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The meeting of the Intergovernmental Tourism Collaboration was called to order at 12:10 p.m.,
Friday, June 26, 2015. It was noted that the meeting had been announced and a notice posted at
City Hall.

Roll call was taken, with the following members present: Erik Sjolander, Brent Johnston, Chris
Roderique, Pat Stephans, Teri Pinter, Shawn McAlister, Nancy Proctor, Steve Plenge

Also Present: City of Onalaska Mayor Joe Chilsen (liaison representative), City of La Crosse
Mayor Tim Kabat (liaison representative), City of Onalaska Marketing & Sales Coordinator
Amy Gabay (liaison representative), La Crosse Area Convention & Visitors Bureau Executive
Director Dave Clements (liaison representative), Mayo Clinic Regional Vice President of
Business Development and Marketing Peter Hughes, La Crosse Area Chamber of Commerce
Chairman of the Board Dave Booth, Richard Haskett.

Excused Absences: Susan Safronoff, Dan Kapanke

Item 2 — Public Input (limited to 3 minutes/individual)

Erik called three times for anyone wishing to provide public input and closed that portion of the
meeting.

Item 3 - Approval of minutes from the previous meeting

Motion by Nancy, second by Shawn, to approve the minutes from the previous meeting as
printed and on file in the City Clerk’s Office.

On voice vote, motion carried.
Consideration and possible action on the following items:

Item 4 — Presentation of The White Paper Document

Peter Hughes said this will be the first reading of the White Paper Document. The writing team
consisted of Peter, Chris and Shawn, and its job was to compile all the work and
recommendations of the work groups. Peter said he has reviewed the document with Mayor
Chilsen, Mayor Kabat, Erik, Chris and Shawn. Peter said the document has to reflect the work
and the thoughts of the committee. Peter described today’s meeting as a “working session” and
said committee members will need to determine if the document adequately reflects the work
that has been done, and also if it is ready to move forward in the process after edits have been
made. Peter said he believes Chris, Shawn, Erik, Mayor Chilsen and Mayor Kabat are pleased
with the document that is before the committee this afternoon, but he also said it will be
important to obtain the steering committee’s feedback.
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Peter presented the document.

Title page: The document is titled “The White Paper on Regional Tourism

Transformation.” The cities and villages have been placed in alphabetical order.

Page 2: This page contains the table of contents. The first section defines the situation,

and an executive summary has been included. Peter said it will be important for each

municipality to see how everything came together and who participated in the process

when they read the document. The third section discusses the charge, including guiding

principles, deliverables and a vision. There also were work teams and the steering

committee, and these individuals brought forward the recommendations that are part of

the fourth section. The fifth section discusses the next steps. Peter said he recommends

creating a PowerPoint presentation document for community input sessions and

presentations to municipalities, and also a utilizing a template that converts the document

into a plan with goals and objectives.

Page 3 (Section 1): This page contains a definition of the situation.

Page 4: This page contains photographs.

Page 5 (Section 2): This is the beginning of The Executive Summary. Peter said this

section describes how the plan started and the process that was followed. Peter also

noted the words “maximum impact” had been utilized and said the goal of a regional

entity is to grow tourism in this region.

Page 7 (Section 3): This page contains the charge section, including the guiding

principles, deliverables, vision statement and the six areas that were identified as being

critical to developing a new regional tourism entity.

Page 11 (Section 4): This is the recommendation section. Peter said the term “collective

impact” refers to five tourism organizations coming together and discussed the following

points related to collective impact:

0 The whole is greater than the sum of the parts.

o0 Merging resources will provide for greater impact through efficiencies and
effectiveness.

0 Having core mass offers La Crosse County the potential to be a multistate driver of
economic impact and have a more powerful voice and presence.

o To align forces in La Crosse County to work collaboratively to have greater impact
on growth of business and economy of this region.

0 Take advantage of the natural resources present in La Crosse County and the
surrounding region.

Peter noted there had been five work groups that had worked on governance and structure,
budgeting and funding mechanisms, staffing, facilities and locations, and branding and
marketing. Peter addressed each topic:
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e Governance and structure (Recommendation No. 1): This work group recommended
forming a 501(c)(6), where an entity files a corporation under State of Wisconsin
Statutes. These organizations are tax-exempt. The La Crosse Area Convention and
Visitors Bureau is a 501(c)(6).

Dave Clements asked if it is necessary to form a new 501(c)(6) when one already exists within
the LACVB.

Peter said this work group had recommended starting with a new 501(c)(6). The rationale
behind this recommendation is a new entity should be formed when changing bylaws, structure
and governance. All stakeholders can embrace a new, neutral organization as opposed to
utilizing the existing one. It would be easy to establish, and additional 501(c)(3) entities may be
established as marketing and fundraising arms of the primary organization.

Dave Clements noted a 501(c)(3) is a nonprofit organization that does charitable work and said a
501(c)(3) cannot be created to do marketing.

Shawn said he believes his work group had discussed this and that he likely forgot to include this
in the recommendation. Shawn added that Dave is correct.

Peter suggested the wording, “Propose that additional 501(c)(3) entities be set us as appropriate.

Dave Clements noted that two 501(c)(3) entities operate under the LACVB’s umbrella — the
Sports Commission and the Riverside Museum. Dave noted that both entities are educational
and not-for-profit.

Shawn said his group believes there will be better “regional buy-in” if a new entity is created.
Shawn also noted that two members of the group believe it would not be complicated to start a
new entity. Shawn said another thought process behind starting a new entity is that there would
be neutrality. Shawn also noted that legally it might be necessary to start a new entity as there
will be changes to bylaws, governance structures, and boards of directors.

Erik cautioned there might be challenges associated with dissolutions.

In response to a question by Dave Booth, Mayor Chilsen said the Tourism Department is part of
the City of Onalaska.

Dave Clements said he will need to examine the LACVB’s bylaws to determine what happens to
the funds if the organization is dissolved.

Mayor Chilsen said it might be necessary to “empty the accounts.”
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Erik said there might be stipulations as to where these funds are directed.
Dave Clements said he believes a “Pandora’s Box” would be created.
Mayor Chilsen told Dave Clements he has raised very good points.

Peter said the points Dave Clements has raised require further research and asked both Mayor
Chilsen and Mayor Kabat how they wish to proceed in resolving this.

Mayor Chilsen said he believes legal staff would need to review the LACVB.
It was noted that the LACVB is a separate organization.

In response to a question, Mayor Chilsen said the alternative would be for the LACVB to rewrite
its bylaws to encompass a larger geographic area.

Dave Clements noted he had done this and submitted it in 2014.

Shawn said the group’s intent was to have a new entity remain as neutral and independent as
possible. Shawn said, “I think we’re going to get a greater buy-in from the entire group thinking
as a ‘we’ if we look at a future structure that can be set up, provided that the hurdles [involving
dissolution of an organization] aren’t insurmountable. ... | just think for the mindset, our group
was really focused on the fact that a new, independent group be set up.”

Peter said Dave Clements and Brent can meet with the LACVB about its funds and requirements
and asked if the work group wants to reconvene, discuss this proposal and return with a final
recommendation.

said yes, noting the funds that are involved must have a destination.
Peter asked Mayor Chilsen and Mayor Kabat about establishing a timeline for the group.

Shawn promised to send emails to the other members of the work group so they could begin
discussing this as soon as possible.

Peter said the group will return with a final recommendation, including discussion of creating a
new, neutral 501(c)(6) as well as speed to market and where funds would be routed if the
LACVB is dissolved. Peter said it is his understanding that the funds must be placed
somewhere.

e Governance and structure (Recommendation No. 2): This work group recommends
that the Mayors and Village Presidents utilize an interim Regional Tourism Executive
Reviewed 6/29/15 by Erik Sjolander
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Director to assist with the transition an implementation of the new organization. Itis
recommended that the interim Executive Director tenure have a clearly defined period of
time and clear expectations of deliverables. The use of an interim Executive Director is a
common approach, especially during a period of organizational transition and renewal,
and when previous leadership positions have been vacated. City of Onalaska Tourism
Director Jean Lunde has retired, and Dave Clements will retire effective January 1, 2016.
Peter said the La Crosse Area Chamber of Commerce and 7 Rivers Alliance had utilized
the same approach. The interim Executive Director would be expected to assist with
reviewing the work that has been done and make recommendations aligned with the
White Paper Report. As the final White Paper visions come forward, the interim
Executive Director could assist in the process of obtaining approvals from the five
municipalities if it were appropriate and the timing worked out. Once approved, the new
organization could be legally formed and begin operations.

Mayor Kabat asked who would hire the interim Executive Director.

Shawn noted that the group had discussed this and said he believes the leadership would defer to
the Mayors and Village Presidents. Shawn said the group had discussed having the current leads
on the LACVB and at the City of Onalaska to assist with the decisions regarding an interim
Executive Director and likely an interim Board of Directors. Shawn said he, Mayor Chilsen,
Mayor Kabat, Nancy and Brent would take the lead roles on this.

Mayor Kabat said he is aware that there will be a sense of urgency to keep the process moving
forward.

Shawn said he believes an interim Executive Director can begin his/her duties on January 1.

Peter asked if it is the wish of the committee to have the work group return with modified
recommendations.

Mayor Kabat asked for whom the interim Executive Director would work.

Shawn said he/she would work for the new organization.

Mayor Chilsen noted that a new organization does not yet exist and said it is his understanding
the interim organization would consist of himself, Mayor Kabat, Shawn, Nancy, Brent and the
Village of West Salem President.

Shawn said, “I think we were looking for a group to start it.”

Mayor Chilsen asked if the group would hire the interim Executive Director.
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Shawn said yes.

Dave Clements noted that the recommendation is for the interim Executive Director to assist
with the process and asked if this means there will be a six-month period of inactivity.

For clarification, Peter said this would occur if the timing worked out. However, Peter told Dave
he agrees with him in that there might be challenges.

Dave Clements said it is his opinion a new organization should be operational on January 1.
Dave noted that two Visitor Guides (one by the LACVB, one by Onalaska Tourism) have been
produced for years and said there have been discussions about merging them into one. Dave
noted that advertisements have to be sold and said the guide must be produced within the next
six months.

Shawn said the work group had no objections to the interim Executive Director starting earlier
than January 1.

Nancy asked who would pay the interim Executive Director if he/she starts earlier than January
1. Nancy also noted that the 501(c)(6) must first be established before anyone can be paid.
Nancy also asked from where the starting funds will originate.

Peter suggested to Shawn that his work group reconvene quickly, prepare revised
recommendations and then meet with himself, Mayor Chilsen and Mayor Kabat and finalize
what will be brought back before the committee. Peter said Shawn’s group must reexamine the
501(c)(6), the timeline and how to utilize the interim Executive Director. Peter also asked if
there are individuals within the LACVB or Onalaska Tourism Department who could be
nominated to serve as the leader during the transition period.

e Governance and structure (Recommendation No. 3):

o0 The City of Onalaska Tourism would need to dissolve and follow established
bylaw requirements at the time of dissolution.

o0 All existing contractual obligations would be settled and dissolved from both
existing entities (LACVB and Onalaska Tourism). New contracts can be formed
with a new entity, as needed.

0 The interim temporary office would be located in the LACVB building located in
Riverside Park.

o The interim Executive Director, with the assistance of Mayors and Village
Presidents, is to identify the first Executive Board of Directors as described in the
new organization’s bylaws. This board is preferably comprised of high-level
executives in the Coulee Region.

0 An interim timeline will be established with an interim Executive Director and,
when appropriate, a committee comprised of Executive Board Members will

Reviewed 6/29/15 by Erik Sjolander
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initiate the search process for the next Executive Director.
0 The Mayors and Village Presidents will meet and be advised on the interim
leadership.
o0 Recommendations/changes will be submitted to the larger group within one week.
0 The interim Executive Director search will be led by Mayor Chilsen and Mayor
Kabat.
o0 Establish a timeline for community listening sessions.
Recommendations for changes would come back to the steering committee. The
changes would be made and become part of the final White Paper Document.
The new organization would receive Council approvals. The new organization
would be formed and led by whatever the leadership is determined to be.
Staffing considerations for the new organization would be addressed.
Existing organizations would be dissolved, where appropriate or necessary.
New leadership groups would be formed.
Existing organizations operationally detailed for interim Executive Director and
interim new organization operation.

@]

@]

O 00O

Mayor Chilsen said it would not be necessary to dissolve Onalaska Tourism, but the bylaws
would need to be revised.

Richard said his interpretation of State of Wisconsin Statutes is that there is a Tourism
Commission, a public entity that is comprised of the joint powers of participating municipalities.
This is not the CVB, but rather a public agency. This agency contracts with a not-for-profit
corporation (CVB).

Mayor Kabat said what is being discussed here is the Board of Directors of the new, not-for-
profit organization.

Dave Clements said it appears that the LACVB’s current Board of Directors has no input on
what is being discussed. Dave said, “This is taking all the authority out of their hands.”

Mayor Kabat said he believes the LACVB would be involved in the hiring process for an interim
Executive Director. Mayor Kabat said, “I’m sure we [the City of La Crosse has] representation
on the board, but it’s the board that hires the director.”

Mayor Chilsen said he believes any interim board would have to have significant LACVB
representation.

Shawn said he believes the work group’s intent was that it was guided by “neutral and
independent.” Shawn said, “We wanted to take representation from each of the municipalities
and each of the boards — Brent and myself — and put us all together to help start that. | think that
was the intent — neutral and independent and fair. That was the way we accomplished that. 1I’m
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representing the Tourism agency from Onalaska, and Brent would be representing the Tourism
from La Crosse. Nancy would probably be at that table representing Holmen. [There would be a
representative from] West Salem. And it also could be who you designate. It wouldn’t
necessarily be Joe, Nancy or Tim. It could be a designation representing the city entity and their
interest in this new organization, because that’s a significant interest. They would want
somebody at that table. Brent would be representing the existing LACVB, and | would be
representing Onalaska at that table.”

A concerned was raised for LACVB employees who might have to make decisions about their
future while the steering committee discusses the future of regional tourism.

Mayor Chilsen suggested that a meeting be held with the employees to assure them that the
intent of a regional tourism entity is to become more efficient.

Peter said language pertaining to staffing, positions and job descriptions had been deleted. Peter
also said Mayor Chilsen’s suggestion to meet with employees should be included in the plan.

Mayor Chilsen suggested that this meeting take place as soon as possible.

Teri asked if these employees would be asked to reapply for their positions with the new
organization.

Shawn said this has not yet been established and stated, “I think that as we establish exactly what
this next leadership looks like and our group gets together, | think at that point in time the
answers for those questions will come out.”

Peter noted that some organizations promise that no one will lose his/her job, while others will
not make such a guarantee. Peter said that any promises made to employees must be backed up.

Nancy said it will be crucial to ensure that everything that is operating efficiently continue to do
SO.

e Budgeting and funding (Recommendation No. 1): The funding mechanism for the
new La Crosse County Tourism Organization will continue to be based in La Crosse
County room tax methodology currently in place and the use of membership fees. Peter
referred to potential changes pertaining to room tax in the 2016 State of Wisconsin
budget and asked Mayor Chilsen and Mayor Kabat to comment on this.

Mayor Chilsen said Wisconsin Governor Scott Walker is seeking to change the way funds are
controlled. Mayor Chilsen said room tax currently is paid to the city, which keeps a portion and
distributes a portion to the tourism entity. Under Governor Walker’s proposal, tourism entities
would receive room tax dollars and give back money to the municipality. However, tourism
Reviewed 6/29/15 by Erik Sjolander
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entities are under no obligation to do so. Mayor Chilsen said the League of Municipalities has
voiced strong opposition to this proposal. However, it likely will pass in the Wisconsin State
Legislature and Governor Walker is expected to sign it.

Shawn said both he and Brent have pledged their support of the process.

Dave Clements noted that by statute, a county cannot charge room tax. Local municipalities may
charge a room tax. Dave said it is incorrect to say “La Crosse County room tax.”

Peter noted that all five municipalities, either separate or together as one entity, would face the
same challenges under this proposal. Peter acknowledged there is a significant amount of money
at stake and said it must be determined if verbiage regarding where these funds will be directed
may be written into the agreements.

Steve noted he sits on the Wisconsin Hotel and Lodging Association Board of Directors and said
he believes it will be beneficial to a regional tourism entity if the proposal is approved.

Dave Clements noted that there are municipalities in the state who are part of regional tourism
entities, but have different room tax rates.

e Budgeting and funding (Recommendation No. 2): There would be one organizational
operation budget, and it would align with the strategic goals of the organization.

e Staffing: A guiding principle is that an economy of scale be achieved through
consolidation. The operating budget will be a key consideration in terms of what an
entity can afford. The work group also included what it believed to be key positions, job
descriptions and salary ranges, but Peter said it was premature to include this information
until a group is charged with establishing the new organization.

e Facilities and locations (Recommendation No. 1/1a): One location would be
established as the home of a regional tourism organization. An interim plan will need to
be established until a new location is identified.

e Facilities and locations (Recommendation No. 2): The facility should be located at the
junction of State Trunk Highway 35 and Interstate 90 (Exit 3). This is located on the
border of the City of La Crosse and the City of Onalaska. This location would serve the
needs of all five communities (City of La Crosse, City of Onalaska, Town of Campbell,
Village of Holmen, Village of West Salem).

Peter said the facility located along Interstate 90 near the Town of Campbell would be retained
as a motorist information center. The facility located at Exit 3 would be the regional entity’s

headquarters.
Reviewed 6/29/15 by Erik Sjolander
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e Facilities and locations (Recommendation No. 3): This would be a highway visitors’
center.

e Facilities and locations (Recommendation No. 4): Utilize mobile tourism centers (vans
at special events) and conduct mobile marketing efforts in the upper Midwest.

Mayor Kabat noted that there had been discussions about each community having a type of
interface with the public.

Erik said he believes this had been changed to say “as needed.”

e Branding and marketing (Recommendation No. 1): Unify both tourism agencies,
form a single brand and message around the key benefits that are relevant to the entire
region.

e Branding and marketing (Recommendation No. 2): The word “La Crosse” must be
the primary locator/identifier for all branding and marketing efforts of a unified tourism
agency.

e Branding and marketing (Recommendation No. 3): Ensure maximized operational
effectiveness and efficiency by implementing a detailed audit of both organizations’
branding and marketing efforts to best coordinate and align staff skill sets.

e Branding and marketing (Recommendation No. 4): The use of the Convention and
Visitor Bureau identifier is not necessary as the organization’s new name. This is based
on national research. The key component in naming will include the use of an action
verb or phrase to create a more dynamic impact with audiences. The tentative working
name for the new organization is “Explore La Crosse County.” Peter noted all five
municipalities are located within La Crosse County, and the name encourages people to
be in this county and region.

Peter referred to Plan to Operationalize, noting there had been no recommendations other than
such a plan would exist. The Plan to Operationalize would be put into effect once the White
Paper Document was finalized. Peter noted timelines have been established not only to approve
the plan, but also to form and implement the organization.

Peter noted information on the next steps can be found on page 24 of the White Paper Document.
Community input sessions will be scheduled, and they will be followed by the White Paper
Document being submitted for approval by the five municipalities. A communication plan is
being recommended for key stakeholder (internally and externally) to tell the story of the plan.

Reviewed 6/29/15 by Erik Sjolander
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There are implementation steps in all five areas. There also is a proposal for a monitoring and
evaluation process administered by the board and the Executive Committee.

Peter referred to the appendices on page 26, noting the plan under Appendix 1 is to put the full
report to the subcommittees in this section. Page 27 (Appendix 1) will include details of the
steering committee charter (e.g., deliverables, participants). Page 28 (Appendix I11) will include
the notes from the steering committee’s original retreat. Appendix IV will list all the members
of the steering committee as well as all the subcommittees. Appendix VI is serving as a
placeholder.

Peter asked for feedback on the entire document.
A committee member said he would like to see a timeline for moving this forward.

Dave Clements suggested that perhaps the committee should give the LACVB some direction,
reiterating that the organization must compile its Visitor Guide.

Mayor Chilsen said that the LACVB and Onalaska Tourism will collaborate and produce one
Visitor Guide.

Nancy asked if the distribution date is slated for January 1.

Dave Clements said the LACVB’s goal is to go to press in late December or early January. Dave
said it is essential to have a product ready by mid-January as the LACVB attends several out-of-
town sports shows.

Peter noted some organizations “go dark,” while other continue to market until there is a change.
Dave Clements said there will be several challenges involved with creating a new entity,
including marketing, where the funds will be directed, who will serve as the lead representative,

staffing and tax identification numbers, among others.

Amy asked which entity would take in the money and pay the bills from the advertising sales of
a combined Visitor Guide. Amy also asked where the surplus would go.

Shawn assured both Dave Clements and Amy that these details would be examined and
addressed.

Peter asked Dave Clements if, excluding the revisions that need to be made, he approves of the
White Paper Document.

Amy said she is concerned over the fact it does not address what happens to the LACVB, noting
Reviewed 6/29/15 by Erik Sjolander
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it does mention that Onalaska Tourism would be dissolved.

Erik said this is due to the fact there might be a situation where the LACVB is not dissolved, but
rewritten under its current 501(c)(6).

Peter said he assumes it will become a new organization if it is rewritten.
Dave Clements noted that the LACVB’s bylaws may be rewritten.

Nancy noted there are future contracts for upcoming events and said these details must be
addressed.

Dave Clements noted the LACVB has software that is booking conventions as far ahead as 2022.
Dave also noted that the LACVB is in the process of implementing software that will connect
with every hotel in La Crosse County.

Shawn said his working group’s primary goal was to ensure that there was no reason for anyone
to say a new organization is not fair, neutral or independent.

Dave Clements said the LACVB has made a conscious decision in its last two board elections to
expand the scope of who sits on the board, noting the LACVB has representatives not only from
the City of La Crosse, but also the City of Onalaska, the Village of Holmen and the Town of
Campbell.

Peter said it was his understanding the LACVB would cease to exist as it would become the new
regional entity. However, Peter also said he understands Dave’s point of view in that the
framework can be written.

It was noted that the City of La Crosse and the Town of Campbell are part of a room tax
commission that currently exists. The room tax commission and the LACVB are two separate
entities. Municipalities may gain a spot on this commission by agreeing to become a part of it.

Peter promised to start making revisions to the document and said Shawn will reconvene his
working group.

Item 5 — Discussion on next steps

Erik asked Shawn how much time he will need to reconvene his working group and make the
necessary revisions.

Shawn said he could have the answers being sought ready by the middle of the week of July 12-
18. However, Shawn said if necessary he could be ready by the week of June 28-July 4.
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503

504  Peter asked that Shawn reconvene the working group as soon as possible.
505

506  Shawn said he could submit the working group’s revisions by July 3.
507

508  Erik asked committee members when they would like to reconvene.
509

510 Committee members decided to reconvene at noon on Friday, July 24.
511

512 Adjournment

513

514  Motion by Nancy, second by Shawn, to adjourn at 1:47 p.m.

515

516  On voice vote, motion carried.

517
518

519  Recorded By:
520

521 Kirk Bey
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