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SUPPLIER OUTREACH INCENTIVES 

Background 

The South Carolina Department of Commerce (S.C. Commerce) is the lead economic 

development agency for the State.  The agency’s mission is to create economic 

opportunities to increase choices for all South Carolinians.  S.C. Commerce’s vision is to 

embrace the future to ensure South Carolina’s sustainable advantage.  

The Business Services Division has programs tailored to support the growth and 

development of S.C. companies. The programs are Business Outreach (includes Supplier 

Outreach & Small Business), Business & Industry (includes Existing Industry), Recycling 

and Key Accounts & Special Projects (includes Emergency Management).  

The goal of Supplier Outreach (Business Outreach) is to support S.C. companies large 

and small, new or existing, with any supplier needs they may have currently and ongoing. 

This is achieved by providing personalized sourcing and matchmaking for large 

manufacturing facilities. 
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Key Support Areas for Supplier Outreach 

Initial Supplier Support - The initial response from the business community to a new 

project located in South Carolina can be overwhelming. Supplier Outreach staff can serve 

as a temporary point of contact for initial supplier requests.  

• Creation of a personalized supplier database to store critical information from

potential suppliers

• Personalized email setup for incoming requests

Supplier Outreach Events - Outreach Events are one-stop forums that introduce a new 

company or expansion to potential suppliers in the community.  This platform allows 

companies to showcase their business, tell their story and share what is important to them 

as a community partner. 

Business to Business (B2B) Matchmaker Events - allow companies to arrange 

individual meetings with suppliers to help grow their business, gain exposure, and nurture 

business relationships and partnerships.   

SourceSC Industry Directory - is a statewide material and service locator database that 

seeks to match companies' specific capabilities and supply chain requirements. 

Businesses can work one-on-one with Commerce staff for specific sourcing requests.  

Once the request is fulfilled, follow ups are initiated to ensure that the information received 

was helpful and to gauge the effectiveness of the program overall.   
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Problem Statement 

For years, economic development within S.C. has been a significant driver of success 

due to the TeamSC approach!  For example, in 2020 the State won 126 economic 

development projects, accounting for $4 billion in capital investment and 11,147 new jobs. 

After announcing new projects or expansions, our phone call volume increases 

tremendously with calls from local S.C. companies wanting to connect with the project. 

Typically, when our staff can find the point of contact to engage with, supplier decisions 

have already been made.  Currently there is no established process that heightens the 

awareness of supplier outreach services to prospective new or expanding companies.  

Ultimately, we want to be more intentional about cultivating and nurturing business 

relationships between new companies and existing suppliers to grow and expand their 

business.   

A S.C. supplier is any company with a physical presence in the state that can supply 

services, products, or raw materials.  

The development of an internal collaborative process would: 

a. Increase awareness of companies to the Supplier Outreach services offered,

b. Increase the number and types of offerings potentially taken advantage of and;

c. Increase the chances of small to mid-size companies engaging with project

opportunities

This process improvement is crucial because it would elevate the awareness of a new or 

expanding company regarding a supplier support service early in the process.  It also 

increases exposure for our suppliers, which turns into more business from the new 

companies located here, rather than the new company utilizing suppliers from out of state. 
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Data Collection 

To determine the needs and provide process improvement recommendations data was 

collected to determine the viability of an internal collaborative process.  Interviews with 

agency Division Directors from S.C. Commerce included; Global Business Development 

(GBD), Marketing and Communication, and the Chief Financial Officer (CFO).  Other 

stakeholder interviews included; two project managers, two local Economic Developers 

and one S.C. company.  The S.C. Commerce Research department provided a report 

that identified the number of projects won and the information was compared to the total 

number of companies that received supplier support.   

This collection method was used because: 

1. The chosen individuals have a significant role in developing the process, and it is

vital to get their perspective and buy-in. 

2. It is important to understand the current process of how projects are won

(announced) in S.C.  
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Data Analysis 

Qualitative data analysis was done which included conducting a SWOT analysis. The 

SWOT analysis responses were obtained by interviewing the eight stakeholders who 

contributed in some way to the project. The analysis revealed findings which emphasized 

areas of improvement in communication, marketing, and internal processes (i.e. overview 

and impact of supplier offerings). The SWOT process and results provided a definitive 

opportunity to develop an internal process.  

 A summary of the analysis is below: 

STRENGTH 

• Personal contact, interaction, advocacy and

concierge service in trying to solve specific supply

chain problems for companies, either buyers

looking for suppliers, or suppliers looking for

buyers.

• Showcase local suppliers and their capabilities

• An opportunity to assist a large number of

suppliers at one time

• Opportunities to introduce SourceSC to more

companies that would not typically reach

• Concierge approach for large companies—

looking for suppliers

WEAKNESS 

• Lack of understanding of offerings from key

stakeholders

• Message isn’t conveyed properly

• Supplier support offerings isn’t always passed on right

company contact

• Not the right decision makers on the front end

• Multiple players involved not always in our control, i.e,

consultants

• Complexity of how projects/companies search for

locations/states – there are a number of components

that influence the activity

• Not a clear understanding at what point supplier

offerings should be introduced and by which entity—

county or state

OPPORTUNITIES 

• Create marketing material as part of the incentive

package for projects introducing Supplier Support

as a business resource

• Create an internal official handoff between project

team and supplier support. Maybe a “check box”

at project closing

• Effort to ensure the events are worthwhile

• Prioritize – do we set limits on the projects

THREATS 

• Program offerings duplicated by company, county or

local area

• If the hand-offs, events and other needs become more

robust - may need more staff.

• Not having the manpower to take on multiple projects

at once or an influx of requests at once

• may need to be much more selective with offerings

• Without more visibility, program may lose momentum

and value to some companies
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Supplier Case Study: Project Black Bull 

Project Black Bull was the code name for the eventual announcement of Oshkosh 

Defense’s new manufacturing facility for USPS mail delivery vehicles in Spartanburg 

County providing a $155 million investment with 1,000 jobs. The Supplier Outreach staff 

provided two types of supplier services for the project prior to and after announcement.   

• Personalized supplier database - to store critical information from potential

suppliers.

• Outreach Events - one-stop forum over two days (Oct 5-6th) - hosted by S.C.

Commerce and OneSpartanburg, Inc. (the economic development organization for

Spartanburg County and its municipalities) provided around 150 S.C.-based

companies the opportunity to meet face-to-face with Project Black Bull

representatives.

Timeline of Events: Information was collected from six months of emails and 

communication. This compilation demonstrates the pre and post announcement 

coordination needed from Supplier Outreach staff for a supplier event to support a 

significant size project. 

Pre- Company Announcement 

4/19/2021 Conversations began internally between the assigned Project Manager (PM) 

and Business Services Division Director about Project Black Bull.  The PM sent 

an email to county staff introducing the Supplier Outreach staff.    

4/19/2021 An initial conference call took place between Supplier Outreach staff and county 

staff describing supplier offerings.  During the call the county staff indicated they 

would work with Project Black Bull staff to set up a meeting for all parties. 

Supplier Outreach staff sent a follow up email to county staff recapping the call 

and supplier offerings. 

5/6/2021 Another follow up email was sent from Supplier Outreach staff to county staff 

recapping supplier offerings and to check the status of a potential meeting with 

Project Black Bull staff.    

6/16/2021 Prior to the press release and announcement the Supplier Outreach staff 

proactively reached out to Commerce’s Marketing and IT teams about building 
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a landing page on the agency website and creating a Microsoft Forms page to 

allow interested suppliers to submit interest in working with Project Black Bull.  

6/17/2021 After no response - Supplier Outreach staff sent a follow up email to county 

about a potential meeting date. 

7/28/2021 Supplier Outreach staff received an email from county staff indicating they are 

waiting on response from Project Black Bull staff.  

8/5/2021 Supplier Outreach staff sent a follow up email to county to check on status of 

project and potential meeting date.   

8/11/2021 Supplier Outreach received an email from county staff indicating Project Black 

Bull staff has provided potential dates to meet with supplier outreach staff to 

discuss supplier support.  

8/19/2021 An in-person meeting took place at the company’s site.  During the meeting 

company staff indicated they were already working on a supplier event and the 

date was set.  Company staff indicated that the supplier day event was not their 

idea but the idea came from the county staff.  The Project Black Bull team was 

carrying much of the load of planning the supplier outreach event.  This should 

have been executed by Commerce Supplier Outreach staff.   

8/20/2021 Supplier Outreach staff sent a follow up email to Project Black Bull staff advising 

that although they had already started the planning process the Supplier 

Outreach staff is still available to assist with event and offered to provide 

assistance going forward.     

Announcement 

8/22/2021 A press release was issued announcing Oshkosh Defense to locate in 

Spartanburg, S.C.   

Post Company Announcement 

8/28/2021 After no response from the email dated on 8/20, the Supplier Outreach staff 

sent a follow up email to company staff. 

9/8/2021 Local Oshkosh Defense staff made an email introduction between Supplier 

Outreach staff and Oshkosh Defense corporate staff to begin discussions 

regarding coordination of outreach event.  

9/13/2021 Supplier Outreach staff sent email to internal Commerce staff and county staff 

regarding conversations with Oshkosh Defense corporate related to outreach 

event planning.   
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9/13 - 10/4/2021 Ongoing coordination and various meetings took place between Supplier 

Outreach, Oshkosh Defense corporate and county staff to prepare for supplier 

event. 

10/5-10/6/2021 Oshkosh Defense Supplier event took place in Spartanburg County.  

Approximately 150 S.C. based companies had the opportunity to meet face to 

face with Oshkosh Defense representatives. 

Day of Supplier Event Feedback from Oshkosh Defense’s Staff: 

“The state of South Carolina has just been terrific from the very beginning, from when we 

started our site search, when we visited sites here in the Spartanburg area, and then, as 

we went through the project, explaining to us all of the benefits that the state can provide, 

and the people and the companies here in South Carolina – what they can provide to the 

company – and then finally, right up to the supplier event here today, connecting 

companies, like Project Black Bull, with suppliers already here in the region, has just been 

outstanding support from the state all the way through this project.” 

Day of Supplier Event Feedback from County Representative: 

“We are so proud to welcome Project Black Bull here in Spartanburg County, and the 

partnership that we’ve been able to create with them in preparing for this event and really 

leveraging our relationship with the South Carolina Department of Commerce 

Really pleased with the turnout and our ability to create opportunities for smaller 

businesses and suppliers within the County of Spartanburg, within the region of The 

Upstate, and throughout South Carolina to create opportunities for more investment and 

more jobs for the citizens of South Carolina and Spartanburg County. 

I think this event has been a great success and a testimony to what we can accomplish 

between private industry, local government, economic development, and state 

government, with the South Carolina Department of Commerce. 

Looking forward to doing more of these events as we welcome more companies into the 

state and into Spartanburg.” 
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Day of Supplier Event Feedback from Potential Supplier: 

“What we’re hoping to gain from this event is a long-term business relationship with 

Project Black Bull. The supplier outreach event was a very good day for me, personally, 

because it allowed me to meet with the Project Black Bull representatives and give them 

a chance to learn more about my company.  It benefits in a lot of ways because I’ve tried 

to meet them previously, and this gave me a one-on-one opportunity to actually meet the 

individuals and learn more about the project and the schedule, and otherwise, I probably 

would have been trying to connect online via their website, and the one-on-one interview 

was a lot more personable, and also gave me the chance to learn more about them and 

they learned a lot about me.” 

Conclusion of Case Study: 

It is obvious based on interviews from representatives from the newly announced project, 

county, and suppliers that creating opportunities for large companies and local suppliers 

to meet is invaluable and it works!  The challenge is the absence of a formal process in-

house to coordinate these activities step-by-step. In addition, the need was identified for 

setting up the framework in the beginning phases of companies committed to locating in 

S.C. Without the process and framework, miscommunication and unnecessary delays

can occur for prospective supplier engagement. This process for Project Black 

Bull/Oshkosh Defense took over 6 months and required extra work for all involved. 

Suppose the Supplier Outreach staff met with company representatives initially to discuss 

opportunities in the beginning phases. In that case, Supplier Outreach staff could have 

quickly established a website and database before the project announcing.  All suppliers' 

initial contact and phone calls could have been immediately re-directed to the site and 

supplier intake form. The initial contact with the Supplier Outreach staff could have also 

avoided company miscommunication. With clear communication the project would have 

not been left feeling like a supplier event was solely their responsibility to put on. 
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Implementation Plan: 

After reviewing the data and brainstorming with stakeholders, it is apparent that Supplier 

Outreach needs to be a resource for new announcements/expansions in the early phase 

of the prospecting process.  It is necessary to strengthen awareness of the Supplier 

Outreach offerings in the early stages by developing the following recommended agency 

processes: 

1. Publish Supplier Outreach Services in all official Commerce prospect marketing

material as one of South Carolina’s “offerings” (see page 14).  This will be

accomplished by working with appropriate agency leadership including Marketing

and Communications, Global Business Development, and Grants to develop

written and digital collateral material.

2. Supplier Outreach Services are offered as a non-monetary incentive by providing

an estimated dollar value of the services offered by staff to help support new

company announcements and expansions. These services can help augment the

grants and other incentives that are offered for a more complete incentive package.

*Note: The supplier outreach incentive value is calculated based on $55 per hour rate

(staff salary minus fringe benefits) and the estimated number of support hours included; 

website, monitoring and responding to email inquiries, 1-day outreach event, and misc. 

support. See pages 14-17 for sample explanation and demonstration of how 

Supplier Outreach services could be valued in a proposed Supplier Development 

plan. 

a. Supplier Outreach summary and value will be added to the incentive

summary document provided to all potential projects.

b. The project manager will introduce Supplier Outreach staff to project

officials in the very early stages.

c. Supplier Outreach staff will meet with prospect directly or the appropriate

prospect team members to determine supplier needs, pre-construction,

construction and operational. A specific supplier plan will be generated to

meet the company’s specific needs/requests.
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d. For cases where a direct meeting is not appropriate at the time, Supplier 

Outreach staff can work with project management, company reps, county 

or other key stakeholders to gather relevant information.  

e. In addition, to ensure all of TeamSC has accurate information when “selling” 

the state, training and awareness will be provided to local economic 

developers and other partners in the economic development community.  

 

On a case by case basis, limited Supplier Outreach services can also be offered for 

prospects/projects that are in discovery of locating to S.C. but that do not meet the 

minimum requirement for state incentives.  Examples include; 

a. Those working with S.C. Commerce’s international offices and are early in the 

prospecting phase.   

b. Companies coming through S.C. Commerce’s landing pad (projects that do not 

meet minimum capital investment but looking to grow their presence in the state 

at a later date).   

c. Projects working with GBD and their decision to locate in S.C. is contingent on 

identifying potential suppliers in the region.  
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Evaluation Method: 

Once the Supplier Outreach Incentives process is implemented, clear metrics can be 

captured to evaluate the effectiveness.  Data will be available to monitor:  

• # of announcements per year

• # of B2B/Outreach events executed for new announcement/expansions

• # of days between pre and post announcement coordination

• # of suppliers that received introductions

• # of contracts executed and possible dollar amount

• Identifying success stories as a results of connections made

• Increase in number of minority and direct suppliers identified
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Summary and Recommendations: 

Out of the 126 economic development projects won in 2021, the Supplier Outreach staff 

was utilized for only 3 projects. The process of collecting data and interviewing various 

key stakeholders confirmed some evident issues. It was also eye opening in that it 

uncovered some challenges the Supplier Outreach staff were not aware of.   

It is clear that there is not a process that heightens the awareness of Supplier Outreach 

services to prospective new or expanding companies during the early project phases. An 

overall consensus was established that a formal process is needed to encourage local 

sourcing in the state.   

As a result, the recommendations will be to: 

• Publish Supplier Outreach services in all official Commerce prospect marketing

material to include the incentive booklet or adding a non-monetary incentive

section to the DOC incentives page as one of South Carolina “offerings”.

• Offer Supplier Outreach services as a non-monetary incentive to help support new

announcements and expansions.

• Provide formal training to Global Business Development and International

divisions on incentive changes.

• Establish a social media campaign to re-establish awareness of Supplier Outreach

Services.

Our team has been told by prospect companies after they’ve made the decision to locate 

here that S.C. is a “handshake state”. And, we take great pride in having that kind of 

rapport with companies - not only during recruitment but also for their tenure in the state. 

While S.C. has cultivated a competitive pro-business environment, at the end of the day, 

economic development is a relationship business. People do business with people they 

like and trust.  Supplier Outreach is one area we can enhance to ensure we are providing 

mutually beneficial opportunities for all S.C. companies, new and existing, large or small.  




