned agencies to meet Guahan’s future 
economic needs. While GEDA is an autonomous agency, many of the important groups 
that need to be included in this collaboration process are line agencies. While the 
Governor has reorganization authority that could reconcile some of these gaps, for a 
number of reasons, an internal agreement sort of process might be more effective to 
produce real results. Any reorganization effort in these areas would simply become mired 
in time consuming political processes that are not suited for this particular point in the 
election cycle.  
  
Examples from Other Jurisdictions 
Included in the appendix are a number of brief economic development agency examples 
from other US jurisdictions. As a single component or unitary island jurisdiction, the 
Government of Guahan has the luxury of not having to deal with subordinate jurisdictions. 
Part of the complexity in other jurisdictions appears to be driven from the effects of 
county and city economic development activities. On Guahan, our complexity exists at 
other, perhaps more challenging levels. The basic diagram below developed for this study, 
depicts examples of Economic Development Agencies compared to Guahan. In terms of 
high to low integration and general to specific missions, GEDA is a low integrated, 
specific mission type of organization. In the Guahan Code, GEDA was intended to serve a 
more integrative role. Over time, this has evolved into a specific niche within the 
government further displaced by autonomy. The ideal will be for GEDA to develop a 
coordinating function between several other government agencies. 
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           (Guahan GEDA) --------------�(*statute) 
                                           Low Integration  
  
  
      
As indicated, GEDA should function as a sort of economic development clearinghouse 
with critical communication and coordination roles. 

The Pillars of Guahan’s Economy and GEDA’s Mission 

Unless some sort of resource discovery is made, a fact that always must be considered is 
that Guahan’s economy will be based in externals. The pillars of our economy are 
centered on these external economic factors, particularly tourism, military activities and 
federal activity. A fourth pillar, small business is a function of the other three. From a 
practical standpoint, it is often helpful to view the military as a form of tourist activity. 
The main difference is that military factors are far more stable and much less subject 
normal tourism fluctuations. Also, unlike recreational tourism, military activity can be 
planned for in the long term. 

  

Given these factors, GEDA has the potential to play a long term stabilizing and dominant 
role in Guahan’s economy in a way that would exceed all previous efforts. In basic terms, 
while tourism has a strong cyclical economic effect, the anticipated military effect is 
multi-dimensional and long lasting. 

  

In order to maximize the benefits of this opportunity, GEDA should engage in a 
thoughtful strategic planning process at two levels. First, the GEDA Board should take at 
least a full day to look at key alliances it needs within the Government of Guahan to 
maximize its potentials. A second stage of the process should include these agencies as 
well as key economic stakeholders. A key goal of this process should be to create an 
internal feedback loop between these stakeholders and the government and a second goal 
should be to develop an external feedback system to the legislative process to make 
adjustments where needed. This is not a form of government reorganization, it is a 
suggestion to make strategic collaborations. 

  

GEDA Internal Process -- -- ���� Stakeholders – Agencies – Feedback -> 

GEDA External Process -- -- > Political System -- > Policy Adjustments 

  

The Strategic Planning Process in Relation to True Reorganization 



True reorganization means that the structure and lines of authority are altered as part of a 
deliberate process. Due to its high degree of autonomy and key role in government 
affairs, GEDA may instead elect to promote collaboration and interaction with key 
groups. In fact, there is a sort of cosmopolite potential to accomplish this. 

  

Final note on the Lilliputian Effect 

For a number of reasons, the government of Guahan often works against itself. I have 
termed this the Lilliputian Effect because as agencies become more and more specific on 
the portioned parts of their mission, they forget the larger picture. 

Part IV Politics and Economics on Guahan and in the region 

There is no question that politics and economics are intricately linked on Guahan. These 
links are both overt and subtle and quite often are taken for granted. In future studies, 
there are six classic factors that promote change and development. These factors include 
economics, politics, society, technology, environment and demographics. 

  

Leader Limitations 

Elected leaders on Guahan face limitations that elected leaders in other US location may 
not readily face. These include ideology issues, representation issues and separation of 
powers issues. 

Ideology: Guahan does not really have a partisan specific ideology. In general, ideology 
is based around cohorts of personalities, not national political parties. 

Representation: 15 to 21; The Guahan legislature was reduced to 15 members over ten 
years ago and this reduction should be reconsidered. There are three basic downsides to 
this reduction: a) Leaders cannot make controversial or non-mainstream proposals, even 
if they are in the best interest of the public; b) This creates a centrist orientation adverse 
to change and c) this direct affects policy development and continuity. 

Separation of Powers issues: When the governor is off island, the leadership of Guahan 
changes. In the modern era with active communications, this office should have 
portability. Governors should not have to deal with acting governors. 

  

  

  

  

  



  

  

Part V Political Status and Political Development 

This section was expanded at the request of the board. (At the initial suggestion of 
Commissioner Lujan.) Political development is directly linked with Economic 
Development. The following points were addressed. 

Guahan is an organized, unincorporated territory of the United States. As an autonomous 
jurisdiction of the United States, Guahan should have a Constitution and it should have 
an improved political status.  One idea is to simply upgrade the Guahan Organic Act to a 
constitution by asking the US Congress to place an amendment clause on this act for 
local issues and renaming this document the Guahan constitution. 

One key limitation for Guahan is the lack of representation in the US Senate. A Guahan 
District (with voting HR rep and senator) might be considered. 

Guahan-CNMI relations 

A more forward looking approach from an economic and political perspective would be 
for Guahan to integrate with the CNMI. Healthy discussions on this question should be 
considered. 

  

Guahan's Potential Political Integration with the CNMI  

Integration can be a form of Political Development and Economic Development. First, it 
is dependent on the mutual political will of citizens of both jurisdictions. This would 
likely fall under Article IV of the US Constitution and will require an act of congress to 
join the two jurisdictions. Second, this is also a potential for great improvement with the 
federal government. In the Sixth Amendment to the US Constitution, this issue of 
districts is briefly discussed. If Guahan and the CNMI were joined under a common 
jurisdiction (ie the Commonwealth of the Marianas Islands),  it might seek an improved 
federal status as a federal district. This might require the use of the Tennessee Plan. There 
may be four or more island counties in this jurisdiction. The CNMI might include the 
counties of Saipan, Tinian and Rota.  Guahan might remain a single county or be divided 
into several counties for the purposes of district representation. 

The following are a number of observations on this issue. All else equal, this could be a 
very positive direction for both Guahan and the CNMI. 

  

  

  

Strengths for Guahan                                                                                      



Resolves political status in the interim by commonwealth status 

Resolves Constitution Issue 

Increases local and regional population base 

Increases potential living space for citizens 

Cultural Cooperation 

Pools critical resources for health and education 

Increases tourism product potential 

  

Strengths for CNMI  

Increases service potentials for citizens 

Increases potential federal support opportunities 

Increases potential economic opportunities 

Increases potential living space for citizens 

Cultural Cooperation 

Pools critical resources for health and education 

Increases tourism product potential 

  

Potential Weaknesses for both Guahan and CNMI 

Initial Uncertainty for business and economy 

Requires close coordination and communication over larger geographic areas 

Requires a strong transition phase driven by leaders and citizens 

The CNMI land ownership policy needs to be addressed 

  

  

  

Opportunities 

Potential for US Senate Representation (As part of the enabling act by the US Congress) 



Potential for improved federal funding and support. (A single regional hub) 

Improved Community and Race Relations (the Carolinean/FSM; Guahan PI/CNMI PI 
Issue) 

Increase in Regional Population Mass 

Additional opportunities for the military or industrial growth 

 


