CITY OF

SHENANDOAH
T E X A S

NOTICE OF REGULAR MEETING
August 26, 2020
SHENANDOAH CITY COUNCIL

STATE OF TEXAS AGENDA
COUNTY OF MONTGOMERY
CITY OF SHENANDOAH

NOTICE IS HEREBY GIVEN that a Meeting of the Shenandoah City Council will be held on Wednesday,
August 26, 2020 at 7:00 p.m. at the City of Shenandoah Municipal Complex, 29955 IH-45 North,
Shenandoah, Texas for the purpose of considering the following:

1
2
3.
4

5.

CALLTO ORDER

CALL OF ROLL

PLEDGE OF ALLEGIANCE
INVOCATION

CITIZENS FORUM

Citizens are invited to speak for three (3) minutes on matters relating to city government that
relate to agenda or non-agenda items. Speakers are asked to stand up and approach the podium
to address Council and give their name and address before sharing their comments.

Responses to inquiries are limited by state law to a recitation of existing policy or a statement
of specific factual information given in response to the inquiry. Any deliberation or decision by
Council shall be limited to a proposal to place the subject on the agenda of a future meeting.

COUNCIL INQUIRY

Pursuant to Texas Government Code Sect. 551.042, the Mayor and Council Members may
inquire about a subject not specifically listed on this Agenda. Responses are limited to a
recitation of existing policy or a statement of specific factual information given in response to
the inquiry. Any deliberation or decision shall be limited to a proposal to place the subject on
the agenda of a future meeting.

INDIVIDUAL CONSIDERATION:

7.
8.
9.

Presentation of the Municipal Development District monthly report.
Discussion and possible action regarding a Strategic Destination Plan for the CVB.

Discussion and possible action regarding authorization to pay an invoice from Steptoe and
Johnson.

10. Discussion and possible action to adopt the following Resolution:

RESOLUTION SETTING PUBLIC HEARING TO CONSIDER LAND USE PROJECTIONS AND A
CAPITAL IMPROVEMENT PLAN RELATED TO A POSSIBLE IMPACT FEE PURSUANT TO CHAPTER
395 OF THE TEXAS LOCAL GOVERNMENT CODE.
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11.

12.

13.

14.
15.

16.

17.

18.

19.
20.

21.

22.

Presentation of a final report regarding the proposed zoning amendment for a special use
permit for a Wine and Beer Retailers (On-Premise) Permit with Food and Beverage Certificate.
The proposed zoning amendment is for Killen’s Barbeque located at 8800 Six Pines Drive,
Shenandoah, Texas.

Public Hearing regarding the proposed zoning amendment for a special use permit for a Wine
and Beer Retailers (On-Premise) Permit with Food and Beverage Certificate. . The proposed
zoning amendment is for Killen’s Barbeque located at 8800 Six Pines Drive, Shenandoah, Texas.

Discussion and possible action to adopt the following Ordinance:

AN ORDINANCE OF THE CITY OF SHENANDOAH, TEXAS, AMENDING THE CODE OF ORDINANCES,
CHAPTER 102, SO AS TO A SPECIAL USE PERMIT FOR A WINE AND BEER RETAILERS (ON-
PREMISE) PERMIT FOR KILLEN’S BARBEQUE LOCATED AT 8800 SIX PINES DRIVE, SHENANDOAH,
TEXAS; PROVIDING FOR A PENALTY IN THE AMOUNT OF $2,000 FOR VIOLATIONS THEREOF;
PROVIDING SEVERABILITY; AND PROVIDING FOR AN EFFECTIVE DATE.

Public Hearing regarding the 2020-2021 fiscal year operating budget.
Discussion and possible action to adopt the following Ordinance:

AN ORDINANCE OF THE CITY OF SHENANDOAH, TEXAS ADOPTING AN OPERATING BUDGET FOR
THE FISCAL YEAR 2020-2021.

Consider, adopt, and set by Order/Resolution the 2019 Ad Valorem Tax Rate for Maintenance
and Operation, $0.0810/$100.

Consider, adopt, and set by Order/Resolution the 2019 Ad Valorem Tax Rate for Debt Service,
$0.0989/5100.

Discussion and possible action to approve the minutes of the July 8, 2020 and the July 22, 2020
regular meetings.

Discussion and possible action to approve the accounts payable for July, 2020.
CITIZENS FORUM

Citizens are invited to speak for three (3) minutes on matters relating to city government that
relate to agenda or non-agenda items. Speakers are asked to stand up and approach the podium
to address Council and give their name and address before sharing their comments.

Responses to inquiries are limited by state law to a recitation of existing policy or a statement
of specific factual information given in response to the inquiry. Any deliberation or decision by
Council shall be limited to a proposal to place the subject on the agenda of a future meeting.

City Administrator updates — Monthly Reports.

COUNCIL INQUIRY

Pursuant to Texas Government Code Sect. 551.042, the Mayor and Council Members may
inquire about a subject not specifically listed on this Agenda. Responses are limited to a
recitation of existing policy or a statement of specific factual information given in response to
the inquiry. Any deliberation or decision shall be limited to a proposal to place the subject on
the agenda of a future meeting.

City Council Meeting
August 26, 2020
Page 2 of 3



EXECUTIVE SESSION

Public notice is given that the City Council may elect to go into Executive Session at any time during the
meeting in order to discuss any matters listed on the Agenda when authorized by the provisions of the
Open Meeting Act, Chapter 551 of the Texas Government Code, to receive advice from legal counsel, to
discuss matters of land acquisition, personnel matters or other lawful matters that are specifically
related to items listed on this Agenda. Prior to any such closed session, the Mayor, in open session, will

identify the agenda item to be discussed and the Section or Sections of Chapter 551 under which the
closed discussion is authorized.

Executive Session — According to the Texas Open Meetings Act, Chapter 551 of the Texas
Government Code as follows:

i) Government Code § 551.074. Personnel Matters;
e  Police Chief

a) Consideration and if determined appropriate, take action resulting from the item(s) listed under
Executive Session.

ADJOURN

The Council may vote and/or act upon each of the items listed on this Agenda. One agenda item will be
discussed at a time unless logic and practical consideration allow similar topics to be considered
together for purposes of convenience and efficiency. The Council may retire into executive session
concerning any of the items listed on this Agenda, whenever it is considered necessary and legally
justified under the Open Meetings Act.

Any discussion item on the City Council agenda permits City Council to question the involved parties or
receive a presentation by the involved parties.

City Hall is wheelchair accessible. A sloped entry is available at the entrance with specially marked parking spaces
available. Requests for accommaodations or interpretive services must be made 48 hours prior to this meeting. Please
contact the City Secretary’s office at 281-298-5522 or Fax 281-367-2225 for information.

| certify that the attached notice of meeting was posted on the bulletin board at City of Shenandoah Municipal
Complex, 29955 IH-45 North, Shenandoah, Texas, on the 22 day of August 2020 at 7:15 o’clock p.m.
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MDD Capital Projects July 31, 2020
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Rehabilitation (M

Water Plant 2 Booster Pump--Design (MDD)

)

Research Forest Lift Station

eder Plan (MDD)

July Update:

1) MDD Discussed the Capital Improvement Plan (CIP). No action was taken.

Finish
Sep 30



MDD Capital Projects (2019-2020)

July 31, 2020

MDD Capital Projects (2019-2020)

July 31, 2020

Project Name Budgeted Spent $ Remaining | % Remaining Updates
Research Forest Lift Station 79,100 - 79,100 | 100% |8/10: Planned 3rd QTR. Project delay anticipated by increase in costs and request for proposal drafting
17,500 7,708 9,792 | 56% |8/10: In Progress. Preliminary Study is complete. Due to Statutory requirements (Board Appointments, Public
Impact Study Notices & Hearings), anticipated adoption by Council is October 2020. Impact Fee Board has been appointed and
determining land use and impact fee amounts for presentation to City Council.
Sewer Collection System 33,950 22,402 11,548 | 34% |8/10: In Progress. Evaluating existing sanitary sewer system & provide recommendations to accommodate future
Model City demand. Pump curves provided for lift stations.
28,000 28,368 (368)] -1%  |8/10: In Progress. Evaluate existing Water & Sewer Systems to estimate future costs of Services based on
Water & Sewer Rate Study historical usage / growth. Cash flow and expense revenue anaylsis underway. 8/12 Townhall and rate adoption
scheduled.
Main Park Surge Protection 7,500 6,200 1,300 | 17% |Completed June 2020.
Pinecroft Road 21,000 20,837 163 1%  |Completed Mar 2020.
Improvements
Replacement of Non- 10,850 10,833 18 0%  |[Completed Mar 2020.
Potable Water System
Water System Leak 10,640 9,975 665 6%  |Completed Mar 2020.
Detection
Concrete Pad at WWTP 14,000 4,830 9,170 | 66% |Completed Feb 2020.
Main Park Drainage 26,000 24,500 1,500 6%  |Completed Jan 2020.
Pool Greenspace 23,000 20,700 2,300 10% |Completed Jan 2020.
Improvements
Water Plant 2 Fencing 2,100 2,100 - 0%  |Completed Jan 2020.
Chlorine Leak Detectors 5,250 4,935 315 6%  |Completed Dec 2019.
Wetland Mitigation Credit | 1,614,000 | 1,614,000 0%  |Completed Nov 2019.

Purchase (Tranche 2)




MDD Capital Projects (2018-Prior) July 31, 2020

Project Name Budgeted Spent $ Remaining % Remaining Updates
2018 - Prior Projects
Water Plant 2 Booster Pump 42,000 - 42,000 100% |8/10: 500 GPM purchased and awaiting delivery. COVID has caused delay of manufacture of pump.
- Design
IDC Rework & Southbound 120,000 48,899 | 100,448 84%
Feeder Plan

7/10: In progress. New state legislation has increased complexities of both regulating development &

maintaining community standards. Cities throughout Texas are assessing options addressing limited City zoning
authority. Awaiting review by P&Z in August.




MDD Capital

Projects (2018-Prior)

July 31, 2020

Long Term / Multi-Year Strategic Initiatives

Project Name Budgeted Spent $ Remaining [% Remaining Updates
David Memorial Drive - 1,927,000 43,378 | 1,883,622 98% 7/17: In progress. Discussions ongoing with multiple affected entities (Hospital, County, Conroe, Railroad,
Phase 2 adjacent properties) coordinating design & funding of segments outside of Shenandoah's City Limits.
(2016-2017) Design nearing completion. Wetland permitting submitted to USACE. Bleyl has provided alternate routes
requested from the USACE.
USACE has now assigned a Project Manager for this project.
East Side Wetlands Permit 108,500 92,048 16,452 15% 7/17: In progress; wetlands permits pending with USACE. Application re-submitted with all responses to
(Option 1B 1-24-18 MDD Meeting) comments
recieved during public comment period. USACE continuing application review process.
Estimated Aprroval 3/21.
East Side Relief Pond 864,900 90,040 774,860 90% 7/10: Staff is seeking a grant through the Texas General Land Office GLO for the full cost of the project. On hold
(Option 1B 1-24-18 MDD Meeting) due to 2 pending items:
1) East Side Wetlands permit from USACE.
2) Resolution of downstream drainage issues east of the railroad tracks (outside of City)
Tamina Rd/lI45/Research 1,173,750 142,426 | 1,031,324 88% 7/17: Bleyl met with TXDOT area office 1/30/20. TXDOT approved project.
(':Zglrfgélg)‘tersec'“on Confirmed feasility of fiber optic utility cabinet relocation.
ROW acquisition will be required from Home Depot, options for acquisition discussed with Home Depot
MDD approved $139,500 for Design work 4/22.
Research /145 SB Feeder 696,000 43,405 652,595 94% Research Forest Lane Extension & Home Depot Driveway projects presented together to MDD for design
(RT Turn Lane) & Tamina synergies / economies of scale.
WB Right Turn Lane (Home Commissioner Metts confirmed there are no current plans regarding Tamina Road near Home Depot.
gglggtgls) Home Depot requests construction during the summer time to affect store sales the least.
Precinct 3 approved Research right turn lane, Entergy needs relocate a pole to continue project.
6/15: Project on hold until Summer of 2021 due to COVID delays & pending easement discussions.
Home Depot's building window is only during summer months.
Vision Park Rear Storm 130,000 31,400 98,600 76% 6/15: Project Completed. The City realized savings through relocating excavated soil to Holly Hill Park to
Drainage improve
(2015-2016) its drainage. Easments were obtained in February 2020. Bidding & Awarded March-April 2020.
Park Improvements 50,000 7,474 42,526 85% 5/21: Funding Released to the CIP Plan.

(2019-2020)

Funding had been allocated for Preliminary Design / Construction Oversight of a new park.




o Shenandoah City Council
SHENANDOAH AGENDA REPORT

T E X A S

AGENDA DATE: August 26, 2020 ITEM NUMBER: 8
DEPARTMENT: CvB PREPARED BY:  Kathie Reyer
PRICING: $36,000 + travel expenses not to EXHIBITS: Proposal

exceed $7,500

SUBJECT/PROCEEDING:

Discussion and possible action to approve a Strategic Destination Plan for the CVB.

RECOMMENDED ACTION:

Staff recommends approval.

BACKGROUND/DISCUSSION:

Earlier in the year, staff presented a proposal for a Strategic Destination Plan for the CVB, and since that time the
industry has changed significantly. John Mayner, the CVB Director has negotiated a new proposal with a different
approach. Rather than a report that is delivered after a one-time project, the new proposal provides for an ongoing
relationship over the course of the next fiscal year, where research and monitoring of our hotel and retail markets are
continuous.

The consultants, Clarity of Place, will meet with key stakeholders from across all economic sectors in the City (hotel,
retail, dining, recreation, etc.) to gain feedback from the overall community. They will then develop a competitive
analysis to assess how Shenandoah can differentiate itself to compete in the visitor market. They will also produce a
plan that addresses the long term sustainability of the City as a destination. All aspects of the project will be conducted
in collaboration with City staff.

The proposal includes the following deliverables:

e Report on assessment and analysis

e List of priorities and goals for implementation

e Monitoring of the performance of the report, priorities, goals
e Tracking of any disruptions affecting tourism

The base fee of $36,000 would be paid out monthly as a retainer. If the City wishes to continue the relationship with
the consultants after the first year, that will be renegotiated on an annual basis, at a lower rate than the first year.

APPROVALS:
DEPARTMENT HEAD DATE:
CITY ADMINISTRATOR LU\Lh S DATE: August 21, 2020

N
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CLARITY OF PLACE

July 24, 2020

Mr. John Mayner

Director

Shenandoah Convention & Visitors Bureau
c/o Courtney Clary, City Secretary

City of Shenandoah

29055 Interstate 45 North

Shenandoah, TX 77381

Dear John,

It is our pleasure to share our response to the Visit Shenandoah RFP for the creation of a
Destination Strategic Plan. We recognize the unique challenges and opportunities the city
faces as a visitor destination. Its fast-growing population, location within the Greater Houston
market, and its mix of attractions position it well to grow and thrive. These aspects also present
vulnerabilities that challenge the destination'’s sustainability if not proactively addressed.

Our approach to helping Visit Shenandoah (CVB) is based on an active partnership to uncover
what makes the destination competitive in the larger competitive context. As industry veterans,
we understand what it takes for destination management organizations—large or small—to

be effective. In addition to identifying the optimal course as the CVB looks to strengthen the
destination, we will employ our deep expertise in helping communities thrive by providing
hands-on counsel to implement the plan and adjust as the market changes and a return to
pre-COVID travel patterns arise.

As one of the smaller communities in the northern part of the MSA, Shenandoah both
complements and competes with its neighbors. Our goal in helping craft the plan is to serve as
an extension of the CVB's resources and consider the community elements that impact and can
potentially impact the growth of the destination.

Thank you for the opportunity to share our process and proposed approach with you. Please
do not hesitate to contact either of us should you have any questions or require additional
information.

Sincerely,
David Holder Tina Valdecanas
david@clarityofplace.com tina@clarityofplace.com

315560.8908 019.492.4751



CREATING A
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STRATEGIC
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Clarity of Place

Clarity of Place is a new
company but not new to the
needs of destinations like
Shenandoah.

Founded by two place-
based industry veterans, we
are reinventing what it means
to be strategic.

We look beyond the
traditional linear, cause-
and-effect approach

to destination strategic
planning and take into
account how the various
parts of a destination are
interconnected and influence
and affect one another.

By using both structured
and unstructured data to
monitor the destination,

we help destination
management organizations
to more effectively manage
or influence all parts of their
tourism ecosystem.

Clarity—our base
product—is designed

to be an enhancement

to a destination leader's
toolbox. Unlike one-time
strategic planning exercises
conducted every few

years, Clarity is an ongoing
research and monitoring
service that is supplemented
by applied guidance.

Clarity serves as an
organization's data scientist
and strategic counsel rolled
into one.

We will use the established
Clarity process as the basis
for building a destination
strategic plan for the
Shenandoah CVB and
monitoring and adapting its
implementation.

RESPONSE TO SHENANDOAH RFP 3



Our Solution

The Shenandoah CVB (‘the CVB") seeks a firm to help create a research-driven destination
plan that will guide the city's destination strategy. The resulting plan should guide

tourism development efforts through 2030, ensure resources are in place for destination
development needs, and meet the long-term goals of the community.

Clarity of Place is excited
for the potential opportunity =
to partner with the CVB. %
Our understanding of the ~
opportunities facing this

R STAKEHOLDER COMPETITIVE
destlnatllon .'S baseq Ion ANALYSIS ANALYSIS
a combination of initial
conversations, persona[ - Gather local insights and - Evaluate destination strengths,
encounters and industr knowledge to augment destination product opportunities and overall
. Y assessment tourism gaps
experience. - Inventory local and regional - Compare Shenandoah to
destination products and support competitive markets by key
If chosen to partner with the amenities that can be harnessed to audience markets

: grow tourism impacts - Assess role of marketing and sales
Shenandoah CVB on this A

initiative, we would apply the
core functions of our Clarity
process to assist in developing
a plan to address the city's
tourism objectives.

The following pages describe CITY/DESTINATION SUSTAINABILITY
our proposed approach. - Prioritize short- and medium-term activities

-+ Establish key performance indicators to monitor progress and adjust as needed
- Review of product and infrastructure priorities

- Craft messaging to connect the plan to key stakeholders and City officials’ goals

Retail Assessment Hotel Assessment

4 CLARITY OF PLACE



Growth-driven Approach

Opportunity/Threat
Assessment

Stakeholder
Engagement

Monitoring and
Acljustment

o

A
—

N
Standardized Prioritization
Systems
Data Sets Approach and Focus

Project Set-up: Launch with a firm understanding of goals
and shared expectations for success

We will build the destination strategic plan in close collaboration with the
CVB leadership. During a project set up meeting we will provide a guide
that outlines our project plan and provides a base list of community input
we hope to collect. We will also come to a mutual agreement on the time-
line, overall project goals, key stakeholders to engage and competitive/
aspirational communities with which Shenandoah will be benchmarked.

Given the current travel environment, this meeting will most likely need to be
conducted remotely via teleconference and a screen/video share.

|. Learn from Key Stakeholders

Stakeholder involvement is the most important component of the
destination planning process. This step encourages engagement and
on-going involvement in both building the plan and implementing its
recommendations.

Importance of Step

Stakeholders provide the backbone of a destination's marketplace. Their
involvement in the ongoing planning cycle is enormously important and
impactful. We use the stakeholder analysis process to create buy-in and
support for the resulting plan and its ongoing implementation.

RESPONSE TO SHENANDOAH RFP
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How It Will Work: Meetings with Key Stakeholders

Building on our framework around the key parts of a community Key Stakeholder
that should be involved in destination development, we will work Categories
closely with city and CVB leadership to identify those stakeholder

that are essential to the success of building this destination plan.

This step will be accomplished during the project set up meeting The base group of

by reviewing stakeholder lists and establishing a process to stakeholders to be engaged
connect with them. includes:

Clarity of Place encourages the involvement of the Shenandoah
CVB leadership. The CVB's involvement will show stakeholders
that it is an active participant in the planning process and

allow the CVB to articulate the role of the stakeholder in the
Shenandoah tourism industry's success. It will also create a
mutual understanding of the importance of that stakeholder's
involvement.

For this process, stakeholders are arranged into two groups:
1. Individual interviews

With assistance from the CVB, we will arrange individual
meetings (face-to-face as available or via Zoom) or phone calls
with key individual local stakeholders. Typically, this includes
elected officials, key business owners, community leaders

and local developers that need more direct involvement in
building the plan. As noted, the list of individual meetings will be
constructed in collaboration with the city and the CVB. We will
compile notes and take-aways from each of these meetings for
discuss any implications of the feedback with the CVB.

2. Small-group discussions

Also with assistance from the CVB, we will orchestrate a series
of small group meetings to elicit input on the needs and desired
direction from key community and industry segments. The
groups will respond to a series of questions on tourism direction,
needs and opportunities.

As with the individual interviews, the list of small group meetings
will developed in consultation with the city and the CVB. We will
compile notes and take-aways from each of these meetings for
follow-up and discuss any applicable areas of concern with the
CVB.

6 CLARITY OF PLACE

Hotels (General
Managers & Directors of
Sales)

Restaurants & Dining
(General Managers)

Attractions & Activities

Diversity, Equity &
Inclusion

Medical
Recreation & Sports

Economic development
and workforce partners

Retail

Transportation &
Infrastructure

Events

Community
Organizations

Neighbors



Base Questions

To ensure that we solicit the range of input desired from each
stakeholder group, each engagement session is guided by a
set group of questions. Depending on the interviewee/group,
additional, stakeholder-specific questions might be added. This
consistency in our approach builds a true understanding of

the overall opportunities facing Shenandoah as a destination.
Examples of the types of questions posed in the stakeholder
engagement include:

What does tourism mean to Shenandoah? WWhy should
tourism be important to our community?

What are our key assets for growing tourism?

What is needed to make those assets more successful?
What obstacles stand in the way of future tourism success?
What tourism opportunity is the most important priority?

How will we know if our future tourism efforts are successful?

Task Outputs

Given the input from both sets of stakeholder engagements, we
will create a feedback matrix that categorizes the responses
and use the composite feedback when developing priorities and
immediate recommendations.

We will share the matrix with the CVB for review and discussion.

An additional output of the engagement will be identification of
potential champions for the plan once it is finalized.

Please see Case Study 1 (page 16) for a description of the power of
the stakeholder engagement process.

RESPONSE TO SHENANDOAH RFP
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ll. Bringing Clarity to the Competitive Analysis

Tourism is a dramatically competitive industry. Visitors have a tremendously wide variety of options
of where to go and how to spend their money. The ongoing pandemic has produced another
competitive obstacle as many potential travelers are simply choosing to stay home and safely avoid
a possible threatening situation. The competitive analysis will help Shenandoah understand the
current and potential attractiveness of its destination product and amenities and identify areas where
more effective direct outreach is needed or where product gaps need to be filled.

Importance of Step

Destinations are constantly striving for competitive differentiation. The prevalence of similarity across
U.S. communities fosters the need for establishing unique offerings that can both create interest from
visitors and pride from residents. Competitive understanding begins with assessing demand drivers
both in value and importance, but the process must include a determination of missing components
within their desirability. The role of amenities, the regional product mix and infrastructure needs are
all examined within this phase of the project

How It Will Work: Assessing the Complete Tourism Vertical

We understand that destinations can only be competitive in today's travel market if their entire
tourism ecosystem is competitive. While having attractions, venues, lodging supply, and means of
travel to and from the community are important, so too are a community's cultural centers, events
restaurants, retail options, and service providers. Additionally important is the dynamism of the
community’'s economy and the residents and companies in place that help sustain the area's quality
of place.

Organization Macro

Environment

&

For each client, Clarity
compiles a comprehensive
set of inputs to develop a
market/tourism economy
assessment.
Inputs and KPI are
assessed based on
the impact they have
on strengthening the
destination.

Resources Destination

Impact

™., Community
A

Stakeholder
Input
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To understand how competitive Shenandoah is as a
destination, we will assess the entire “tourism vertical," as well
as understand the complementarity and competition the city
faces from its neighbors within the Greater Houston area.

Industry Proven Process for Filtering Inputs and Data

With a combined 40+ years experience in helping places thrive,
the Clarity process is standardized to take into account the
various factors that affect a destination’s success.

This filtering and assessment process will serve as the basis of
the competitive assessment. The outcome of this task wil help
identify the city's compelling and competitive advantage. In
addition to comparing Shenandoah as a destination to two or
three competitive and aspirational communities, the key areas
of proposed assessment for Shenandoah are described below.

1. Catalog Current Demand Drivers

Tourism success is dependent upon activating and
marketing demand drivers across the community. These
demand drivers either provide the reason and motivation
for selecting a destination (direct demand drivers) or
they work in conjunction with other motivators to provide
more things to do for visitors who are in town for other
reasons (indirect demand drivers). We will use the the
stakeholder input and conversations, comparative data,
and insights from the Shenandoah CVB to assemble a
definitive overview of the destination offerings available in
Shenandoah. We will categorize each identified demand
driver and match the demand driver to potential target
audiences.

2. Identifying Competitor Demand Drivers

Similar to the above, we will employ the stakeholder input and conversations with the
Shenandoah CVB to extend the local demand driver list to cover adjacent communities

that should be leveraged to produce overnight business for Shenandoah. This competitive
analysis will reach beyond Montgomery County to best understand Shenandoah's potential
competitive advantages across the greater Houston marketplace. We will categorize each of
the identified competitive demand drivers in the regional destination and align the regional
product mix against the Shenandoah'’s strengths. The analysis will provide a glimpse at gaps
that exist within Shenandoah'’s overall offering and needed investments to fill the gap. This will
allow us to project a return on investment so that the city can better prioritize its resources.

RESPONSE TO SHENANDOAH RFP 9



3. Anticipating Needed Infrastructure Support

The three-way intersection of economic development with community development and
tourism development produces quality of place for a community. This notion of quality of
place is vital for destination sustainability as business growth can exist hand in hand with an
improved community for residents. Although the destination product mix factors heavily into
the area’s quality of place, the area’s infrastructure creates a lasting bond between residents
and guests. Improvements to a destination's infrastructure provide needed service and
improve the livelihood of residents.

Clarity of Place will examine all aspects of the destination infrastructure to determine current
strengths and future needs. The infrastructure analysis will assess immediate advantages,
near-term opportunities and long-term concerns. Once the infrastructure listings are placed
into categories, we will review the work with the city and the CVB leadership to determine
importance and integration with existing plans and implementation options. The outcome of
the infrastructure review will be included in the final plan.

Please see Case Study 2 (page 17) for a description of the power of the competitive assessment.

Vulnerability | = 8 Clarity's Diagnostic Tool
Summary of all information & data

|dentification of opportunities and
eadersh vulnerabilities

*  Parinershigs
* Board Sirsciure

Prioritized actions with greatest impact
potential

By in
Support for bocal
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ll. Ensuring City/Destination Sustainability

Destination sustainability has a number of definitions. In the case of Shenandoah,
sustainability will be developed through a plan that assures future business success for
current demand drivers, visitor amenities and infrastructure that supports tourism. This long-
term success must be continually assessed against changes to the marketplace; absorption
of new inventory, managing retail diversity and building towards a post-pandemic future as
all are elements of sustainability.

Importance of Step

Quality of place depends on creating a balance of business success, visitor satisfaction and
resident support. This step in the planning process will create a set of priorities to ensure
that Shenandoah is able to attain the developed long-term destination vision, as well as
benchmark measures to ensure the community is progressing towards its overall tourism.

How It Will Work

Clarity applies the data and findings from the
competitive analysis and stakeholder engagement
to develop a meaningful strategy for the
destination by identifying the vulnerabilities

and opportunities facing the destination. This
assessment is based on industry expertise around
actions that impact destination management
organizations most directly or that contribute to a
destination's competitiveness.

Given Shenandoah's current concentration of
retail amenities, lodging supply, and collection of
attractions, our work will invest special attention to
the following:

Retail Assessment

The importance of retail operators in producing
employment, direct and indirect demand for
travel and sales tax revenues is vital to the
success of Shenandoah. We will assemble

an overview of retail diversity and provide a
relative glimpse of strengths, weaknesses

and competitive overlaps with adjacent
communities, particularly The Woodlands.
Clarity of Place will provide the assessment to
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City and Shenandoah CVB leadership to work with developers and retailers on enhancing the
overall retail stock within the community.

Hotel Assessment

Prior to the pandemic, hotel construction was booming in Shenandoah and its neighboring
communities. The impacts of this added inventory were already being felt prior to the
precipitous drop in tourism business tied to the pandemic. We will work with Shenandoah CVB
and area destination organizations to understand the inventory build-out and the demand that
will be required to absorb the changes in the area’s lodging supply. By calculating the demand
curve needed to build back to and surpass pre-COVID lodging performance and monitoring
changes in visitation from all channels, the Shenandoah CVB will a clearer sense of marketing
needs and targets.

Expanding Strengths: Wellness and Sports

As illustrated by the city's current product inventory, wellness is a definite product opportunity for
Shenandoah. To illustrate and leverage the current competitiveness, we will assemble a product
profile of the community's wellness assets.

Although it is a component of a wellness strategy, sports can also exist as a stand-alone destination
demand driver. Clarity of Place will assemble a product profile of the community’s sports venues.
This profile will be accompanied by a projected process for producing greater sports sales and
servicing sports events as travel and event demand resumes. We will include this overview as part
of the potential direction.

Please see Case Study 3 (page 17) for a description of the power of the plan/destination sustainability
results.

Metrics and Meaning
The resulting plan will be incomplete without meaningful metrics and measures.

Key Performance Indicators will be developed over the course of the planning process and will
be reviewed with the Shenandoah CVB and city leadership to determine realistic options for
accountable success. These will include metrics to monitor the organization's competitiveness,
the impact of marketing and other visitor programs, and synergies and alignment with destination
partners. Dashboards and monitoring optics will be built into the online monitoring and updates.
The online diganostic tool will be continually refined and updated over the course of our
engagement.

Please see Case Study 4 (page 18) for a description of the power of the metrics and measurements.

Outputs and Deliverables: Planning Summary and Ongoing Counsel

Throughout each step of plan development process, we will communicate key findings and
recommendations with the CVB and its chosen key-stakeholders. We do not view strategic
planning as a external project during which the consulting team develops the plan in isolation
and then delivers a final report. Rather, we view our strategic planning engagements as on-going
collaboration, research, optimization and counsel.
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Clarity of Place will summarize the results of the above assessment and analysis and produce a
list of priorities and goals for attaining the developed vision for Shenandoah as a destination in a
decision-ready format. We will present this body of work to the City Council.

After the baseline “report’/ initial diagnostic is completed and shared with the CVB to confirm the
strategic path, our monitoring system reports changes to the destination system and community
that potentially impact the direction of the plan on a monthly or quarterly basis. We will monitor
the performance of the destination and track any new developments. For example, we will
communicate how the demand drivers grow more or less competitive over time.

By continuing to monitor Shenandoah as a destination, we can track disruptions affecting tourism
within the competitive environment across the greater Houston area and adjust the plan as
needed. Most destination plans typically build the competitive analysis as a one-time overview
of the product mix. Clarity of Place understands that the planning process must be adaptive to
fluctuations in the destination system.

The user-friendly resource allows the Shenandoah team to access and broadcast the latest
direction and findings to the audiences that need to hear it most.

We see ourselves as an extension of the CVB team and will structure ongoing disucssion
on a monthly basis to monitor changing trends or developments, prioritize new options and

opportunities, or suggest adjustments or pivot points within the framework of the established plan.

We are also available to the CVB between monthly meetings to answer questions and think through

the impact of noted trends or developments.

Our resulting plans will never be accused of collecting dust because they do not belong on a shelf.
The online diagnostic and continued “on-call’ collaboration allows the destination to constantly
monitor implementation successes and shortcomings.

Please see Case Study 5 (page 18) for a description of fully leveraging the assessment process.
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External Messaging

At the completion of the baseline “report’/ initial diagnostic, we will work with

the CVB team to produce messages for its leadership/the city and external
audiences. The online plan will be developed in a way to communicate

direction to the CVB team, as well as to stakeholders, elected officials and

city management. It will also be formatted so that the updates, trends, and
assessments are appropriate for external consumption. These messages and
visuals will be able to communicate the CVB's progress in moving from its current
to future, desired state.

Trusted Partners

Clarity of Place has capabilities and relationships that deliver success for
Shenandoah far beyond the developed destination plan. As previously noted, we
have proven expertise in delivering feasibility studies for visitor facing venues.
However, in the event that a deeper, more specialized feasibility study is needed,
we can introduce Shenandoah to trusted partners who can deliver the more
specialized study.

Likewise, If destination accreditation is identified as a desired outcome of

this planning process, Clarity of Place can assist with assembling the needed
components of the application (including the strategic plan) that will meet

the Destinations International, Destination Marketing Accreditation Program
standards. David Holder is past chair of this accreditation program and has
personally participated in the review of nearly 50 applications over the past eight
years.
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Case Studies
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Stakeholder Engagement:
Galveston, TX

The stakeholder engagement process used
in Galveston to begin constructing destination
direction assembled a comprehensive
viewpoint of the optimal tourism direction.
Over the course of three days, more than 110
individuals participated in over 20 different
focus groups and meetings. The input provided
from each conversation was assembled into a
matrix and tagged based on related themes.
Key priorities were easily deciphered from the
magnitude and repetition of these themes.
When the themes were cross examined
against implementation options, needed
direction became more crystallized. Tracing
the comments back to the initial voice helped
identify future supporters and advocates for
each strategic component. Throughout the
stakeholder engagement process, leadership
from the Galveston CVB stayed involved

and attentive. The outcome for Galveston
produced a more galvanized view of the
importance of the overall planning process, a
clear understanding of how interconnected the
various groups were in their viewpoints and a
protective layer of support to hebgseommunity,
leaders more adeptly pursuefneeded
investment and change in the community.



Competitive Analysis: Demand Drivers
Des Moines, IA

The founders of Clarity of Place performed
an extensive benchmarking review of the
competitive product mix in Des Moines,
lowa. The resulting outcome showed

how dramatically similar the destination’s
product mix was compared its competitive
set. The range of similarities showed very
few distinctive product advantages for the
community. Deeper analysis unveiled the
importance of events as a demand driver for
the community. The recommendation was
made to create an overall market manager
to manage the calendar across all event
types, not simply conventions and sports.
Additionally, the gap analysis revealed
weaknesses in the connected amenities and
infrastructure that serviced vital destination
areas. Recommendations wef@mgade for
development and enhancéments needed to
produce greater destination success

Destination Sustainability
Fort Collins, CO and Kansas City, MO

Tina Valdecanas and David Holder worked
together on market absorption projections in
both Fort Collins, Colorado and Kansas City,
Missouri. Hotel inventories were expanding
both within the city limits of each community
and also within each surrounding community.
Fear of business loss and rate decline was
prevalent within each area. The resulting
impact to tax collectio