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<> VISIT CORPUS CHRISTI

Board of Directors Attendance
Thursday, October 23, 2025

Board Members June
Yoting Board Member Name January March May 27th Augqust | October |December Total ) 4
27th 27th 22nd (Wirtual) 28th 23rd 1ith Absences | Missed
Hotel Industry Deven Ehakta Fresent Excused | Present | Present | Fresent Fresent 1 14
Hotel Industry Erystof Kucewicz Fresent Fresent Excused | Present | Excused | Encused 3 433
Lodging At-large Amy Granberry Present Present Prezent | Present | Present Excuzed 1 14
Short-Term Fental Alew Harriz Fresent | Present 3 A3
Fiestaurant Hank Harrizon Prezent Present Frezent Fresent Present L] 0z
Fiestaurant Riichard Loma: Prezent Present Frezent Fresent Excuszed 1 17
Artraction Jennifer Vela Prezent Present Exzused Fresent Present 1 17
Artraction Stewe Banta Excuzed Present Fresent | Present | Present Present 1 14
Artraction Zach Jurasek Present Fresent | Present | Present Present 1 14
Atb-Large Chris Hamiltan Fresent Fresent Fresent | Fresent | Present Fresent L] I3
Atb-Large Jennifer Lira Fresent Fresent Fresent | Excused | Present 2 293
At-Large Latoya Rodriguez Present Present Fresent | Present | Excused | Present 1 143
Atb-Large Michelle Eraselton Fresent Fresent Fresent | Fresent | Present Fresent L] L1113
At-Large Oir. Matalie Villarreal Fresent Fresent Eucused | Present | Present Excuszed 2 29
City Manager Feter Zanoni Fresent Absent Absent - Absent 4 BF
Mayor or Designee Faulette Guajardo Fresent Abs=ent - 3 L1
CC Airport - Directaor Kewin Smith Fresent Fresent - Fetired Fietired 1 33
Inkerim CC Airport - Directar Jeremy Valgardzon FPresent Present 1 33
CC Airport - Directar Fiichard Mo Curley Present 0 L1
Bimed] Mer{nbels January March May June | August | Detober |December Total 4
plonlioung R = 27th | 2znd | 27h | 28k | 23rd Tth | Absences |Missed
Fegional Transportation Autharity - Director De;;it';“::z:iiak Fresent Absent 3 L1
Fart of Corpus Christi - President & CEQ Rep Liza Hinojoza Prezent Prezent Bz
Fart of Corpus Christi - President & CEQ Rep Kirby Conda L1113
CCREDC - President & CEQ Mike Culbertzon Frezent Fresent 1 17
United Chamber of Commerce - President & CEQ Al Arrecla Fresent 4 BT
Teias State Representative - District 32 Angie Flores 5 B33
Tewas State Representative - District 34 Denize Villalobos 5 B3
Teuas AfM - CC Athletic Director Adrian Rodriguez Fresent Fresent 3 L s
American Bank Center - General Manager Daniel Melise Present Present Fresent Fresent | Present L] 14
Corpus Christi Hooks - General Manager Erady Ballard Present Present Fresent Fresent | Present L] 14
Sports Commission Sdvison Committee Chair Erady Eallard Fresent Fresent Fresent Fresent Fresent L] 13
Film Commission &dvisony Committee Chair Gabriel Duran Fresent Fresent Fresent 2 33
Music Commission Advisory Committes Chair CazeyLain 4 B
WCC Chair Emeritus Dlan Suckley Fresent Fresent L] i
TPIO BEoard of Directars Chair Erystof Kucewicz Present Present 3 Bl

Absences. Unexcused absences from more than twenty-five percent of regularly scheduled
meeting during a term year shall result in an automatic vacancy, which vacancy for lodging,
attraction, restaurant industry and community at-large directors must be promptly reported to the
City Council. An absence shall be unexcused unless excused by the Board, for good cause, no later
than its next meeting after any absence. Any member, otherwise eligible, shall not be precluded
from reappointment by reason of such automatic vacancy.

Telephone or Electronic Messages. Members of the Board of Directors may participate in a
meeting of Directors by means of conference phone or similar communications equipment through
which all persons participating in the meeting can hear one another, and participation in a meeting
pursuant to this section shall constitute presence in person at such meeting, except where a
person participates in the meeting for the express purpose of objecting to the transaction of any
business on the grounds that the meeting is not lawfully called and convened. A single board
member may attend a regular meeting via conference phone or similar communications equipment
a maximum of two (2) times per fiscal year, except as permitted by the Chairman.

























Vision 2030 Integrated Business Plan

Overview

Visit Corpus Christi (VCC) is entering a new era of performance, innovation, and

community alignment. The FY2026-2030 Integrated Business Plan transitions VCC from

post-recovery rebuilding to a true high-performance Destination Management & Marketing

Organization (DMMO). This plan directly aligns every department’s work with the

organization’s four Key Performance Indicators (KPIs):

Room Nights (RN) - Direct impact on hotel demand
Economic Impact (El) - Visitor spending, tax revenue, job creation

Brand Consideration (BC) — The share of travelers who actively consider Corpus
Christi

Partner Sentiment (PS) — Quality of alignment, trust, and collaboration with
stakeholders

Under Vision 2030, VCC will fuel sustainable tourism growth, enhance quality of life for

residents, and drive prosperity for the region.

1. Strategic Direction to 2030

Four Pillars Guiding All Work

1.

Bold Smarketing
Demand generation powered by high-impact sales and marketing strategies.

2. Purposeful Placemaking
Investment in facilities, experiences, and infrastructure that lift the community and
visitor experience.

3. Advocacy & Alignhment
Stronger relationships, community trust, and shared value messaging.

4. Driven Organization
Future-ready culture, systems, and governance that accelerate performance.

2030 Outcomes

By 2030, VCC targets:

200,000 annual room nights, growing from 128,500 in 2026

2%+ annual growth in total visitor economic impact



- 35%+ brand consideration

- 9/10+ stakeholder sentiment
These outcomes reflect long-term, sustainable growth—not flashy short-term gains.
2. What’s New vs. Previous Plans

VCC has made significant progress since the FY23-25 plan (recovery era). The 2026-2030
Integrated Plan advances the organization into a performance era defined by
accountability, technology integration, and long-term destination development.

Strategic Shifts
« From short-term fixes to long-term strategy: 5-year outlook aligned with Vision 2030
« Direct KPI mapping across all initiatives—radical alignment
- Advanced analytics and Al baked into decision-making, forecasting, and content
- Higher emphasis on air service, sports tourism, film/music production
- Stronger governance, financial transparency, and workforce development

« Deepercommunity integration through resident-focused campaigns and talent
pipelines

3. Departmental Strategy Summaries
A. Marketing & Communications

Primary KPlIs: RN, El, BC, PS
Primary Pillars: Bold Smarketing; Advocacy & Alignment; Driven Organization

Marketing shifts from brand recovery to measurable demand generation and community
advocacy.

Key Focus Areas
« Year-round demand generation
o Balanced seasonal campaigns
o Dynamic, performance-driven media buying
o Full Denver strategy tied to air service

« Brand-driven placemaking



o Legislative pursuit of “The Official Beach of Texas”

o High-impact experiential activations in major markets (SXSW, State Fair,
World Cup opportunities)

- Storytelling to strengthen community pride
o “Thisis Corpus” series
o Resident-facing reputation and advocacy campaigns
« Innovation & Al adoption
o Al-supported content, analytics, and reporting
o Emergingtech activation (e.g., immersive storytelling, GEO optimization)
B. Meetings & Conventions

Primary KPlIs: RN, El, PS
Primary Pillars: Bold Smarketing; Advocacy & Alignment

Key Focus Areas
- Incentive programs to attract shoulder-season and need-period business
- Stronger planner relationships via feedback loops and advisory boards
< Enhanced destination services to drive repeat business
« In-market experiences (site visits, FAMs) to increase conversion
- Integrated planner-facing marketing and a new meetings microsite

This approach builds a pipeline capable of sustaining growth despite statewide convention
center competition.

C. Sports Commission

Primary KPIs: RN, El, PS
Primary Pillars: Year-Round Demand; Advocacy & Alignment

Key Focus Areas
- Sportsincentives to attract high-value events
- Planner engagement through targeted FAMs, site visits, and trade shows

« New positioning of Corpus Christi as the Texas coastal sports destination



- Advocacy for long-term sports facility development

< Community engagement through the Sports Hall of Fame and youth partnerships
Sports tourism remains a reliable driver of year-round room nights.
D. Film & Music

Primary KPlIs: RN, El, BC, PS
Primary Pillars: Year-Round Demand; Advocacy & Alignment

Key Focus Areas
- Streamlined path from discovery to booking for film productions
« Production-friendly lodging and permitting partnerships
< Newdigital hub for all film resources
- Strategic presence at festivals and markets
« Workforce and vendor pipeline development with local schools
« Micro-grants to elevate local filmmakers

Film and music represent fast-growing room night generators with strong creative economy
benefits.

E. Visitor Services

Primary KPlIs: RN, El, PS
Primary Pillars: Placemaking; Year-Round Demand; Driven Organization

Key Focus Areas
« Modernized digital and physical visitor touchpoints
- Training programs to elevate front-line hospitality
- Partner-supported visitor information hubs
- Major capital projects & destination master planning
= Workforce development and internship pipelines

This function evolves from information provider to a strategic engine for visitor engagement
and placemaking.



F. Organizational Excellence

Primary KPlIs: RN, El, PS
Primary Pillar: Driven Organization

Key Focus Areas

Stronger internal systems and governance

Al-enabled productivity and predictive analytics

Professional development & leadership pathways

Transparent financial reporting and clean audits

Asset replacement planning and facility readiness

This ensures the organization has the people, processes, and systems to deliver Vision

2030.

4. Measurement, Accountability & Financial Stewardship

Performance Framework

Across all departments, VCC will track progress through:

Longwoods/Symphony brand and
sentiment studies

Economic impact modeling
(Tourism Economics)

Resource Alighment Model

Beginning FY26, all funding will be mapped to:

KPIs

Return-on-investment metrics

Partner sentiment & resident
surveys

KPl dashboards tied to sales and
marketing systems

Annual “Tourism Investment Snapshot” showing cost perimpact

This increases transparency for the City, TPID, VCC Board, partners, and the community.

5. Risk, Resilience & Community Integration

Resilience Preparedness

A new framework outlines scenario responses for:



< Weather disruptions - Airservice changes
- Economic downturns

Advocacy & Community Impact

VCC will deepen community integration through:

e Quarterly Tourism Impact Briefs « Workforce development

artnerships
« Resident engagement programs P P

- Tourism story campaigns featuring
real local impact

This strengthens trust and demonstrates tourism’s shared value.

Conclusion

By focusing on demand generation, placemaking, advocacy, and organizational excellence,
VCC is positioned to deliver major gains in room nights, economic impact, brand

perception, and stakeholder alignment—building a stronger Corpus Christi for residents
and visitors alike.



REVENUE
HOT Tax

HOT Interest

GIP
TPID Revenue
TPID Interest
Cooperative Revenue
DTN
MarCom
Sales Coop
Bandwango
Events

Visitor Center
TOTAL REVENUE

EXPENSE

Personnel
Professional Services

Rent and Utilities

Office Supp, Equipment, Leases

Employee Relations

Website & CRM

Depreciation/Amortization

Auto Expense

Membership Dues
Tradeshows/Sales Missions

Fams/Site Visits

GIP ABC

GIP non ABC

GIP Marketing Support

GIP Client Site visits/fams

GIP Memberships/sponsorship
GIP

Servicing

Banners/Displays and Signage

. ) Experience & Budget vs TPID Budget vs HOT
Sales/Service | Sports/Service | Advocacy/PR . .
Dept Dept Dept Marketing Dept. | Engagement | Admin Dept. TPID 2026 TPID 2025 | 2025 Budget HOT 2026 HOT 2025 2025 Budget
) ) ) Dept. Budget Budget Variance Budget Budget Variance GIP Private (F&B) | 2026 Budget PY Budget
6,450,561 = 6,450,561 6,318,522 132,039 6,450,561 6,318,522
48,000 = 48,000 48,000 = 48,000 48,000
775,000 - - 775,000 775,000 775,000
2,991,559 2,991,559 2,849,104 142,455 - 2,991,559 2,849,104
39,000 39,000 39,000 - - 39,000 39,000
27,549 - - 18,000 (18,000) 27,549 27,549 18,000
= 25,000 (25,000) - - 25,000
3,125 - - 2,250 (2,250) 3,125 3,125 2,250
= - 5,040 (5,040) - 5,040
40,000 65,000 = 78,000 (78,000) 105,000 105,000 78,000
- - 57,400 (57,400) - 57,400
778,125 40,000 65,000 27,549 = 9,529,120 3,030,559 2,888,104 142,455 6,498,561 6,552,212 (53,651) 775,000 135,674 10,439,794 10,215,316
484,585 287,581 447,563 615,302 361,040 475,129 415,419 373,251 42,168 2,255,781 2,619,619 (363,838) 2,671,200 2,992,870
85,383 85,383 85,383 85,383 85,383 85,383 98,000 93,787 4,213 414,300 343,334 70,966 512,300 437,121
51,548 51,548 51,548 51,548 51,548 51,548 10,950 10,600 350 298,336 304,028 (5,692) 309,286 314,628
5,180 5,180 5,180 5,180 5,180 5,180 = 31,080 31,080 31,080
3,325 3,325 3,325 3,325 3,325 3,325 - 1,800 (1,800) 10,500 37,250 (26,750) 9,450 19,950 39,050
52,625 52,625 52,625 52,625 52,625 52,625 25,000 47,142 (22,142) 290,750 280,334 10,416 315,750 327,476
25,053 25,053 25,053 25,053 25,053 25,053 26,297 26,297 (0) 124,022 95,001 29,021 150,319 121,298
950 950 950 950 950 950 - = 5,700 5,700 - - 5,700
17,795 5,495 4,200 3,500 = 37,366 30,390 130,945 (100,555) 37,966 79,379 (41,413) = = 68,356 210,324
210,320 56,250 58,900 7,500 = = 318,970 430,371 (111,401) 14,000 30,000 (16,000) - - 332,970 460,371
= 15,000 15,000 6,000 = = 36,000 34,800 1,200 - = - - 36,000 34,800
350,000 - - - 350,000 350,000
286,450 63,550 = = 350,000 350,000
15,000 - - - 15,000 15,000
32,000 = = = 32,000 32,000
28,000 - - - 28,000 28,000
54,300 23,000 = = = = 23,000 31,250 (8,250) 54,300 85,320 (31,020) - - 77,300 116,570
= 1,500 = = 3,600 = 1,500 1,500 3,600 3,600 - - 5,100

Hot budgeted per city

Interest generated on HOT funds annually

City payment for group incentives annuall
estimated up 5% to go along with city increase
interest generated on TPID funds annually
Digital Advertising

AFCI, DI, SX
Switching vendors in 2026

Hall of Fame(HOF 40k), State of Tourism (65k)
closed in 2025

Salaries, benefits, includes new comm coord,
new Gulf Coaster and Film Commissioner
replacement (TPID)

Audit, accounting, legal, HR (plus 15k in payroll
processing), tech support

10th, 11th, storage, alarm system

Printer lease, computer accessories,
basecamp, activtrak software and small

equipment purchases
|eam devel 6k for strat planning meetings, culture club

(4.2) each team at 1200 (4 teams). ELT quarterly meetings
and 6k staff meetings. + uniforms of (4K)gulf coasters plus
250 per employee

simpleview, domains, CMS, CRM, support
hours, SEO reporting, Act-on, Vibemap, APIS,
Reel Scout

Monthly depreciation is for golf cart ($789),
equpiment ($1,244), Furniture & fixtures
($3,449), building improvements ($289), cooler
booth ($2,200)+VCC buildout 250k over 10
years + $24k in tech spread out over 3 years
Carwash. repairs & maint, interest expense,
license and registration

DI, TACVB, TTA, (HOT), NATJA, PR Essay, SGMP,
Helms Briscoe, RCMA, ASAE, MPI (Sales,
Sports, Film)

Total tradeshow cost including lodging and
airfare

McAllen RGV - media travel budget independent
and group

Badges & welcome booth, bags, lanyards
Branded tents or flags for promotions and
events



Print Advertising

Broadcast
Billboard/OOH

Research

Promo items

Digital/Social Marketing

Content Production

Public/Community Relations

Events

Printing and Copying

Subscriptions

Staff Travel (Mileage)

VC COGS

Opportunity Fund

Sponsorships & Grants

Educational Development

Agency Fees

Development

Partner Event Support

Community Development

Total Expense

Change in Net Assets

2,310,453.08
4,943,987
1,080,576

- - - 34,400 - - - 11,625 (11,625) 34,400 87,050 (52,650) - - 34,400 98,675
- - 100,000 75,000 - - 150,000 150,000 25,000 50,400 (25,400) - - 175,000 50,400
- - - 194,427 - - 194,427 20,000 174,427 - - - - 194,427 20,000
70,564 - - 275,250 - 200,300 59,960 59,960 0 486,154 244,166 241,988 - - 546,114 304,126
25,000 10,000 7,500 7,000 20,000 - 19,500 31,250 (11,750) 50,000 85,320 (35,320) - - 69,500 116,570
201,980 68,243 1,000 1,689,664 - - 685,223 744,529 (59,306) 1,275,664 1,879,560 (603,896) - - 1,960,887 2,624,089
- - 20,000 135,500 - - 5,000 5,000 150,500 150,500 - - 155,500
- - 147,800 - - - 57,800 57,800 90,000 105,600 (15,600) - - 147,800 105,600
50,000 147,500 90,000 68,395 - - 253,395 259,500 (6,105) - 17,250 (17,250) - 102,500 355,895 276,750
5,250 4,500 500 600 84,050 1,800 5,100 5,100 91,600 91,600 - - 96,700
- 8,745 19,300 49,897 9,000 15,920 28,045 82,790 (54,745) 74,817 147,816 (72,999) - - 102,862 230,606
8,000 1,800 - 4,500 3,000 6,250 1,800 1,800 - 21,750 56,850 (35,100) - - 23,550 58,650
- - - - - - - - - 47,350 (47,350) - - - 47,350
- 100,000 - 20,000 - - - 56,982 (56,982) 120,000 - 120,000 - - 120,000 56,982
200,000 165,900 - - - 81,650 325,900 402,230 (76,330) 121,650 53,300 68,350 - - 447,550 455,530
20,145 16,360 - 39,500 15,500 38,097 26,110 24,492 1,618 103,492 147,382 (43,890) - - 129,602 171,874
27,000 9,000 129,163 198,000 - - 165,163 165,163 198,000 288,000 (90,000) - - 363,163 288,000
- 50,000 - - - - - - 50,000 50,000 - - 50,000
- - - 25,000 - - - - 25,000 25,000 - - 25,000
- - 5,000 12,000 28,050 - 7,000 7,000 38,050 69,300 (31,250) - - 45,050 69,300
2,310,453 1,258,488 1,269,990 3,685,499 748,304 1,080,576 2,969,949 2,875,401 94,548 6,496,412 7,196,575 (700,163) 775,000 111,950 10,353,311 10,071,975
(1,532,328) (1,218,488) (1,204,990) (3,657,950) (748,304) 8,448,544 60,611 12,703 47,907 2,149 (644,362) 646,511 - 23,724 86,484 (631,659)
2,149 86,484
TPID TPID
Goal Allocation Actual Spend Expenses variance to service plan
sales 43% 1,303,140 45% 1,358,718 (55,578) 2%
marketing 50% 1,515,280 50% 1,527,169 (11,890) 0% 16% 16% 415,419.00 TPID PERSONNEL
admin 5% 151,528 3% 84,062 67,466 -2% 84% 84%  2,255,781.00 HOT PERSONNEL
- 2,671,200.00
Contingency 2% 60,611 60,611.00 0
3,030,559 3,030,560 (1) -
2,969,948.67 6,496,411.99 775,000.00 111,950.00 10,353,310.66

TX Hwy package includes calendar, 4
publications for year

Premion - broadcast adv (KIII), TV buys hulu,
disney, nbc etc.

Atmosphere TV and Carvertise

STRreport, Cvent bus intellegence, future pace,
mint, TE visitation study, symphony dashboard,
Short term rental data, Longwoods for Brand
Consideration and Influence

Pens, notebooks, chapstick, sunglasses, VIP
gifting

Leisure, sport and m+c

Creative template development, video
production talent/production fees, community
content program, community creatives
program, wheel the world, resident sentiment in
advocacy

Local media hosting, in marketing comms and
events, partner event promo, NJF national
media support - Resident Sentiment Initiative
State of Tourism, Hall of Fame, Annual Hotelier
Meeting, Gulf Coast Capital Night, ersey promo,
CEO Round Table

Printing for visitor map pads, postcards,
notecards

Hoote suite, adobe, sprout social, CRM
(simpleview) all marketing subscriptions
mileage

BID Fees, opportunity fund to drive business
development

Skills (160) 40k other skills of HOT, ISD, TAMU-
CC, CCFC, CC Marathon, Barefoot Mardi Gras,
CCtoDC, etc.

Dl sales & services summit, Dl annual, ESPA +
hotel/travel

NJF, MMGY, Two-Six fees

Product development for investments in
placemaking

Used for digital buys for CC Marathon, Barefoot
Mardi Gras, Buc Days

Sponsorships for chamber, 3 (ceo initiatives),
surftober, community advocacy stewardship
projects

Total expenditures tpid & vce

515,113.00
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Marketing Personnel & Agency Fees
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Board of Director Vacancy
Discussion and Possible Action



City of Corpus Christi
Office of the City Secretary

MEMORANDUM

DATE: December 3, 2025

TO: Alex Harris

CC: Erica Tamez, Director of Executive Operations
Brook Kaufman, Chief Executive Officer

SUBJECT: Excessive absences — Corpus Christi Convention & Visitors Bureau

Resolution No. 032057 adopted by the City of Corpus Christi enacts a policy that unexcused
absences from more than 25% of regularly scheduled meetings by members of boards,
commissions, and committees in one term year shall result in automatic vacancy.

Please be advised that your membership on the Corpus Christi Convention & Visitors Bureau has
been vacated. According to records received in our office, you have exceeded the number of
absences allowed by resolution.

The position you previously held will be filled at an upcoming City Council meeting. If you feel you
will now be able to maintain regular attendance and would like to be reinstated, please respond to
this e-mail.

If you have any questions regarding this matter, please feel free to call me or Norma Duran,
Management Assistant, at (361) 826-3105.

Sincerely,

Rebecca L. Huerta
City Secretary
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CEO Report
Sports Market Assessment



IMPROVING COMMUNITIES THROUGH SPORT

FEASIBILITY REPORT

DRAFT REPORT DELIVERY DATE: DECEMBER 2025

FOR MORE INFORMATION VISIT
THIS PROJECT IS REPRESENTED BY WWW . SPORTSFACILITIES.COM
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*Hoover, AL — Finley Center — Managed by Sports Facilities Management

EXECUTIVE SUMMARY

DEFINITIONS OF SUCCESS

In May of 2025, Visit Corpus Christi (henceforth, the “Client”) engaged Sports Facilities Advisory, LLC (SFA) to
provide a full, five-year financial forecast, economic impact analysis, and development of this feasibility report to
explore the potential development of new sports and recreation assets in Corpus Christi, Texas.

In order to understand the Client's desired outcomes, SFA facilitated an exercise to define success for the
project. Based on that exercise, SFA created those desired outcomes as the “definitions of success.” As such,
SFA considers meeting the following criteria critical to determining the success of the project:

= Capitalize on the continued growth in sports tourism to develop a premier sports tourism facility that
attracts, hosts, and retains sports and non-sports tournaments and events.

= Create a significant driver of economic impact and visitation by generating new room nights and
spending from non-local visitors who would not be in Corpus Christi but for events held at the facility.

= Serve as a community asset that enhances the sense of place and quality of life for local residents by
creating access to top quality sports and recreation assets.

= Maximize revenue generating opportunities to create a financially sustainable business model.



EXECUTIVE SUMMARY

Based on the market analysis phase conducted during this scope of work and SFA’s industry experience, SFA
developed one facility program model for indoor facilities assets. SFA developed a five-year financial forecast
(pro forma) for the Indoor Model. A detailed breakdown of the sports and recreation assets for the Indoor Model
is listed below alongside the total project development cost and approximate acreage required according to a
range between low and high development costs.

RECOMMENDED FACILITY PROGRAM — INDOOR MODEL
INDOOR ATHLETIC FACILITY - 3.15 ACRES

- Courts — 83,200 Square Feet SFA PROJECTS THE INDOOR MODEL TO
= 10 Basketball Courts COST BETWEEN APPROXIMATELY
= 20 Volleyball Courts (Over Basketball NOT
Courts) ’
= Family Entertainment Center — 15,000 Square Feet INCLUDING LAND AGQUISITION COSTS’
= Flex Space — 39,720 Square Feet AND REQUIRE APPROXIMATELY
= Lobby/Welcome Area and Control Room OF LAND.

= Ticket Office, Manager’s Offices, and Office Area
= Service Kitchen, Café Seating Area, and Full
Secondary Concession

SFA PROVIDES A DETAILED OPINION OF

= Flex/Team Rooms (Divisible), Ref Rooms, COST WITH A DEVELOPMENT COST
Training Room, and Restrooms RANGE IN THE “FACILITY PROGRAM &
" Medical Leased Space OPINION OF COST” SECTION OF THIS

= Spine Mezzanine/Concourse

REPORT.

SITE DEVELOPMENT - 8.65 ACRES
= 685 Recommended Parking Spaces
= Setbacks, Green Space, Trails, etc.

TOTAL COMPLEX ACREAGE - 11.80 ACRES



EXECUTIVE SUMMARY

SUMMARY OF FINANCIAL PERFORMANCE

SFA’s determination of feasibility for the Indoor Model in Corpus Christi depends on the financial forecast of the
business and the ability for it to achieve results that support the long-term financial goals of the Client. SFA
constructed a detailed pro formal/financial analysis for the Indoor Model. The pro forma projects the financial
viability for the first five years of operations. In creating the financial forecasts, SFA intentionally projects
numbers that are dependent on timely marketing, attention to detail, ongoing financial analysis, a focus on
customer service, and intelligent management practices to maximize the revenue generated and minimize
expenses across revenue categories related to sports, recreation, youth programming, food and beverage, and
sponsorships, among others.

The following table combines and summarizes the forecasted revenues, cost of goods sold, and operating
expenses for the Indoor Model through the first five years of operations. SFA has projected the items within the
financial forecasts according to standard processes backed by more than a decade of industry experience
including the production of hundreds of institutional-grade pro forma documents, the development of numerous
youth and amateur sports facilities, and the real-world management experience gained from the day-to-day
operations of more than 90 youth and amateur sports facilities around the United States, in the Southwest, and in
Texas.

FINANCIAL PERFORMANCE - INDOOR MODEL

YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5
Total Revenue $2,460,928 $2,886,104 $3,276,222 $3,563,268 $3,983,046
Total Cost of
Goods Sold $793,415 $940,762 $1,061,403 $1,158,029 $1,088,912
Gross Margin $1,667,513 $1,945,342 $2,214,819 $2,405,240 $2,694,134
Total Operating ¢4 767 535 $1,877,338 $2,010,518 $2,087,573 $2,176,967
Expenses
EBITDA ($100,022) $68,004 $204,301 $317,667 $517,167
% of Revenue -4% 2% 6% 9% 13%

As demonstrated in the previous table, the operations for the Indoor Model are expected to require an
operational subsidy of approximately $100,000 due to a negative Earnings Before Interest, Tax, Depreciation,
and Amortization (EBITDA) in year one before generating a positive return of approximately $68,000 in year two
and growing to approximately $517,000 at year five in maturity and beyond.



SUMMARY OF ECONOMIC IMPACT EXPECTATIONS

SFA developed its forecasts based on the prioritization of events that meet the Client’s objectives related to
tournament programming and best practices for managing successful sports tourism facilities around the country
and in the Southwest. SFA projected per-person spending in the categories in which visitors to the Corpus
Christi area are expected to spend for regional youth and amateur tournaments and events.

The tables that follow summarize the total direct economic impact generated based on demonstrated out-of-
market visitation through non-local days in market, the total room nights generated, and the dollar value of direct
economic impact generated directly by the construction and operation of the respective models.

ECONOMIC IMPACT - INDOOR MODEL

YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5
Non-Local Days 83727 107,523 118,767 132,303 153,363
in Market
Room Nights 20,322 06.346 29.170 32.434 37.834
Total
e $11,567,443 $15,077,845 $16,904,398 $19,113,476 $22,488,299
Impact

The table above demonstrates that SFA expects the Indoor Model to generate approximately 153,000 new non-
local days in market, about 38,000 new room nights, and a total of approximately $22.5 million in direct economic
impact at maturity in year five of operations.

RECOMMENDATIONS FOR NEXT STEPS

Based on the work completed to date, SFA believes that an opportunity exists to develop an indoor sports
tourism court facility in Corpus Christi with the capability of meeting the Client’s objectives. SFA has detailed the
recommendations for the Indoor Model that have the highest likelihood to achieve the Client’s goals. The assets
have been right sized to meet the local demand and sports tourism opportunity.

SPORTS TOURISM FACILITY — NEXT STEPS

= Explore and define the potential for funding mechanisms, development incentives, and strategic partnerships
that could create a viable investment into the construction and operation of the recommended facilities being
considered.

= |dentify and analyze potential site options to determine the best path forward for development.
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industry segment is no longer employed in that industry segment for a period of 91
consecutive days or more, or if a Director otherwise fails to meet the qualifications
prescribed by these Bylaws for serving as a Director, said Director shall forfeit
his/her seat on the Board. Board of Director seats are non-transferrable. In the event
of a Board of Director vacancy, the vacant seat may not be transferred to another
individual from the vacating Board member’s company or organization.

. Vacancies. In the event that a Director forfeits his/her seat or otherwise resigns or
vacates his or her position, the Chairman shall notify the City Secretary so that the
City Council may appoint a replacement to the position for the appropriate industry
segment. The Chairman (subject to ratification by the Board of Directors) shall then
nominate persons to be presented to the City Council as a recommendation of
potential candidates to fill the remainder of the unexpired term. The nominations
shall always include one more individual than the number of vacant positions
available.

. Meetings. The Board of Directors shall meet regularly at a specified time and date
selected by the Board of Directors. A majority of the Directors must be present at a
regular or special Board meeting to constitute a quorum for the transaction of all
business.

. Qualifications. Each Director elected to represent the lodging industry, the restaurant
industry, or area attractions must be an owner, operator, or officer in his or her
organization at the time of his or her nomination and throughout his or her term as a
Director.

. Voting. All Board action shall be taken only upon formal vote of the Directors ata
duly constituted meeting of the Board. A majority vote of the Directors must be
present at a duly constituted meeting at which a quorum is present will constitute an
act of the Board.

ARTICLE III — OFFICERS

Elections. Officers of the Board may be elected by the September meeting for the
new fiscal year. Officers will be: Chairman, Vice Chair, Secretary, Treasurer and
Immediate Past Chair. Each officer shall be a member of the Board prior to the
election. Officers shall serve for a term of one year, or until the Board of Directors
elects officers for the succeeding fiscal year.

Vacancies. In the event of the resignation of an elected officer of the Board, or in
the event of forfeiture of the elected officer’s seat as provided in Article III above,
or in the event of the death or permanent disability of an elected officer, the
Chairman (subject to ratification by the board of Directors) shall appoint a member
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of the Board to the vacated office to serve the remainder of the unexpired term.

Chairman. The Chairman will preside at all meetings of the Board of Directors and
the Executive Committee. He or she will have and exercise general charge and
supervision of affairs of the CCCVB, subject to the direction of the Board. The
Chairman will appoint persons to chair all standing and ad hoc committees
established by these Bylaws or the Board of Directors.

Vice Chair. At the request of the Chairman, or in the event of the Chairman’s
absence or disability, the Vice Chairman will perform the duties and possess and
exercise the powers of the Chair.

Secretary. The Secretary will ensure that the records of the CCCVB are properly
kept. The Secretary will ensure that minutes of all meetings of the Board of Directors
and the Executive Committee of the CCCVB are recorded.

Treasurer. The Treasurer will ensure that all funds, property and securities of the
CCCVB are properly kept, subject to any regulations imposed by the Board of
Directors and will review the travel expense accounts of the President. The
Treasurer shall ensure that an annual audited financial statement is prepared. The
Treasurer shall preside at Board meetings in the absence of the Chair and Vice-
Chair.

Immediate Past Chair: The position of Immediate Past Chair is not an elected or
appointed position. The Immediate Past Chair shall serve as a voting member of the
Executive Committee but only a voting member of the board if they are still
fulfilling their appointed term on the board. If the person who served as Chair in the
immediate prior year will not or cannot serve, then the position of Immediate Past
Chair shall remain vacant.

Chair Emeritus: The Chair Emeritus shall be a former Chair of the Board who serves
in an advisory capacity. The Chair Emeritus shall be a non-voting member of the
Board of Directors and the Executive Committee and will be appointed by the Chair
of the Board.

President/CEQO. The Board of Directors shall employ a President/CEO, whose
duties, performance review and compensation will be outlined in an employment
contract between the CCCVB and the President/CEO. The President/CEQO shall be
the principal executive officer of the CCCVB. The President/CEO shall be
administratively responsible to the Executive Committee, and shall serve as an ex-
officio non-voting member of the Board of Directors and all committees.

ARTICLE IV - COMMITTEES
General. The Board of Directors may establish such committees from time to time
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it deems necessary for the operation of the CCCVB. The Chairman shall appoint the
members of each committee.
ARTICLE V - MEETINGS

1. Regular Meetings. The Board shall conduct regular meetings according to a
schedule adopted by the Board.

2. Special Meetings. The Chairman or any five (5) Directors may request that the
Secretary call a special meeting of the Board. The Secretary shall provide at least
seventy-two (72) hours written notice of any such special meeting. At the discretion
of the Board, joint meetings with other groups may be arranged for discussion of
any subject or other activity which may be of mutual benefit and interest.

5 Rules of Procedure. The Board of Directors may approve rules of procedure to govern the
conduct of its meetings, which will not require City Council approval.

ARTICLE VI — FINANCIAL PROVISIONS

1 Indemnification. The CCCVB shall indemnify and save harmless each present and
former officer and Director against all claims, liabilities, losses and expenses in
connection with any cause of action or claim asserted against him/her arising from
or connected in any way with his/her service to the CCCVB to the fullest extent
authorized by the laws of the state of Texas with regard to non-profit corporations.
No further action or authorization of the Board of Directors shall be necessary to
affect such indemnification, except to the extent required by law. The CCCVB may,
in its sole discretion, purchase and maintain insurance or another arrangement, at its

expense, to protect itself and any director, officer, employee or agent of the CCCVB
or another corporation, partnership, joint venture, trust or other enterprise against
any expense, liability or loss, whether or not the CCCVB would have the power to
indemnify such person against such expense, liability or loss under Texaslaw.

2. Audit. The Board of Directors shall annually select a certified public accountant to
supply an independent audit of the CCCVB books, and such audit shall be made
available to members of the Board.

ARTICLE VII - AMENDMENTS

These bylaws may be amended at any regular meeting by a vote of two-thirds of all the
Directors, provided that notice of such proposed amendment(s) shall have been sent to each
Director at least 72 hours before such meeting. Any changes to the bylaws must be
presented to the City Manager for review at least two weeks prior to the adoption of the
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bylaws by the Board of Directors. The City Manager may reasonably object to changes that
are not consistent with this Agreement prior to the Board meeting for approval of the
changes. The changes to the bylaws will be effective upon approval of the Board of
Directors and City Council.

With Amendments Approved by Board of Directors on August 29, 2024

Respectfully submitted by Secretary
8722 03/10/2024

Natalie Villarreal (Oct 3,2024 14:10 CDT)

Signature Date




Visit Corpus Christi Rules of Procedure

The Board of Visit Corpus Christi adopts the following rules of procedure effective upon the
adoption of the motion adopted by rules, this December 15, 2022.

Article | - Meetings

|. Motions. Motions shall require a second, except if the wording of the motion appears
on the agenda.

2. Record Vote. The ayes and nays shall be taken upon the passage of all motions or
resolutions and entered in the minutes: Any member may request that the ayes and nays
be taken on a motion and same shall be recorded. The order in which Board Members
vote will rotate from meeting to meeting.

3. Quorum. A majority of the Board Members holding office constitutes a quorum.

4. Vote Required for Passage. Except as otherwise required by law for a particular
matter, final passage of a motion or resolution shall require the affirmative vote of a
majority of all Board Members, and other matters shall require a majority of Board
Members present and voting.

5. Motion to Reconsider. Any member of the Board who voted with the prevailing side
on any question may move its reconsideration no later than the next regular meeting;
reconsideration shall require a two-thirds vote of the Board, The fact that a failed action
is subject to such motion being made at the next regular meeting does not prevent it
from being brought up as new business at or before the next regular meeting.

6. Motion to Table. To "table” shall mean to postpone until a later Board meeting. If the
motion to table or postpone specifies a particular time, the matter shall be placed on
the Board agenda for that date unless the Mayor or Board subsequently directs
differently. If the motion does not specify a particular time, the matter shall be placed on
the Board agenda when requested in accordance with general procedures for agenda
items. The pendency of a tabled motion shall not prevent the Board from considering
the same matter as new business.

7. Applicability of Robert’s Rules of Order. The most current edition of Robert's
Rules of Order shall govern Board proceedings, unless in conflict with these rules or
other law. Provided, however, Board's failure to comply with Robert's Rules of Order
shall not invalidate any Board action.




8. Suspension of Rules. Any of the rules prescribed by these Rules of Procedure may be
suspended by a majority vote of all Board Members qualified to vote, except those
dealing with state law requirements such as the Open Meetings Act.

9. Telephone or Electronic Meetings. Members of the Board of Directors may
participate in a meeting of Directors by means of conference phone or similar
communications equipment through which all persons participating in the meeting can
hear one another, and participation in a meeting pursuant to this section shall constitute
presence in person at such meeting, except where a person participates in the meeting
for the express purpose of objecting to the transaction of any business on the grounds
that the meeting is not lawfully called or convened. A single board member may attend a
regular meeting via conference phone or similar communications equipment a maximum
of three (3) times per fiscal year, except as permitted by the Chairman.

Article Il - Board Member Roles and Responsibilities

1. 1t is the responsibility of every Director to:

a. Commit to the mission, goals and long-range strategic plan of the CCCVB;

b. Attend all Board of Directors meetings, including special events
and Board retreats;

¢. Become knowledgeable about the CCCVB and its efforts;

d. Prepare for and contribute to Board of Directors meetings by
being well- informed on agenda items;

e. Recognize that the Board of Directors’ job is to ensure
that the organization is well managed, not to manage the
organization;

f.  Objectively and conscientiously consider others’ points-of-view
and make constructive suggestions to help the Board of Directors
make decisions that benefit those whom the CCCVB serves;

g Bein good financial standing with the CCCVB;

h. Serve as a team player and support the decisions of the

" Board of Directors once they are made;

i. Serve as an ambassador for the tourism industry and
represent the CCCVB to individuals, the public and other
organizations in a positive manner;

j-  Notify the President/CEO of any media contacts; and

k. Take an active role in Board of Directors activities.

2. Decorum/Code of Conduct. Each Director has an obligation to give his/her input
into any subject being discussed by the Board. Each Board member’s input should be
solicited and considered and should be made to feel his/her contribution is valued. No
Board Member, staff person, or members of the audience shall berate, embarrass,
accuse, or show any personal disrespect for any member of the staff, Board, or the
public at any Corporation meeting




3. Board Conflict. Each Board member shall be required to sign a conflict-of-interest
disclosure statement in the form prescribed by the Board.

Article Il = Committees

Executive Committee. The Executive Committee shall be comprised of the
four officers of the CCCVB and the Mayor and City Manager, or their
respective designees. If requested to do so by the Chairman, the immediate
past chairman, if still a member of the Board, shall be invited to attend
Executive Committee meetings for the purpose of providing continuity in
Board leadership, but shall not have any right to vote. The President/CEO
shall serve as ex-officio, non-voting member of the Executive Committee, The
Executive Committee shall have and exercise the authority of the Board of
Directors in the management of the CCCVB between meetings, subject to the
exercise of such authority by the full Board of Directors from time to time.
The presence in person of three of the Executive Committee members shall
constitute a quorum for the transaction of business, and the act of a majority
of the Executive Committee members present at any meeting at which there
is a quorum shall be the act of the Executive Committee.

Board Development Committee. The Chairman shall appoint a Board
Development Committee of five (5) Directors for the purpose of identifying
and nominating candidates for the Board of Directors for those positions
whose terms are expiring at the end of each fiscal year. The Past Chair shall
chair the committee. Such Board Development Committee shall report its
nomination of candidates to the Board of Directors not more than thirty (30)
days after its appointment, whereupon the Board of Directors shall approve a
slate of candidates. The slate of candidates will be presented to the City
Council of the City of Corpus Christi as the Board's recommendations for the
positions whose terms are expiring. The slate shall always include one more
individual in each category than the number of positions available. The
nominations shall be submitted to the Board of Directors by no later than
August |5 for approval of the slate of candidates at the August Board of
Directors meeting.

Finance Committee. A Finance Committee shall be comprised of the
Treasurer and from Three of the Board of Directors appointed by the
Chairman. The purpose of the Finance Committee shall be to oversee the
finances of the CCCVB, monitor and make recommendations concerning
financial policies and procedures, investment strategy, examine audit reports,
review and support the development of the annual budget and handle such
other matters as may from time to time be assigned.

Bylaws and Contracts Committee, A Bylaws and Contracts Committee
shall be comprised of the Vice Chair and three members of the Board of




Directors appointed by the Chairman. The purpose of the Bylaws and
Contracts Committee shall be tooversee the bylaws of the CCCVB as well as
the city contract with the City of Corpus Christi to ensure consistency
between the two documents. The Bylaws and Contracts Committee may
make recommended changes of the bylaws and/or city contract and present to
the board in according to city contract processes.

5. Other Committees. The Board may create additional committees by
Resolution adopted from time to time stating the duties and composition of
such committees.

With Amendments Approved by Board of Directors on December 15, 2022.

Respectfully submitted by Secretary

Blanche C Morvris Mar 30, 2023

Blanche C Marris (Mar 30, 2023 17:09 CDT)
Signature Date






