
HHernandoo Countyy Businesss Incubatorr  
Feasibilityy Studyy 

Markk S.. Longg 
Novemberr 20,, 20255 
Finall Issuedd Reportt 



TTable of Contents 
Section 1: Organization, Governance, & Core Feasibility Questions

Section 2: Stakeholder Interviews Executive Summary

Section 3: Online Community Interest Survey Results & Gap Analysis

Section 4: Site Selection
Client-Identified Site Selection Locations

Site Selection Initial Assessment

Section 5: Entrepreneurial Programming

Section 6: Hernando County Cluster/Segment/ Industry Dynamics



SSection 7: Financial Analysis & Performance

 ........................................................................................................................... 74

Section 8: Responsibility/Timeline Matrix

Appendix 1: Survey Respondent Characteristics .................................................................. 81

Appendix 2: SWOT Analysis

Appendix 3: Key Facility and Programmatic Patterns/Themes
Appendix 4: Major Themes and Stakeholder Quotations/ Observations
Appendix 5: Comparative Business Models & Approaches
Appendix 6: Hernando County Business Incubator Feasibility Study Executive 
Summary (Public Inspection Copy).

 



SSection 1: Organization, Governance, & Core Feasibility 
Questions 

The use of Salus Business Advisors, LLC, SBA, Mark Long, or Consultant are mutually interchangeable throughout 
this report. 

Deal Flow is a key metric that is best described as the likely number or pool of qualified ventures, founders, or 
entrepreneurs meeting the proposed business incubator eligibility requirements.



1. Is there an adequate and quality deal flow to support and sustain a thriving 
incubator? 

 
  



TThe feasibility study finds: 
 

•

•

•

•

2. Is there a logical and willing champion to sponsor the incubator, and are 
they committed to decades of support, engagement, and investment? If so, 
who is it? 

 
The feasibility study finds: 
 

•

•

•

•

•



3. Is the community ecosystem ready to support and sustain a business 
incubator? Are they realistic in their expectations for what an incubator can 
accomplish? Is the motivation for a business incubator aligned with the 
community’s integrated economic development strategy? 

 
TThe feasibility study finds: 
 

•

•

•

•

•

 
4. Can the incubator reach/ramp-up to an acceptable operational, financial, 
and programmatic sustainability level over a reasonable time horizon (5-10 
years)? 

 



TThe feasibility study finds: 
 

•

•

•

•

•

Appendix 6 provides a public inspection copy executive summary of this report for use with stakeholders 
and to communicate with potential sponsors, funders, and community leaders. 



•
•
•
•

CConsultant Recommendation:  
The County should move forward with 

developing a 15-20,000 sq ft Entrepreneurial 
Assistance Center at a centrally located site. 





•

•

Business Incubator, entrepreneurial support organization, entrepreneurial assistance center are all used to describe 
the same thing a place-based entrepreneurship support program that accelerates the growth and development of early-
stage ventures and over time, increases the likelihood of their success and improves venture survivability. The 
Hernando Entrepreneurial Assistance Center is a branding name used in the report for the proposed business incubator
to position it as offering facility services, shared services, and support services.



•

•

•



Initial founding board or advisory board should include 5-9 diverse community members who represent a wide cross 
section of the community including funders, service providers, government, serial entrepreneurs, and educators. 
Optimal non-profit board size is typically 7-11 members but 5-9 is recommended founding board size to be agile and 
market responsive. 



SSection 2: Stakeholder Interviews Executive Summary 

•
•

•

•

The Big Picture 

6 Neighboring Pasco County adopted a highly successful Penny for Pasco to fund economic initiatives and incentives. 
https://www.pascocountyfl.gov/services/office_of_economic_growth/penny_for_pasco.php 
 



Local Demand and Ecosystem Fit 

There is broad and consistent demand for a business 
incubator in Hernando County, with direct support from the 
Chamber, SBDC, banks, technical colleges, city/county 
leadership, and the business community. Stakeholders view 
the incubator as essential to serve as a “one-stop shop” and a 
reliable “support system” for entrepreneurs and high-
potential businesses. 



•

•
•

Clear Value Proposition 

References to the business incubator is to the physical place-making building. References to the business 
incubation program refer to the space + support services + shared services that forms the overall 
entrepreneurial support organization. 



Call to Action: 

 
Significant Gaps and Red Flags 



Sector Focus and Facility Recommendations 

Balanced Industry Mix: 
 

Stage of Company: 
 

Likely Service Offerings: 



Location Prioritization: 
 

Phased Facility Size: 

Key characteristics and contributions of a synergistic anchor tenant in this context might include one or more of the 
following (the more activities below than an anchor can provide or engage in the more attractive the potential anchor): 

♦ Support services: Anchor tenants provide valuable services, often free or at a reduced rate, to smaller, early-stage businesses. For 
example, a successful law or accounting firm could serve as an anchor tenant and provide their expertise to the startups in the 
incubator. 

♦ Mentorship and guidance: They often offer mentorship, assist other companies with recruitment and development, and provide 
relevant workshops to help grow the incubator's businesses. 

♦ Credibility: The presence of a reputable, established business can lend credibility to the incubator and other tenants, helping to 
attract more investment and talent. 

♦ Ecosystem enhancement: By integrating into the incubator's ecosystem, the anchor tenant helps build a stronger, more 
supportive community for all the resident startups. 

♦ Recruiting and development: Anchor tenants are expected to help with the recruitment and growth of new businesses, which 
can sometimes be spin-offs of their own activities.  



Critical Gaps and Recommendations 

•

•

•

•

Consider measures like Net Promoter Score (NPS) to understand how engaged/loyal the clients are and 
how likely key referral sources will refer. See this link for additional information: 
https://www.qualtrics.com/experience-management/customer/net-promoter-score/. 
10 Caution: even with stellar economic impact, you may face funder fatigue or dissatisfaction. Be sure to 
calibrate expectations and keep funders involved in the ongoing governance, strategic direction, and client 
successes. See this example of what happened in Winter Springs, FL. 
https://mynews13.com/fl/orlando/news/2025/08/25/winter-springs-considers-cutting--75k-in-funding-
for-ucf-business-incubator 
 



 
Significant Risks and Mitigation Needs 



A mixed-use business incubator is a facility that houses early-stage companies from more than one 
industry or economic sector. Instead of focusing on a specific niche like technology or manufacturing, a 
mixed-use incubator supports a diverse range of new businesses.  
12 Most highly correlated variable to incubator success is client recruitment and client selection. This must 
be a highly robust process to ensure excellent outcomes. Additionally, the incubator professional leading 
the effort is also highly correlated to the success of the business incubation program. 



Economic Development Alignment: 



This strong alignment around a mixed-use, partnership-
driven incubator addresses not only economic development 
objectives, but also Hernando’s unique mix of market-ready 
founders, evolving industry needs, and imperative for locally 
anchored, responsive growth.  



SSection 3: Online Community Interest Survey Results & Gap Analysis 

Five Major Themes and Why They Matter 

•

•

•

•

•

•

•



•

•

•

See definition, examples, and questions to ask about vanity metrics here: 
https://www.tableau.com/learn/articles/vanity-metrics 



•

•

•

•

•
•

•

•

•

•

•

•

•

•



•

•

•

•

•

•

•

Business incubation is a long-term investment in economic 
diversification, building the hometown team, and growing 
your own. It takes decades of patient investment and
community support.



Comparison of Stakeholder Interviews with Community Interest Survey 
Results 
 



Selected abstracts of specific interview quotes from stakeholders. 



•

•

•
 



Overall Assessment of Surveys/Interviews 

Success will depend on leveraging the firm foundation of 
broad-based buy-in with disciplined, locally rooted 
execution: securing diversified funding, appointing credible 
leadership, orchestrating cross-sector partnerships, and 
building transparent outcome-tracking into the incubator’s 
DNA from day one. Hernando County can realistically 
advance toward a thriving, flexible, and impactful business 
incubation ecosystem by confronting these highest-priority 
gaps and capitalizing on community consensus. 

  



SSection 4: Site Selection 

Client-Identified Site Selection Locations15 

      

     

2      

3      

 
 

   

Site Selection Initial Assessment 

•

•

•

While these are the current space locations that were identified by County Economic Development as the most 
attractive, it may make sense to continue to monitor other suitable county location options for the proposed incubator. 



•
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Recommendations Depending on Strategic Position: 
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BKV Tech Center

While site #2 is no longer available at the time of the final report, it was considered during the site 
evaluation process. 



BKV  
Tech 
Center
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•

•



 

Based on the estimated and recommended size of the business incubator (or the Hernando 
Entrepreneurial Assistance Center). 



 

  

 



 

  
 





 
 



SSection 5: Entrepreneurial Programming 

•

•

•

•

•

•

Recognize that the average U.S. mixed-use incubator is 2x this size. Hernando’ County’s focus will be an 
Entrepreneurial Assistance Center that is a one stop shop (reducing friction and coordinating 
services/wayfinding across the entrepreneurial ecosystem) for integrating the entrepreneurial ecosystem. 
Programs like this will likely require long-term subsidies and financial support. However, the anticipated economic 
impact will justify the ongoing programming and facility support. 



Incubation programs have customized mentorship offerings with companies like We Love Mentors 
(https://welovementors.com) and. For a community-based program look at the Innovation Connector in 
Muncie, IN at https://www.munciementorship.com). Additionally, Venture Mentoring Team and 
Mentorloop are other platforms to consider. 

Review Site Selection section of this report for potential existing and greenfield sites. 



•

•

•

STEM is referring to the academic disciplines of Science, Technology, Engineering and Mathematics these academic 
disciplines and the careers associated with them and STEAM adds in the Arts. STEAM education emphasizes an 
interdisciplinary approach that develops skills like problem-solving, critical thinking, and creativity, which are crucial 
for innovation and preparing students for high-demand careers.   
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•
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•

•

•

•

•



22 Hernando surveys identified coaching, advising, mentorship and access to capital as critical for long-
term ecosystem development. 



•

•

•

•

•

•



•

•

•

•

23 The business incubation program will need to determine how startups will be selected, triaged, or 
prioritized for services at each phase, and what criteria are used for cohort/program entry - important for 
a high-value, team-first model. 



The key admission criteria for incubation selection might include how innovative, scalable is the business model, how 
motivated and coachable is the founder/team, level of commitment to program participation, degree of alignment with 
target sectors and mission, and likelihood for potential local economic impact. 
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Units 
 

 
 

  

 
 

  

There are no best practice incubators only best practice incubator leaders. Early selection of the leader 
is critical to the systematic and thoughtful development of the entrepreneurial support program. 



SSection 6: Hernando County Cluster/Segment/ Industry 
Dynamics 
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Theme/Pattern Evidence/Trend Incubator 
Implication(s) 

 



SSection 7: Financial Analysis & Performance 
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SSection 8: Responsibility/Timeline Matrix 
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AAppendix 1: Survey Respondent Characteristics 





AAppendix 2: SWOT Analysis 

Some officials or community citizens might call the incubator a form of “corporate subsidy” like one of 
the Commissioners comments in Winter Gardens, FL. Providing clarity and transparency for the business 
case for the business incubator and messaging these key points will be essential to early community buy-in 
and ownership. 



AAppendix 3: Key Facility and Programmatic Patterns/Themes 





AAppendix 4: Major Themes and Stakeholder Quotations/ 
Observations 

Comments in blue are verbatim from either stakeholder interviews or the online community survey. 





AAppendix 5: Comparative Business Models & Approaches 
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AAppendix 6: Hernando County Business Incubator Feasibility 
Study Executive Summary (Public Inspection Copy) 
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•

•

•

•
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♦

♦

♦

♦

♦

♦

KPIs should be evaluated and assessed periodically (annually to start) to ensure their alignment with the growth and 
focus of the program, changing economic activity, and consistency/alignment with the phase of development of the 
incubation program. 


