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Final Report 
 
June 25, 2017 

 

County of Lake Stakeholder Roundtable Outcomes 
 
JLL facilitated a stakeholder session with over 30 tourism stakeholders in the Lake County 
community on April 13, 2017 in conjunction with the County of Lake’s County Administrative 
Officer Carol Huchingson and the County Marketing program. The stakeholder roundtable was 
meant to be a concentrated discussion on the recommendations from the County of Lake’s 
original 2011-2013 Strategic Plan as well as to gather stakeholder’s current thinking related to 
Lake County tourism.   
 
With this focused discussion completed, JLL has prepared this summary of outcomes, 
contained in the following pages, for the County of Lake to use as a guide to support the 
recommended next steps.  
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Ongoing Stakeholder Communication 

The roundtable discussion cemented the fact that the stakeholders are engaged and highly 
interest in the tourism industry’s success. The stakeholders want to be informed and continue to 
receive information, updates and opportunities to participate. JLL believes that on-going 
stakeholder communication is paramount to a refocused planning process. With the level of 
interest demonstrated by the stakeholders, it is recommended that the County of Lake put in 
place a regular communication schedule with stakeholders to receive updates via email as well 
as in-person forums. In addition, those updates should include analytics and results to keep 
stakeholders informed. 
 

Cohesive Vision: Brand 

During the discussion, branding and future visioning of “who we are” and how do we explain our 
vision came up multiple times. There was suggestion of facilitating a similar session solely 
focused on branding. In addition, each community within the County could explore what 
differentiates that area as a way to attract and add value to the overall destination. The key 
identifying attributes that surfaced during this discussion included the beauty of the lake, the 
outdoors, award winning wine and good food. It is recommended that a facilitated session with a 
focused group of stakeholders be conducted to gain insight on a future brand. The outcome of 
this session would be given to a designer to finalize the look and feel.  
 

Database Management 

Stakeholders are still very interested in the original recommendation of implementing a process 
to manage a visitor database. As a marketing initiative, starting with the management of the 
database will be a high priority. This will lead to being able to utilize direct marketing to target 
specific visitors who have already expressed interest in visiting Lake County. It was also 
suggested that the database be coded in a way where visitors were tagged based on what their 
interests were (demand generators). This tactic will enable the County to leverage the marketing 
dollars in the most effective way, rather than spending money on broader awareness 
advertising. Coding the database may be a secondary element after the initial database is 
functional. 
 

Demand Generators 

Determining the County’s top demand generators will be an important next step. This initial 
discussion revealed that the stakeholders felt that the lake and wineries were key attributes. 
There was a question to look critically at the wineries to understand if they are as much of a 
demand generator as we think. This will play an important role in determining where future 
marketing efforts are focused.  
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Leverage Existing Events 

Stakeholders are interested in determining the value of current events and how best to leverage 
or elevate those events to generate new overnight stays in the County. Examples of 
opportunities include the current bass fishing tournament events. In addition, the Konocti 
Challenge has the potential to host and wants activities, but there has been a lack of activation 
to support supplemental activities for that three-day period. JLL has created an event matrix for 
other destinations and could support customizing that matrix for the County. This matrix could 
support a future events committee when discussing potential event creation and investment in 
current events.  
 

Website Development 

During the discussion, stakeholders were very interested in seeing the website presence evolve. 
The content should be updated with fresh images and storylines. The development of the 
website should also be mobile friendly with the ability to track and provide data on visitors. The 
stakeholders were interested in the backend analytics to understand where visitors were coming 
from. This would support the earlier point of managing an active database and targeting 
customers who have already shown interest. 
 

Calendar Development 

In addition to the website development, stakeholders were interested in developing a more 
robust county wide events calendar. Currently the calendar is not populated with all of the 
events and activities and stakeholders would like to see a more robust calendar in the future. An 
active centralized calendar will provide a singular point where visitors can go to understand 
what is going in the County as well as a database of events that could be featured on other 
partner websites.  
 

Product Development 

Determining a strategy for product development surfaced as a high priority among stakeholders. 
During this session stakeholders began to discuss what the needs and priorities are for product 
development. Outcomes from this discussion included waterfront dining, additional waterfront 
lodging rooms, outdoor activities i.e. eco tours, kayaking and birding. Konocti Harbor Resort and 
Spa was identified as a high-profile case study as well as Six Sigma. Focusing future efforts 
around developing the Lake County tourism product should be supported through research and 
data. This will help attract developers and investors for specific projects. It will be important to 
receive data from hoteliers to track visitors and gather data to support developers interested in 
making an investment in Lakes County.  
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Package Development 

Package development was discussed as an initiative in regard to the original recommendations 
and was viewed by stakeholders as an opportunity for the future. Originally, packages were to 
be developed, priced, sold and fulfilled by the Visitor Information Center (VIC). This 
recommendation was made to transition the center from an information outlet to a conversion 
engine with the ability to sell packages and drive overnight stays. Since the completion of the 
original plan, the Visitor Information Center has been closed and the stakeholders were 
interested in seeing the reinvestment in this effort as a secondary component of refocusing the 
plan. Packages require a lot of time and effort and instead of focusing on developing packages 
now, that there should be a range of itineraries created for the County including different 
activities (wine tasting, outdoor adventure, birding, dog-friendly, etc.) as well as geographical 
areas. Down the road, those activities could be packaged and sold directly. 
 

Authenticity 

Stakeholders were all in agreement that one of the communities most unique attributes is the 
interpersonal experience a visitor has when they stay in Lake County. The people are friendly 
and the experience is authentic. Stakeholders felt that this attribute is a differentiator and should 
be utilized when telling the story of Lake County. 
 

Ongoing Certified Tourism Ambassador (CTA) Program 

The CTA program was one of the original recommendations from the tourism plan that was 
implemented. There are over 400 members of the CTA program and should continue to be 
reinforced as a positive attribute of the destination. The CTA program can also encourage 
information sharing, local awareness and word of mouth marketing. The ambassadors are 
valuable to the destination and should continue to be supported by the County. Encouraging 
local businesses to send front-line servers through the CTA program should be a high-priority.  
All retail, lodging, all restaurants should be identified and encouraged to send employees 
through the CTA program.   
 

Small Business Support 

Stakeholders, especially those in the lodging industry, were interested in creating a funding or 
support mechanism for small businesses to invest in the County because of the lack of “activity 
vendors” that are available to visits. There was discussion around the County potentially 
supporting or investing in this type of vendor to sustain a critical mass of visitor activities.  
Further discussion on local micro-financing is encouraged. 
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Research 

Research as a new initiative was discussed as a platform to engage operators, event organizers 
and lodging owners to collect and share data that could be utilized to better understand the 
current visitor and future target markets. Data should include zip codes and street addresses, at 
a minimum. Utilizing this data, tourism efforts can be focused on markets that are already 
coming, especially those in shoulder or off seasons. What is unique about research from this 
perspective is its cost-effective nature. The recommended approach includes utilizing data that 
already exists between the hotels and attractions which can be aggregated and studied to gain 
intelligence that can be used in the short term. This does not require a large research study and 
with centralized coordination can be completed quickly and easily. JLL has conducted similar 
work for tourism organizations and provided insight into visitor trends and demographics.  
 
In addition, it was recommended that any event receiving funds or vendors receiving future 
incentives, stipends or loans from the County to operate their business would be required to 
collect data and share with the County for future tourism research efforts. This will continue to 
help inform decision making at the County level.   
 

Future Funding: TBID 

A common theme throughout the discussion was the need to increase tourism funding and 
resources. As mentioned previously, it is critical for the County to increase the focus with limited 
resources and the potential to create a new revenue stream further supports that focus. The 
idea of creating a Tourism Business Improvement District (TBID) surfaced as a way for the 
tourism industry to raise incremental funds without taking from the County’s existing budget. In 
addition, formation of a TBID would allow creation of a board of stakeholders to include the 
County and their current partners as well as other stakeholders involved in the tourism industry. 
The general consensus was that there was support from the stakeholder group to further this 
opportunity. Stakeholders are engaged and ready to explore this opportunity in more detail. JLL 
has created TBIDs and similar funding districts for destinations and has found that they are 
impactful for tourism efforts when developed with a specific cause and criteria to support the 
destination. The current TOT funding is limited and with a TBID in place the tourism efforts 
could achieve a significant increase in funding. Lodging rooms, activities like kayak rentals, 
restaurants and other businesses could be included and contribute to the fund. Expanding the 
revenue sources via a TBID fund would empower the future tourism marketing organization and 
functionality to best support the industry within the County. Additional research and review 
should be conducted to understand the potential and steps needed to enact a TBID. 
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Private Destination Marketing Organization 

The discussion around creating a separate Destination Marketing Organization (DMO) and 
privatizing the current tourism efforts was mixed. The question around future structure is an 
important one to vet further. Stakeholders should understand the benefits and process that 
would be needed to privatize the efforts. An intermediary step could be to contract out the 
tourism efforts to a third party with active stakeholder engagement. In addition, the future board 
of the potential TBID could morph into the DMO board and assume the role of the official 
destination marketing organization as a phase two effort. JLL has also set up new DMOs and 
transitioned existing public sector involvement to a private organization. This process is detailed 
and lengthy, but when done correctly can move the destination forward quicker and more 
efficiently.  
 

Visitor Information Center 

Because the Visitor Information Center was a key recommendation of the original report, but 
had since been disbanded the discussion focused on how the original recommended shifts in 
budget matched where the County was today. For example, how the marketing budget could be 
impacted with the removal of the VIC from the communications mix. In addition, the discussion 
of bringing the VIC concept back with the caveat that it would be a more focused effort on 
concierge service and converting inquiry web and phone calls into overnight stays.  
 

Future Considerations 
As mentioned above, the option to transition the tourism operation into a private DMO is a 
worthwhile possibility. With that type of transition as a future outcome, it will behoove the County 
to review all current agreements to establish synergy and alignment if a new DMO is on the 
horizon. This will enable the County to draft all future contracts with overarching goals and 
support future efforts for business, tourism and hospitality industries.  
 
With the recent passing of recreational marijuana use in the state of California, stakeholders 
were interested in understanding the implication to the traditional agricultural heritage and what 
that could do to impact their visitor base. Case studies on the positive and negative exist in 
Colorado and Washington. Stakeholders and the County should carefully consider zoning and 
other regulatory practices to ensure there is a balance in the future land management.  
 
In addition to this, the topic of Airbnb as well as other vacation rental services was discussed to 
understand the value of tax collection and participation. The County should understand the 
inventory and the implications that has on the tourism efforts.  
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Next Steps 

After the stakeholder roundtable concluded, JLL emerged with several key next steps. These 
include short-term victories and actions including: 
 

1. Begin ongoing stakeholder communication and regular outreach. 
2. Review and refocus current County marketing budget to reflect targeted marketing data 

analysis. 
3. Establish criteria for evaluating demand generators including the lake, wineries, casinos, 

outdoor, and other activities. 
4. Begin to create activity itineraries (goal of 30 total). 
5. Review current events and determine capacity for investment and leverage to utilize 

event matrix, overnight stay. 
6. Review and Implement data tracking and reporting. 
7. Establish a subcommittee to monitor progress of these outcomes. 
8. Utilize a subcommittee and County liaison to update lodging inventory and understand 

implications of short-term rentals and shared accommodations such as Airbnb and 
VRBO. 

9. Facilitate a brand process to establish new tourism brand.  
10. Establish overall organizational principles to lead the privatization efforts in conjunction 

with the subcommittee.  
11. Research detail on current and future TOT funding through an audit. 
12. Review all current agreements for further alignment. 
13. Gather information on private model options. 

 
In addition to completing short-term items to move the plan forward, many of the items 
discussed above have longer-term implications and will take more time. Establishing the 
advisory group in the short term will be a valuable tool to move the longer-term items along as 
well. Key elements for the long-term include the following: 
 

14. Understand the implications of setting up a TBID and begin to set aside funding to 
establish this effort 

15. Establishing a path to privatizing the tourism efforts into a DMO. 
16. Develop a marketing plan for 2017/2018. 
17. Set up a path for a future destination master plan. 

 
Based on these action items and the discussion around the items contained above, JLL 
recommends checking in with the group and meeting again in a two-month timeframe. This will 
continue to emphasize the importance of the plan and show stakeholders the County is 
dedicated to moving these critical elements forward.   
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Thank You 

JLL would like to thank the County of Lake and all of the participants in this process for their 
feedback and insight.  
 
Dan Fenton 
Executive Vice President – Tourism 
JLL Hotels & Hospitality Group  
 
 
Bethanie Parker 
Associate – Tourism   
JLL Hotels & Hospitality Group 
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