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Roles in Base Reuse
Assuming Responsibility

Highlights

The Department of Defense (DoD) has been closing military bases and
assisting Defense-impacted communities through its Defense Economic
Adjustment Program for more than 35 years. Over this period of time,
experience has shown that the primary responses to a closure must be
community-based.

This Section describes the roles of community leaders, State |eaders,
Federal officials, and other resources. The role of community leaders—where
economic adjustment efforts begin and end—is described in terms of the three
components of economic adjustment: the community, local businesses, and
workers. Theroles of State and Federa officials are briefly summarized. A
detailed listing of the various resources available to your community can be
found in the Appendix.

The economic and socia fabric of acommunity is tested when a closure
action is announced. What does this decision mean? How will jobs be
impacted? |sthere any way to avoid the closure? The closure and reuse
processis disruptive, but the experience of most communitiesis that the net
result is economically beneficia in the long run.

The Role of Community Leaders

Economic adjustment in response to a base closure begins and ends
with the community leaders. Effective decision making rests with those most
impacted by the closure—those who have the greatest stake in economic
recovery. Community leaders must assume many responsibilities:

Awareness. Study the potential impacts upon the community.
What are the strengths and weaknesses of the local, regional, and
State economies? How many businesses in the community are
directly or indirectly dependent on the activity at the base? Isa
large portion of the housing market dependent on rental or
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mortgage payments made by base personnel? Are there
opportunities for economic growth?

L eader ship. Become the catalyst for the community’ s adjustment
effort. The organization, planning, and implementation of any
adjustment effort depend on your ability to build aliances and
partnerships across the entire community spectrum, including
workers and businesses, civic leaders, and local interest groups, as
well as various technical and financial sources.

Direction. Learn about the issues so that you can give clear
direction on such key points as worker retraining, environmental
issues, and off-base initiatives. Help is available from others who
have been through similar base reuse experiences. Section 4 of the
Appendix contains the names and points of contact for many
individuals and organizations that can assist you in speaking from
an informed perspective.

Investment. Engage the commitment of local and regional political
and financia resources to support the overall adjustment effort.
Necessary seed capital is critical and spurs community commitment
to accepting and resolving challenges arising as aresult of the
closure.

Economic Adjustment Focus

Attempts to respond to a base closure are typically focused on three
areas. The Community, Local Businesses, and Workers. They are
interrelated and are commonly addressed concurrently in an adjustment
program. Community leaders have specific roles and responsibilities to each of
these interests, which are addressed below.

The Community

Community leaders are essentia to help ensure that the economic
adjustment process, including base reuse, addresses the needs of the overall
community. They are called upon to:

L ead the process. Be prepared to make decisions, mobilize
resources, and build consensus.

Raise the consciousness of the community. Face the issues of
past Defense dependency and the need for economic diversification.
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Speak up about the need for economic adjustment. Create a
process to make the entire community healthier and more
productive.

Embrace theinstallation as part of the community.
Under stand the community’s strengths and weaknesses.

Communicate with the community to define a vision for the
future.

Create an entrepreneurial environment in the community—from
the policies of city hall to new programs—to encourage innovation.

Local Businesses

There are many supportive steps alocal officia can take to provide
assistance to affected businesses:

Under stand vulner able businesses and their needs. Thelocal
base contracting office can help identify local businesses that may
be impacted by the closure. Are there businesses ready or willing
to make the transition to new markets? What will they need to do
this, and how can the local government help?

Know your economic development tool kit, particularly any
business devel opment tools and resources that may be of assistance,
including access to Federal and State resources. Many such
resources are listed in Sections 1 and 2 of the Appendix.

Provide accessto data on current and futuretrendsin base
consumption in the local economy. Thiswill be useful to local
busi nesses anticipating the closure.

Educate local businesses about opportunities, including foreign
markets, technology transfer, manufacturing networks, initiatives to
increase competitiveness, access to new markets, and new product
development.

Maintain an ongoing dialog with businesses.

Link the efforts of all organizationsin the community that
assist business, including the Chamber of Commerce and service
organizations.
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Workers

Community leaders should take steps to minimize employment
disruption. Theloca officia is primarily afacilitator—providing information,
resources, and assistance in the following areas:

Define didocated and at-risk worker populations, their concerns,
and their needs. For base employees, this effort begins with the
base Human Resources Director.

Create demand-based training opportunities for impacted workers.
Provide them with advanced skills to match new jobs and business
opportunities.

L earn which Federal and State resources are available for worker
adjustment and help those in need to access them.

Facilitate dialog among all concerned interests: the labor force,
unions, universities and colleges, service organizations, local
interest groups, local governments, and the base itself. Help ensure

that all are working collaboratively toward common goals without
duplication of effort.

I nvolve members of the local Private Industry Councils (PICs) or
Service Delivery Areas (SDAS) and choose an organization that
will conduct the training locally.

The Role of State Officials

The National Governors Association (NGA) outlined some ways that
States can be helpful to Defense-impacted communities:

Provide policy direction

Help mobilize local efforts

Encourage local jurisdictions to work together

Help devel op economic adjustment potential at the local level

Provide technical and financia assistance for community programs
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In thisregard, your State may be able to help you in:

Conducting proactive “ outreach campaigns’ to communities,
businesses, and workers to raise awareness about base reuse iSsues,
to focus on local and regional concerns and needs, and to identify
the types of assistance available.

Facilitating community, business, and worker accessto Federa
and State resources.

Linking communitiesregionally to address common base reuse
issues.

Section 2 of the Appendix identifiesinitial State contacts for economic
adjustment and worker assistance.

The Role of Federal Officials

The Federd roleisto supplement and support local decision making.
A community will encounter the following Department of Defense resources
during economic adjustment efforts:

The Installation Commander or other Military Department officials
who close the facility and are responsible for its disposal are the
most important resources for acquainting the community with the
base facility.

The Office of Economic Adjustment (OEA), through its Project
Manager, provides comprehensive assistance to support community
organization, planning, and transitional activities. For many
communities, OEA provides the first assistance. Contact the
Director of OEA for Project Manager information (see Section 1 of
the Appendix).

The Base Transition Coordinator (BTC) isthelocal, on-site
Federal point of contact who works as an ombudsman for the
community. The BTC isakey contact, problem solver and
information source for the local community, especialy in relation to
environmental cleanup and property disposal. Contact the Base
Transition Office for BTC information (see Section 1 of the
Appendix).

Considerable expertise and assistance is also available at the Federal
level as the project takes shape.
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Trangition assistance is available for displaced workers, impacted
housing markets, and affected school districts. Methods for acquiring surplus
Federa property for public purposes at a discount, and other technical
assistance, are available for reuse efforts. Public purposes include:

Aviation - Ports

Parks and recreation - Highways

Health care - Education

Historic monuments - Corrections
Wildlife preservation - Homeless assistance

Funding is aso available for such diverse activities as site
improvements, business loan funds, project-specific planning, business
counseling, and other adjustment efforts. A complete list of Federal
resources—technical as well as financial—is provided in Section 1 of the
Appendix.

Other Resources

Severd interest groups can provide further assistance. These groups
are engaged nationally as well aslocally to equip their members with the
necessary tools and capabilities to be effective through their adjustment
initiatives. Communities can learn from the experience and counsel of peers
who have successfully dealt with base closure. A list of these organizationsis
included in Section 3 of the Appendix.
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Reuse Overview
Understanding the Process

Highlights

The base reuse process consists of a series of activities involving both
the Local Redevelopment Authority (LRA) and the Military Department.
These activities are required by both laws and regulations. An LRA must be
aware of this general process to effectively respond to the closure and to move
the community toward economic recovery.

The overall reuse and disposal process (“reuse process’) consists of
three phases:. base-wide reuse planning; disposal and reuse decision
making; and decision implementation. This Section provides a brief
overview of the reuse process, including information on transitiona impacts to
the community as the base is converted from military to civilian use. The
process is explained in further detail in the DoD Base Reuse |mplementation
Manual, available from the Office of the Assistant Secretary of Defense for
Economic Security.

Reuse Planning

Under the Base Closure Community Redevelopment and Homeless
Assistance Act of 1994, a new community-based reuse planning process begins
upon the final selection of the base for closure or realignment. Through this
process, the local reuse organization, or LRA, identifies local reuse needs and
conceives a redevelopment plan for the Military Department to consider in the
disposal of base property. At the time of publication, legislation was under
consideration that would revise some of the following provisions as they
pertain to the homeless, including outreach and planning. Please consult with
your OEA Project Manager and Base Transition Coordinator to keep apprised
of the specific planning requirements as they may change.

Concurrent with the LRA activities, the Military Department also
undertakes disposal planning, environmental planning and management, and
other base closure activities.
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A New Reuse Planning Process

The reuse planning phase begins immediately following the date of
approva of the base closure or realignment (“date of approval”). Figures 1
and 2 show some of the principal activities and milestones associated with the
overall base reuse process. Although many of these milestones are prescribed
by statute, community officials should realize that, within legal limits, every
effort will be made to accommodate the community’ s individual circumstances.
The LRA’ s reuse planning activities and the Military Department disposal
planning activities can generally be grouped and described in terms of the
number of months following the date of approval.

First 6 Months. The Military Department will determine which
parts of the base are not needed by the Department of Defense
(“excess’ property) or another Federal agency (“surplus’
property), and will publish a notice identifying the surplus property
as being available for reuse. The LRA is structured and recognized
by DaD through OEA (see Section 3, “Loca Redevel opment
Authorities,” for more information on LRAS) and begins
comprehensive reuse planning for the base. This effort includes
early and frequent coordination with the Base Realignment and
Closure (BRAC) Cleanup Team (BCT) and with the Restoration
Advisory Board (RAB).

6 to 12 Months. The LRA undertakes outreach to provide
information on the installation to representatives of the homeless
and to other persons interested in assisting the homeless and solicits
notices of interest in the base from State and local governments,
representatives of the homeless, and other interested parties to
assist the local planning effort. The LRA will prescribe the dates
for receiving these notices and will publicize them locally.

12 to 18 Months. After considering the notices of interest
received, the LRA prepares a reuse or redevelopment plan,
incorporating environmental considerations such as cleanup
activities, air emission credits, natural resource concerns such as
endangered or threatened species and habitat, and cultural and
historical requirements. This plan identifies the LRA’s overall reuse
strategy for the base. The LRA and the community, through public
comment, must ensure that the plan adequately balances local
community and economic development needs with those of the
homel ess.
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Approximately 18 to 24 Months. The LRA’s completed

redevel opment plan is submitted to the Military Department.Not
later than thistime, the Military Department also notifies
sponsoring Federa agencies of property that may become available
for public benefit conveyances. The sponsoring Federal agency
notifies eigible entities, evaluates their applications, and makes
recommendations to the Military Department who will in turn keep
the LRA apprised of any interests.

The community’s plan is also submitted to the Department of
Housing and Urban Development (HUD) as part of an application
to help address the community’ s homeless needs. HUD will review
the application to determine whether in its judgment the LRA has
adequately balanced loca community and economic devel opment
needs with those of the homeless. If HUD determines that the
application does not strike this balance, the LRA will be provided
with an opportunity to address HUD’ s concerns.

Approximately 24+ Months. The Military Department will
complete its environmental impact analysis (see “ Environmental
Impact and Other Impact Analyses’ in this Section) no later than
12 months after receiving the LRA’ s redevelopment plan. This
analysis normally uses the LRA’s plan as the proposed action and
describes any aternatives considered. During the disposal and
reuse decision phase, final Military Department disposal decisions
will resolve any competing requests for the property and will, in
many cases, be consistent with the LRA’ s redevel opment plan.
Once disposal decisions are made, the Military Department initiates
final disposal actions in accordance with its disposal plan.

Personal Property

Shortly after the date of approval of the base closure, the Military
Department will consult with the LRA as the military inventories and makes
decisions about the retention or disposal of persona property. “Personal
property” comprises property other than land, buildings, and Government
records at a closing base. Items such as desks, computers, and shop equipment
are examples of personal property having the potential to assist the reuse
effort. Early in the reuse planning phase, the Military Department will identify
the persona property that will be made available for reuse, and the community,
through the LRA, will be asked to identify those items of available personal
property it feels are necessary to assist the reuse effort. This request may
come long before the LRA has a completed redevel opment plan.

11
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Throughout this process, the Military Department will be sensitive to
the planning needs of the LRA and normally will not move property likely to
be suitable for reuse without notifying the LRA in advance. Ultimately, the
LRA will need to stipulate in its redevel opment plan what personal property it
determinesis necessary for the effective implementation of the plan.

A separate category of personal property isthat owned by non-
appropriated fund (NAF) organizations. These entities, rather than the
Military Department, are responsible for its disposal and the LRA will need to
explore opportunities for reuse directly with the particular organization. NAF
property is often owned for religious, morale, welfare, or recreational
activities, including post exchanges, ship stores, military officer or enlisted
clubs, or veterans canteens, and has been purchased with funds generated by
Government employees and their dependents.

Environmental Impact and Other Impact Analyses

As part of the reuse planning phase, the Military Department, under the
Nationa Environmental Policy Act (NEPA), must consider al reasonable
disposal adternatives and their respective environmental consequences. Thisis
accomplished by means of aformal environmental impact analysis, which
commonly takes the form of an Environmental Impact Statement (EIS).
Additionally and aside from NEPA, the Military Department is required to
analyze impacts to natural and cultural resources and may be required to
consult with other Federal and State agencies before making final property
disposal decisions.

Initidly, if the Military Department determines not to commence an
ElIS immediately, an environmenta assessment (EA) may be conducted to
determine whether proposed disposal actions require afull EIS (e.g., actions
that will have significant environmental impacts). In the event it is determined
that there will be significant impacts, an EIS is undertaken as follows:

The Military Department publishes a Notice of Intent in the Federal
Register that a property disposal action may be undertaken and that
an EIS will be prepared and considered.

A public scoping meeting will be held in the geographical areato
obtain public comments about the possible environmental impacts
of the proposed disposal action and likely reuses, aswell asthe
reasonable alternatives that should be considered in the analysis. It
istherefore important for the LRA and other interested community
leaders to participate in the scoping meeting.

12
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Data are collected and analyzed by expertsin different fields, and
the results are published in a Draft Environmental Impact Statement
(DEIS). The DEISwill be made available for public review and
comment. Interested agencies, organizations, and individuals
normally have 45 daysto review and comment. Also during this
time, a public hearing is held in the community to explain DEIS
findings and to receive oral comments.

The Fina Environmental Impact Statement (FEI'S) is completed no
later than 12 months after the submittal of the LRA’s
redevelopment plan. The FEIS will address public and other
comments received on the DEIS. A Notice of Availability (NOA)
of the FEIS will be published in the Federal Register.

Not earlier than 30 days after publication of the FEIS, a disposal
Record of Decision (ROD) isissued. The disposal ROD indicates
the disposal actions that have been selected, the aternatives
considered, the potential environmental impacts of each aternative,
and any specific mitigation activity to support the decision. After
the ROD is signed and issued, the availability of the ROD is
announced in the Federal Register. Then, the Military Department
may dispose of the property if other actions are complete.

A similar NEPA process will apply when property is utilized under an
interim lease before full base closure, but normally an EA will be involved and
can be accomplished in less time than afull EIS.

Environmental Process

The Military Departments have had ongoing environmental cleanup
programs for many years as part of the Department of Defense Environmental
Restoration Program. Environmental programs are emphasized and expedited
at closure bases through the BRAC Environmental Process, which includes
environmental cleanup actions and other environmental issues that may impact
property reuse. Many environmental activities will occur during the reuse
planning phase. Therefore, it will be important for the LRA to communicate
its reuse concepts to the Military Department as soon as they are formulated.
This way, environmental priorities can be reconciled with community reuse
priorities, and appropriate cleanup levels can be established to reflect
anticipated future land uses. The BRAC Environmental Processis described as
follows:

A BCT, an important source of information for reuse planning, is
designated for each base where property will be made available for
reuse. The BCT will comprise a BRAC Environmental Coordinator

13
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(or BEC—a Military Department employee) and representatives
from the State environmental agency and the U.S. Environmental
Protection Agency’s (EPA’s) regional office. The environmental
subcommittee of the LRA should work closely with the BCT to
receive cleanup information and to provide the BCT with input on
reuse priorities and decisions.

The BCT reviews the status of al environmenta programs at the
base, as well as the LRA’s redevelopment plan, unlessit is not
available, in which case anticipated community needs are
considered.

The BCT develops a strategy for base environmental programs to
incorporate both reuse and environmental priorities.

A BRAC Cleanup Plan is prepared, describing the status of base
environmental programs, and identifying a strategy and schedule for
environmental cleanup, compliance, and natural- and cultural-
resources—elated activities.

As contamination is remediated, the BRAC Cleanup Plan is updated
to reflect cleanup and site close-out actions that have been taken, as
well as any changesin community redevelopment needs.

Property that is being cleaned up can be leased and put into immediate
economic reuse, with the Military Department and the BCT working to ensure
that cleanup activities do not unnecessarily impede reuse activities.

Environmental Suitability for Transfer or Lease

In order to facilitate reuse planning efforts, the Military Department
will identify “uncontaminated” base property no later than 18 months after the
date of approval. Thisidentification procedure includes consultation with
appropriate State or EPA regulators. 1n addition, no property can be conveyed
by deed or can be leased until the Military Department makes a Finding of
Suitability to Transfer (FOST) or a Finding of Suitability to Lease (FOSL),
respectively.

The FOST/FOSL determines whether property is environmentally
suitable for its intended use and whether there is any restricted use of the
property. Processes such as an Environmental Baseline Survey are used in
developing the FOST/FOSL and include the identification and analysis of all
available records, avisua and physical inspection of the base and adjacent
property, a recorded chain-of-title documents review, interviews with past and
current base employees and local officias, and other activities. The LRA and

14
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Military Department need to provide input to the BCT well in advance on
properties to be reused so that a FOST/FOSL can be developed and the BCT
can ensure that there are no environmental impediments to the intended reuse.

Disposal and Reuse Decision Making

This phase of the base reuse process includes the activities associated
with the Military Department’s disposal decisions and the LRA’sreuse
decisions. After completing its environmental impact analysis and supporting
documentation, the Military Department will make fina disposal decisions and
will generaly issue adisposal ROD (see page 13) or another type of decision
document. The disposal ROD describes the disposa decisions that the Military
Department has made for each parcel to be transferred, as well as potentia
environmental mitigations that may be required if certain activities occur.

The Military Department’ s disposal decisions also may include
decisions on applications for particular types of property conveyances (see
“Decision Implementation,” below), or these decisions may be deferred until
completed applications are submitted and approved. For example, the LRA
may wish to apply for an economic development conveyance if other
conveyance methods cannot be used. Applications are also required for most
discounted conveyances of property for public purposes; for example, the
Department of Education must review and approve an education application
prior to an education public benefit conveyance.

Decision Implementation

After final disposal decisions are issued by the Military Department, the
reuse process enters the implementation phase. This phase includes Military
Department conveyance of installation property (or property “disposal”). The
goal of the disposal processis to place property no longer needed by DoD or
the Federal Government into uses that benefit the community. The Military
Department normally will await the completion of the LRA’ s redevel opment
plan prior to implementing any of these actions. The decision implementation
phase is the culmination of the base reuse process, as shown in Figure 1.

There are a number of ways for acommunity to acquire surplus base
property, as listed in Figure 2 (page 10). Available methods include:

Public conveyances for such public purposes as airports,
education, health, historic monuments, ports, parks and recreation,
and wildlife conservation. Generally, a Federa agency with specific
expertise in a conveyance category (e.g., the National Park Service
for park land and recreation conveyances) is authorized to serve as
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a sponsoring or approving agency. Approved recipients may
receive these conveyances at a substantial discount (up to
100 percent of fair market value), following consultation with the

appropriate agency.

Homeless assistance conveyances, in accordance with HUD’ s
approval of the LRA’s redevel opment plan to meet local homeless
needs, at no cost, directly to a homeless provider or to the LRA.

Negotiated sales to public bodies for public purposes at the
property’s fair market value, with negotiable payment terms.

Advertised public salesto the party that submits the highest bid,
provided it is not less than the property’s fair market value.

Economic development conveyancesto an LRA for job creation
purposes, if approved by the Military Department. Depending on
the circumstances, these conveyances may be at a discounted price
or at fair market value, with negotiable payment terms.

For property with ongoing cleanup efforts, leases may be used to
achieve prompt reuse. However, the Military Department must ensure that all
environmental actions necessary to protect human health and the environment
have been taken before any transfer by deed can take place. This means that
remedial actions necessary for any remaining contamination have been put in
place and are operating successfully and to EPA’s satisfaction. In any such
case, the Military Department will remain responsible for completing the
cleanup.

Impacts of the Transition

As property transfer and environmental activities proceed, some
additional actionswill take place as the base transitions from an active to a
closed facility. Your community and LRA should prepare for these events.

Worker Drawdown

The closure of abase will result in the loss of both military and civilian
jobs. Military personnel will be transferred as their positions are eliminated.
While every effort will be made to retain their Federal employment in the area,
civilian employees may aso leave the areain search of work. Dependents of
these workers may transfer, leaving potential openings in the community labor
force. The LRA should begin a dialogue with the base Human Resources staff
to plan for personnel drawdowns and to anticipate demands for human services
that would lessen the impact of the drawdown.
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The Department of Defense (Civilian Personnel) and the Department of
Labor (Retraining and Readjustment Services for Dislocated Workers) offer
assistance to affected workers. Contact information for both of these
organizations can be found in Section 1 of the Appendix.

Housing

Some communities witness a dowdown in local housing sales the
moment a closure is announced, while sales in others continue unaffected. The
drawdown of personnel may impact local renters and homeowners. The base
Human Resources Office should be able to acquaint you with aresidential
profile of the base population. On the basis of this profile, lenders, property
owners, and community leaders should be able to anticipate potentia
vulnerabilities and work with the LRA to identify potential sources of
assistance.

Assistance for housing issues related to the base closure is available
through the Homeowners' Assistance Program. Contact information for this
program can be found in Section 1 of the Appendix.

Businesses

Contact the Base Contracting Office for an indication of the number of
local businesses that do contracting with the base. Seek out these businesses
to learn how the closure will impact them. Take thisinformation to the LRA
to begin helping any vulnerable businesses through the closure and reuse
process.

Assistance is available through the Small Business Administration.
Contact information can be found in Section 1 of the Appendix.

Schools

Commonly in base closure situations, a school district’s population
comprises alarge number of military families. A closure may adversely impact
the district’s compensation for providing education to military families. How
much impact aid assistance are your local school districts receiving? Will the
base closure significantly reduce the student popul ation?

Assistance is available through the Department of Education. Contact
information can be found in Section 1 of the Appendix.
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CASE STUDIES

Five OEA case studies are used in this Guide to illustrate innovative
approaches to base reuse. Their background information is provided below.

Case Studies: Background

Fort Devens, Ayer, MA—L ocated in north-central Massachusetts, Ft. Devensis
surrounded by the towns of Ayer, Harvard, Shirley, and Lancaster. As part of its closure,
approved in 1991, the North and Main Posgt, totaling 4,428 acres, are to be closed by
FY 1997, but an enclave will remain on the 4,883-acre South Post to support Army Reserve
training. The action will mean the loss of more than 5,200 military and almost
1,600 civilian jobs. Most of the adverse economic impacts will be felt by the town of Ayer,
which is already experiencing 14 percent unemployment. The Ayer school system will also
suffer since 75 percent of its students are military dependents.

For further information contact Michael Hogan, (508) 772-6340.

England Air Force Base, Alexandria, LA—In 1991, the 2,282-acre England Air
Force Base, located in central Louisiana, was approved for closure. The closure included the
loss of approximately 3,000 military jobs and 697 civilian jobs. Estimates of the total local
business impact predict aloss of up to 6,400 total jobs. At the same time, Fort Polk, located
in a nearby parish, was downsizing from 15,000 to 8,500 military jobs.

For further information contact Jon Grafton, (318) 449-3504.

Charleston Naval Base, North Charleston, SC—In 1993, the Naval Station, the
Shipyard, the Defense Distribution Depot, and part of the Naval Supply Center in North
Charleston, South Carolina, were approved for closure. The Naval Station and Shipyard
combined encompass approximately 1,800 acres. The 1996 closure will result in the loss of
8,722 military and 6,272 civilian jobs.

For further information contact Arthur Ravenel, Jr., (803) 747-0010.

Homestead Air Force Base, Homestead, FL—Homestead' s closure was approved
in 1993 after Hurricane Andrew had destroyed most of the on-base buildings and had
severely impacted local business and local housing. Prior to the hurricane, there were 3,865
military and 912 civilian positions on the base. In the wake of the hurricane, approximately
$150 million in special Federal funding was invested in cleanup and new construction on the
base. The closure will result in the loss of 3,860 military and 136 civilian jobs.

For further information contact Mayra S. Bustamante, (305) 876-7730.

Naval Air Station Chase Field, Beeville, TX—Naval Air Station Chase Field was
approved for closurein 1991. The closure meant the direct loss of $27 million in salaries
and an indirect loss of $25 million to the local economiesin Beeville and Bee County, in
addition to 733 military and 914 civilian jobs. Thiswas significant to a county with a
population of 25,000 and a city of 13,500. Prior to the closure announcement, the
unemployment rate was 6 percent, and by late February 1993 the rate was 12.9 percent. The
baseislocated 5 miles outside of Beeville and 65 miles from Corpus Christi, Texas.

For further information contact Brad Arvin, (512) 358-4641.
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Local Redevelopment Authorities
Organizing for Success

Highlights

A community should begin forming an organization before the closure
decisonisfinal. Onceformed, the LRA becomes the single vehicle for base
reuse activities. It isimportant for LRASs to be representative of the impacted
community and to allow for maximum public input in its deliberations to reach
a consensus on base reuse.

This Section describes when and how LRAs are formed; it also
contains common principles for community officials to consider when
structuring their LRA and describes how LRAs are formally recognized by
OEA.

The process of organizing is the community’ sfirst priority. Any
community whose base is announced for closure should consider “dual-
tracking” (contingency planning for reuse while appealing the closure; see
Figure 1) to anticipate ultimate closure approval. After an installation is
approved for closure, the community will be requested to work closely with
the Military Department on reuse planning. This relationship will include
consulting about closure-related issues (e.g., resource drawdown and property
disposal), and creating aloca decision-making process to identify and advance
the community’ s overall economic recovery strategies, including base reuse.

The LRA is expected to provide leadership and build consensus for
base reuse. The Secretary of Defense, through the OEA, will generally
recognize one LRA for the base area comprising an installation. ThisLRA
should have broad-based membership, including, but not limited to, those
jurisdictions with zoning authority over the property. It will have sole
responsibility for planning reuse of the property and serve as the community’s
point of contact for all matters relating to the closure.
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Contingency Planning

Pre-Closure Approval

During this period, communities generally focus on two priorities:
(1) ensuring that the merits of their respective installation are fully considered
by the Base Closure and Realignment Commission and (2) establishing a
unified position of support for their facility. Additionally, the basic framework
for an LRA should be envisioned so the community is prepared for closure
approval. Consider the following:

Are there jurisdictions that would be adversely affected by a
closure?

Where do most of the workers from the targeted installation reside?
What types of economic development resources exist locally?

Are there any human or financia resources available to form the
basis of an LRA effort?

These questions help identify the political and economic groups that
have a stake in the closure and could serve as catalysts for the LRA.

Closure Approval

When a closure is approved, community officials will be requested to
promptly designate an LRA to work on their behalf during consultations with
the Military Department. While the LRA can be established in a variety of
ways, it often begins as a broadly inclusive group comprising political and
economic stakeholders identified prior to the closure’ s approval.

Structuring An LRA

Figure 3 shows a struct