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Project Approach
Get Clear
The Get Clear Phase represents the foundation for the project. It sets the stage for early wins and ongoing success 
from start to finish. In this phase, we will:
• Form a strong partnership with VMH by listening closely to you—hearing your needs, the challenges you 

anticipate, and how we can add the greatest value.
• Develop insights through a combination of internal research and stakeholder engagement tools to inform 

strategic decision-making. 

Immersion Session
We’re interested in your thoughts on the project. We want to know how you define success, how we can hone the 
process to align with your expectations, and your perception of challenges and opportunities facing the organization.  

To build this foundational understanding, we will meet with your strategic planning team in a two-hour virtual 
session. We will come prepared with an outline, educated questions, and a recommended approach for project 
communication. What we learn in this working session will shape our approach to the project and will help us target 
our activities in the rest of the Get Clear phase. 

Research
We will conduct secondary research on two key topics: (1) best practices for DMO strategies, and (2) key amenities 
and opportunities in the region. For the first topic, we will draw on the wealth of insights we have developed through 

Final Products
The final products for this project are: (1) a strategic plan for Visit Morgan Hill (VMH), (2) an implementation plan for 
VMH, and (3) a corresponding budget. The overview the two primary deliverables are below.  

Strategic Plan
The strategic plan defines who the organization is, where it wants to go, and how it will get there. It includes the 
following elements:
 

Implementation Plan
The operational plan will provide the following detail on how VMH will implement its strategic plan. Each action step 
will have an implementation plan that states:
• The owner
• Resource implications
• Key milestones
• Steps 
• The timeline 

These work plans will roll-up into an overarching implementation plan for VMH that has a single gannt chart with key 
milestones and action steps for the organization. 

• We will also provide guidance on processes and procedures for tracking progress on Initiatives and making 
course corrections. That guidance will include:

• A reporting template for each action step team
• A recommended schedule for action step team and leadership team meetings
• Draft agendas for those meetings

InitiativesObjectivesImperativesPositionReputationMission ValuesVision

ActionFocusClarity
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working with dozens of DMOs across the U.S. to identify key themes around how DMOs typically define their vision, 
mission, position, goals, objectives, and action steps as well as best practices for implementation. For the second 
topic, we will review existing documentation from key stakeholders in the region; we expect this information to yield 
helpful, but incomplete insights, which we can augment through stakeholder engagement.  
 
Stakeholder Engagement 
We believe that a wealth of wisdom and good ideas come from within an organization and its external stakeholders. 
Therefore, the majority of our projects include a series of stakeholder engagement activities. At this stage, we 
recommend a series of 6 to 8 one-on-one interviews with your key stakeholders/decisionmakers and a stakeholder 
survey of your entire group. 

We will use what we learn in the Immersion Session to develop an organized approach with targeted questions 
that draw out the needed information while demonstrating to participants that this process is being accomplished 
with them, not done to them. Our questions will be both strategic and tactical—we will want to understand how they 
envision the future of travel and tourism in Morgan Hill, and how VMH can make progress toward that future.

Insight Report 
The Insight Report deliverable will conclude the Get Clear phase. This report will synthesize everything we learned 
through our Immersion Session, research, and engagement activities into a series of actionable themes that will 
set the stage for strategic decision-making. Each theme will be supported by data and anonymous quotes from our 
research, interviews, and survey and will highlight the strategic implications for VMH. 

Get Focused 
The Get Focused phase is where we will roll up our sleeves and get to the work at hand: building the Strategic 
Plan for VMH. This Plan will provide an overall strategic vision for the organization, and a three-year plan to make 
progress toward that vision. 

Planning Sessions
That plan, and the process to create it, follows our flexible strategic planning framework. We propose drafting these 
elements over 2.5 days of high-energy workshops with your strategic planning team, as described below.

Your team for this work session should be formed of a mix of internal team members and key stakeholders, ideally 
7-10 people. We will provide guidance to you as you form the team to ensure that we have a variety of perspectives 
at the table.

We believe the experience each participant has at our work sessions is as important as the plan itself. Therefore, 
we design and facilitate experiences to ensure that they are described as fun and highly productive. You can expect 
each experience will be interactive and engaging, ultimately focusing on establishing consensus that leverages the 
insight report and taps the group wisdom from within the room.

Day One (3 hours)
In the first workshop, we would focus on the first three elements of the part of the plan we call Strategic 
Clarity: vision, mission, values.

Day Two (6 hours)  
We would begin Day Two by completing the Strategic Clarity work on position. We would also take some time 
to review all Strategic Clarity elements to ensure that they work well together and complement one another. 
At this point, we will have determined the high-level direction of the organization—VMH’s “north star”.

The remainder of day two would be spent drafting the goals, objectives, and action steps. We expect during 
this session to open the conversation on action steps and identify some reflection questions for the planning 
team to consider before the following day. 

Day Three (6 hours)
In the final day, we will finalize our action steps and then review all elements of the plan as a whole. We 
want to ensure that what we have designed will meet VMH’s needs and is sufficiently ambitious to move the 
organization forward. 
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Draft and Final Strategic Plan 
We will compile all the decisions made in our meetings with you into our one-page Strategic Plan format. Our clients 
have told us that being able to summarize the plan on one page is key to ensuring understanding of the Plan and is 
useful as a tool to keep continual focus on the plan. 

Board Presentation
We would travel to Morgan Hill to present the final plan to your Board. This is an opportunity to both share the plan 
and discuss the Board’s role in oversight and implementation.

Get Moving
The Get Moving phase is where we design the Implementation Plan. The design of the implementation plan involves 
three key steps: (1) draft action step plans, (2) co-create the comprehensive implementation plan, and (3) finalize the 
plan and corresponding budget. 

Draft Action Step Plans
The first step in implementation planning is to assign a staff person to own each action step. We will then want to 
empower those owners to draft implementation plans for their action steps. We have a template for doing this work 
that makes it both fast and effective. We will provide some coaching to action step owners to complete these draft 
plans with their teams.  This homework would provide a warm start at the planning session, which would enable us 
to move more efficiently through the completion of a full operational plan. 

Implementation Planning Sessions (2 X 4 hours each)
On the same trip during which we present the strategic plan, we would meet with the action step owners to facilitate 
the development of the comprehensive implementation plan for VMH. We recommend two four-hour planning 
sessions spread over two days. The agenda for these sessions would cover the following topics:
• Review action step team homework
• Identify additional capability/resource needs for each action step
• Identify dependencies between action steps
• Align on the appropriate sequencing of each action step team’s implementation plan based on the relative 

priority of each action step, dependencies between action steps, and the capabilities/resources of the 
organization as a whole

• Finalize the plan for each action step 
• Finalize the comprehensive implementation plan for VMH

In advance of that session, we will work with VMH to:
• Define what success at the operational planning session looks like in terms of both plan outcomes and team 

development
• Build a draft agenda
• Vet that agenda with key staff and Board members
• Prepare relevant materials

Implementation Plan and Budget
Following the planning sessions, we would develop the comprehensive implementation plan for review/edit by VMH. 
We would also develop a corresponding budget for the organization that shows how its resources align to execute 
on the strategy. We would facilitate a review and edit process with session participants to ensure they are satisfied 
with the final product. 

Implementation Coaching
The plans we help our clients create are designed to be implemented. We have found that personal coaching on 
how to operationalize the Plan helps to ensure that the organization gets off on the right foot, and establishes the 
processes and structures necessary to track plan progress and adjust course if necessary. In this option, we have 
budgeted for quarterly calls with VMH leadership for the first year of the plan.
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Project Timeline

Phases Tasks/Deliverables AUG SEP OCT

Get 
Clear

Immersion Session

Research

Stakeholder Engagement

Insight Report

Get 
Focused

Planning Sessions

Draft and Final Strategic Plan

Board Presentation

Get 
Moving

Draft Action Step Plans

Implementation Planning Sessions

Implementation Plan and Budget

Implementation Coaching

The chart below reflects Coraggio’s anticipated delivery schedule for Visit Morgan Hill's project and can be 
adjusted if necessary.
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Project Investment

Administrative Fees
We have included a 4% administrative budget to cover administration, printing, print production, and other 
expenses. 
 
Terms
All activities are invoiced on a monthly basis and are due net 15. Travel is not included and will be 
billed at cost. We estimate travel fees to cost around $4,000 - $5,000 total depending on length of each 
stay.

Phases Tasks/Deliverables Task Subtotal

Get 
Clear

• Immersion Session
• Research 
• Stakeholder Engagement 
• Insight Report

$7,477

Get 
Focused

• Planning Sessions
• Day One (3 hours)
• Day Two (6 hours)  
• Day Three (6 hours)

• Draft and Final Strategic Plan 
• Board Presentation

$9,402

Get 
Moving

• Draft Action Step Plans
• Implementation Planning Sessions (2 X 4 hours each)
• Implementation Plan and Budget
• Implementation Coaching

$6,344

Total: $23,223

The work described in this proposal results in a proposed all-inclusive budget of $23,223 as itemized in the 
table below. If selected for this project, we will work with you to re-apportion the budget as necessary to 
ensure that we are best meeting the needs of your organization and your budget requirements, and will 
finalize an agreed-upon budget as part of contract negotiations. 
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Since 2005, our consultants at Coraggio have been helping leaders envision their organization’s future, 
create exciting plans, and foster the agile teams they need to get there. Our team works across multiple 
industries to help travel & tourism clients better understand their operating environments, determine how 
to respond to challenges and position their companies to seize the right opportunities.

Coraggio is the only firm in the western U.S. that has our powerful combination of strategy expertise, 
organizational effectiveness and destination marketing experience at every scale.

• Our familiarity with the challenges travel & tourism organizations face builds trust and alignment 
with leadership, staff and stakeholders

• Our strategic planning deliverables are clear, scalable and actionable—lending credibility to TBID 
renewals and building the confidence of Boards

• We build capacity in our travel & tourism clients as we help them plan—effectively developing teams 
of strategic thinkers within each of our client organizations

• We have been hired by U.S. Travel—for the fourth year running—to design and lead their annual 
leadership forum for state tourism directors (National Council of State Tourism Directors). These 
forums emphasize practical ways to strengthen leadership and organizational effectiveness.

• In addition to travel & tourism industry expertise, our team members have backgrounds in marketing 
and economics that help them understand the unique needs of destination marketing organizations.

Strategy
• Strategic Planning
• Stakeholder Engagement
• Destination Development Planning
• Destination Perception Studies
• Marketing Strategies

Leadership & Culture
• Leadership Development
• Culture Assessments
• Team Dynamics
• Employee Engagement
• Organizational Structure

Change Management
• Change Management Planning
• Change Leadership Development
• Messaging Strategies
• Transition Management & 

Implementation Planning

Services:

Our team of experienced consultants specializes in helping leaders and 
their employees Get Clear, Get Focused, and Get Moving on their most 
important organizational challenges.

About Coraggio
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Destination Marketing Experience
Helping our clients take big leaps forward is what we do best.

“The team at Coraggio understands the DMO industry. They did a fantastic job for us at a very critical time in our 
development as a destination.”— Joe D’Alessandro, President and CEO
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Alexandra is an experienced consultant who applies her background in 
microeconomics and data analysis to construct data-driven strategic plans 
are grounded in insights and responsive to an organization’s capabilities and 
goals. On each engagement, she enjoys developing a strong partnership 
with her client to help determine the right path forward that addresses 
organizational goals, values and culture. She is a good listener and creative 
problem solver, who has the ability to analyze ambiguous problems, provide 
clarity, and develop a structured solution that ensures her client’s needs are 
met. 
 
Prior to joining Coraggio, Alexandra was a Project Manager at ECONorthwest 
where she provided consulting services rooted in strategy and analysis for 
a diverse group of organizations like City of Tacoma, Downtown Seattle 
Association, City of Salem, Oregon Business Council and James Beard 
Public Market. In addition to her professional work, Alexandra provides 
freelance consulting to the National Center for Smart Growth (NCSG) and 
pro-bono consulting to various nonprofits in the Pacific Northwest.

Select Relevant Experience:

• Santa Monica Travel & Tourism 
Destination Perception Study

• Beverly Hills Convention & Visitors Bureau 
Destination Development Planning

• Visit Casper 
Strategic Planning

• City of Salem 
Strategic Planning, Local Economic Forecast

• City of Grants Pass and Josephine County, Oregon 
Economic Development Strategic Planning

• Organically Grown 
Strategic Planning

• Visit Corvallis 
Strategic Planning

• New Mexico Tourism Department 
Destination Roadmap—In progress

• Visit California
Tourism Sustainability Plan—In progress

• Santa Monica Travel & Tourism
Destination Management Plan—In progress

• B.S. in Economics and 
International Development, 
Hampshire College

• 2019 Fellow and Co-
Leader of the Initiative 
for Exceptional Local 
Governance at Portland 
State University Center for 
Public Service.

Alexandra Reese 
Associate Principal and Project Lead

Project Team
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Matthew helps clients think through, better understand and then take 
action on their most important strategy, organizational change, and brand 
challenges. His art and design background, combined with hands-on 
business experience, allows him to bring a unique balance of creative 
design thinking and strategic rigor to each of his client engagements. He 
is a skilled facilitator and problem solver with an impressive ability to start 
the conversations that need to be had inside organizations, and among 
organizational leaders—the kind of conversations that lead to valuable 
insights, bold thinking and needed results.

Matthew has spent 18 years leading marketing and strategy initiatives for 
organizations of all sizes from large companies to small, entrepreneurial 
ventures. He has worked with a wide range of Travel & Tourism organizations 
such as Visit San Luis Obispo County, Travel Portland, Visit West Hollywood, 
Ontario Convention & Visitors Bureau, and NBC Universal Studios 
Hollywood. 

Select Relevant Experience:
• Beverly Hills Convention & Visitors Bureau

Destination Development Plan
• Santa Monica Travel & Tourism

Destination Perception Study
• Carbon County, Utah

Destination Development Plan
• Visit New Hampshire

Organizational Alignment and Vision
• San Francisco Travel

Vision and Strategic Plan
• Visit West Hollywood

Strategic Plan & BID Charters
• Visit SLO CAL

Strategic Plan
• NBC Universal Studios Hollywood

Strategic Business Development Study and Planning
• New Mexico Tourism Department 

Destination Roadmap—In progress
• Visit California

Tourism Sustainability Plan—In progress
• Santa Monica Travel & Tourism

Destination Management Plan—In progress

• B.A. in Liberal Arts, 
Nebraska Wesleyan 
University 

• Certified in PROSCI® 
Change Management 

• Certified in Public Interest 
Design, SEED Network

Matthew Landkamer 
Principal and Project Advisor
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Visit SLO CAL inspires travel and fosters economic growth in San Luis Obispo County, a region 
known for its diverse Central Coast landscape of Pacific Ocean, oak-dotted hills and expansive 
vineyards. When the organization transitioned from a modest, county-funded marketing team to an 
industry-backed Tourism Business Improvement District (TBID), funding dramatically increased—as 
did stakeholder interest.

The Lay of the Land
Under the new model, local hotels began contributing funds directly to the TBID, and they wanted 
a speedy return on their investment in the form of a more productive organization and a vigorous 
tourism industry. In the face of these expectations, Visit SLO CAL needed to prove to stakeholders 
that it was shifting momentum and nurturing new opportunities across the region. Like many 
teams establishing themselves, Visit SLO CAL’s was intent on developing its identity and clarifying 
its direction. The organization partnered with Coraggio to get a fresh look at the area’s tourism 
environment and produce a strategic plan to guide and stimulate growth. Doing so also meant 
transforming the group from a small-scale marketing agency to a flourishing community advocate.

Out in the Field
To form a long-term, collaborative plan with community support, we had to understand stakeholders’ 
expectations: What did they need? How did they envision the future of San Luis Obispo County 
tourism? We interviewed hotel owners, community leaders and other residents to gather a holistic 
view of the region’s interests. Their feedback gave clarity and guidance on our next steps. Visit SLO 
CAL’s survival depends on the support of its constituents, so transparency was vital. With each 
two-day strategic planning workshop, we concluded the working sessions with Board input and 
stakeholder feedback. The insights from these meetings were incorporated into the strategic plan to 
create a stronger, more relevant final product.

The Fruits of our Labor
This commitment to communication and transparency paid off. By including board members and 
stakeholders in the development process, we were able to address any potential issues before 
finalizing the strategic plan. The enthusiastic team at Visit SLO CAL facilitated a smooth planning 
process, and our success gave invested stakeholders confidence that the group was serving their 
interests and capable of developing new economic opportunities for the county. They respected the 
breadth of the research and plan, which spanned everything from a review of higher-level community 
values to specific advice to increase daily flights into the regional airport.

Reaping the Benefits
The benefits of this process branched out beyond tourism marketing agencies. With the insights and 
experience he gained working with Coraggio, Visit SLO CAL’s President and CEO advised groups 
like the local Chamber of Commerce and SLO Wine Country Association to be more strategic with 
resources. Visit SLO CAL—and the entire region—were empowered to lead on their own.

Client
Visit SLO CAL

Services Coraggio 
Provided:
Strategic Planning, 
Stakeholder 
Engagement, 
Operational Planning

Sample Project
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Sample Work Product

Visit SLO CAL: Strategic Direction 2020
A vibrant and 
prosperous San Luis 
Obispo County, 
fueled by a 
collaborative and 
flourishing tourism 
industry

Future Focused
Delivering today with an eye on tomorrow

Collaboration
Our partnerships inform and support economic success

Drive
We bring enthusiasm to our initiatives and a focus on results

Stewardship
We are mindful of our resources and the SLO CAL brand

In order to best support the tourism economy in San Luis Obispo County, Visit SLO CAL 
provides:

High-quality and high-impact marketing initiatives scaled to reach key regional, national 
and global targets

A long-term, collaborative, and holistic approach that enables success for each tourism 
district and the County

Strategic research and sharing of vital tourism knowledge to all of its stakeholders, 
partners and communities

• Strategic

• Connector

• Creative

• Inspiring 

• Essential 

Inspire travel and foster 
our unique experiences 
to create life-long 
ambassadors and 
economic growth for 
San Luis Obispo 
County

CL
AR

IT
Y

FO
CU

S

o Increased employee engagement and satisfaction scores
o Ratio of administrative cost to economic impact

 Align our organizational structure with our strategic plan
 Establish a continuous learning program for the Visit SLO CAL Team
 Evaluate and develop the tools, systems and technologies we need to succeed 

Optimize our 
organizational 
capacity

o Bi-annual growth of awareness in targeted visitor categories
o Bi-annual growth of awareness in targeted markets
o Bi-annual growth of awareness in targeted segments

 Establish a unifying and emotionally resonant San Luis Obispo County brand
 Produce and share data-driven strategic insights
 Inspire and activate tourism ambassadors

Establish brand 
clarity and increased 
awareness through 
unified efforts

o Balanced inventory of partnerships
o Inbound partnership opportunities
o Earned Partnership Value (EPV) 

 Develop a system for annual partnership planning
 Align resources to manage partnerships
 Identify, develop, and activate relationships
 Work with our partners to identify and reduce duplication of efforts

Build and expand 
strategic 
partnerships

o Increased visitor volume
o Increased international visitor volume
o Draft of Tourism Infrastructure Master Plan completed 
o Increased total air service 

 Develop long-term Tourism Infrastructure Master Plan
 Enable access to San Luis Obispo County via increased transportation options
 Initiate feasibility plan for conference center
 Advocate and educate to support international tourism readiness 

Advocate for the 
development of 
critical tourism 
infrastructure

Imperatives Objectives Initiatives

AC
TI

ON

o Year-over-year growth in total stakeholder participation at Visit SLO CAL events/meetings
o Increased stakeholder satisfaction scores
o Year-over-year growth in local media coverage
o Deliver on objectives as stated in annual marketing plan
o Community engagement with countywide tourism 

 Develop an engaged and high-functioning tourism culture for San Luis Obispo County 
 Create an impactful annual marketing plan and timeline
 Develop and execute a local communication strategy
 Develop a plan for advocacy on behalf of stakeholders

Demonstrate value 
to our stakeholders, 
partners and 
communities

Vision Mission Values Brand Intention Position
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Sample Work Product

Vision

Where the world 
travels to 

experience freedom 
of the heart.

Mission

We support our city’s 
visitor economy by 

raising awareness and 
creating demand for 

the experience of 
West Hollywood. 

Values
Accountable
We are transparent, accessible, and results-focused.
Collaborative
We are inclusive, respectful, and we seek out the talents and skills we need for 
success.
Progressive
We are forward-looking in who we are and what we do.
Determined
We are resolute in accomplishing our mission and persevere in the face of 
challenges.

Reputation

Our partners and visitors 
TRUST Visit West 

Hollywood because we 
provide KNOWLEDGE, 

LEADERSHIP, and
CREATIVITY. 

Position

Visit West Hollywood is the only 
official organization dedicated to 

creating awareness and 
demand, developing and 

delivering timely, relevant and 
comprehensive information 

about the destination.

BID Purpose
The BIDs serve to make their 
business districts a better 
place to do business by 
raising awareness, improving 
the reputations of the 
Districts, and bringing more 
foot traffic—resulting in 
greater revenue for 
businesses in the districts

Responsibly Grow 
Demand

for the Destination

• Increase intent to travel, as measured by: sentiment, website engagement, and 

agent engagement/inquiries

• Increase occupancy in identified need periods

• Develop BID microsites to 
maximize cross-
promotional opportunities

Expand Destination 
Awareness

• Increase awareness of the destination and its distinct districts over 2017 baseline

• Increase social media fan base and engagement year over year

• Develop and leverage an influencer program to expand and enhance Visit WeHo
social media presence

• Develop an emerging-market program targeted at identified countries, including 
France and Germany

• Establish/expand content about WeHo and its distinct districts in appropriate and 
relevant media

• Create content (visual 
and text) aimed at the 
Districts to be used on 
missions and at trade 
shows

Maximize our 
Partnerships

• Annual increase in BID member engagement, as measured by response rate to survey

• Supplement paid media by 25% through partnerships

• Grow PR and trade inquiries through partnership efforts by 10% each year over 2017 
baseline

• Grow year over year Earned Partnership Value (EPV) over 2017 baseline

• Maximize relationships with other tourism agencies to expand our reach

• Partner with iconic LA attractions to encourage longer length of stay

• Develop programs with complementary “destinations” and experiences to expand 
visibility

• Use BID Manager to 
identify and develop 
partnership opportunities 
for all BID businesses

Demonstrate 
Organizational 

Effectiveness & 
Relevance

• Enhance West Hollywood visitor economy year over year as measured by economic 
impact study

• Grow tourism stakeholder engagement scores over 2017 baseline

• Maintain executive involvement with industry organizations, as measured by: 
speeches/panels (4); involvement on boards (5)

• Grow employee engagement scores over 2017 baseline

• Identify and analyze the right data from trusted sources to inform accurate 
decision-making and reporting

• Develop and deploy stakeholder newsletter program to inform and educate 
stakeholders (program to include annual survey)

• Invest in development of semi-annual team-building offsite meetings/experiences 
to bolster employee engagement

• Define and execute upon Visit WeHo’s roles and responsibilities for the BIDs,. 
Including those identified in the Service Level Agreements 

• Define and execute upon 
Visit WeHo’s roles and 
responsibilities for the 
BIDs, Including those 
identified in the Service 
Level Agreements 

Visit West Hollywood 
Strategic Direction 2017/18—2019/20

Imperatives Objectives BID Initiatives
• Develop programs to bolster occupancy during identified need periods
• Synchronize departmental efforts to respond to visitor intent, travel trends, 

and destination needs
• Enhance website content, design and functionality to continue improving user 

experience and engagement

Initiatives

Visit West Hollywood
Three Year Strategic Plan
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References
We've has had the pleasure of working with many destination marketing organizations in the travel & 
tourism industry. The following are select references on behalf of Coraggio:  

John Lambeth
President & CEO
Civitas Advisors
916-437-4300
jlambeth@civitasadvisors.com

Mike Kingsella
Executive Director
Up For Growth
202-716-2064
mkingsella@upforgrowth.org

Chuck Davison
President & CEO
Visit SLO CAL
805-541-8000
chuck@slocal.com


