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HOME RULE AUTHORITY

The purpose of this study is to determine the need for  ser vices and the feasibi l i ty of establishing a 
business-based Tour ism Marketing Distr ict (TMD) to provide needed ser vices in Tuolumne County. 
TMDs uti l ize the eff iciencies of pr ivate sector  operation in the market-based promotion of tour ism 
distr icts. TMDs al low  lodging business ow ners to organize their  effor ts to increase demand for  
room night sales. Lodging business ow ners w ithin the TMD pay an assessment and those funds are 
used to provide ser vices that increase demand for  room night sales.

A TMD in Tuolumne County would provide destination marketing, sales and visi tor  ser vice 
programs and related administr ation to increase demand for  overnight tour ism and market the 
payors as tour ist, meeting and event destinations, thereby increasing demand for  room night sales.

Civi tas has worked di l igently w ith Tuolumne County lodging business ow ners to determine what 
concerns they have regarding the long-term prosper i ty of the Tuolumne County tour ism economy, 
and the ser vices that are needed to dr ive overnight visi tation to the area. Outreach thus far  has 
taken place in the form of meetings, emai ls and phone cal ls to lodging business ow ners w ithin the 
proposed TMD boundar ies, and the creation of a robust Steer ing Committee. This study is intended 
to provide information to be uti l ized in upcoming increased outreach effor ts. Additional outr each 
and education effor ts are necessar y to garner  optimal suppor t for  Tuolumne County TMD 
formation .

EXECUTIVE SUMMARY
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HOME RULE AUTHORITY

Promotion of lodging businesses, the grow ing tour ism economy in Tuolumne County, and the 
implementation of programs and marketing r elated to dr iving overnight visi tation r equir es 
funding. Subsidizing promotional activi ties is often the burden of lodging businesses themselves, or  
a jur isdiction?s economic development budget. These funds can be di f f icult to depend on, as 
budgets tend to f luctuate from year -to-year , and funds can be diver ted for  other  purposes. The need 
to supplement such funding has become more urgent, due to r ecent threats to Visi t Tuolumne 
County?s funding. As a r esult of the increasingly pressing need to establish a stable funding str eam, 
lodging business ow ners in Tuolumne County have championed the push to establish a TMD in an 
effor t to provide a stable source of funding for  lodging business activi ties and promotions in 
Tuolumne.

TMDs have fundamental ly changed the f inancial str ucture of destination marketing organizations 
(DMOs) throughout the United States. TMDs as funding mechanisms help DMOs avoid the need to 
annually prove the DMO's wor th to government legislative bodies by providing a new  source of 
stable, dedicated funding. TMDs have ushered in a new  era of suff iciency, stabi l i ty, and 
predictabi l i ty. Businesses w ithin a TMD pay an assessment and those funds are used to provide 
ser vices that increase demand for  overnight visi tation to assessed businesses. A TMD establishes a 
sustainable and dependable funding source for  lodging business promotions, r egardless of 
jur isdiction budget f luctuations. Creating a TMD gives assessed lodging businesses an oppor tuni ty 
to cohesively devise an enterpr ising marketing and promotions campaign to r emain competi tive 
against other  destinations throughout the state. A TMD provides the unique oppor tuni ty for  
Tuolumne County lodging business ow ners to uni te under  a col lective voice. Civi tas was hir ed to 
conduct a feasibi l i ty study to explore the potential of forming a TMD in Tuolumne County, 
including the City of Sonora.

TOURISM MARKETING DISTRICTS
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HOME RULE AUTHORITY

TMDs are funded through an assessment placed on lodging businesses w ithin the distr ict. The 
amount of the assessment is determined by the lodging business ow ners at the formation of the 
distr ict, w i thin par ticular  legal guidel ines. Funds raised through the assessment must be spent 
w ithin the distr ict for  the benefi t of the lodging businesses paying the assessment. Funds raised 
through the TMD cannot be diver ted to government programs.

It is proposed that Visi t Tuolumne County would ser ve as the TMD?s Ow ners? Association. The 
Ow ners? Association is charged w ith managing funds and implementing programs in accordance 
w ith the Management Distr ict Plan, and must provide annual r epor ts to the Tuolumne Board of 
Super visor s. I f  the TMD formation is pur sued, Visi t Tuolumne County may create a new  committee 
to implement and oversee TMD programs. The committee would be r esponsible for  determining 
the management of TMD funds and expenditures, and shall  include representation from lodging 
businesses paying the TMD assessment.

Oversight for  the proceedings and administr ation of the TMD, including ensur ing al l  funds are used 
to benefi t paying lodging businesses, is ensured by provisions of the Proper ty and Business 
Improvement Distr ict Law  of 1994, Str eets and Highways Code section 36600 et seq. (94 Act). As 
managing enti ty of the TMD, Visi t Tuolumne County would be r equir ed to submit an annual r epor t 
to Tuolumne County to ensure that the distr ict r emains in compliance w ith the law. This annual 
r epor t is accessible for  r eview  by the public. Fur thermore, the managing enti ty of the TMD is 
r equir ed to be in compliance w ith the Cali fornia Brow n Act, ensur ing al l  meetings are open to the 
public, as well  as the Public Records Act. A TMD is a stable source of funding w ith legal assurances 
in place to ensure public tr ansparency. This aspect of a TMD provides confidence to those 
par ticipating that funds w i l l  always be uti l ized to benefi t their  businesses.

MANAGEMENT & OVERSIGHT
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HOME RULE AUTHORITY

To proper ly communicate the TMD formation effor t, r egular  Steer ing Committee meetings have 
been implemented to fur ther  discuss TMD formation effor ts, and ear ly successful outr each effor ts 
have been made to begin discussing the feasibi l i ty of the TMD w ith the lodging business community 
and the Tuolumne County Board of Super visor s. I f  lodging business ow ners choose to move 
for ward w ith creating the TMD, such concerns w i l l  have the oppor tuni ty to be heard and discussed 
by the jur isdictions implementing the distr ict formation process, which r equir es a public meeting 
and hear ing as a component of forming the distr ict. Overal l , interest and enthusiasm from lodging 
business ow ners indicates a posi tive r eaction should the process of forming the TMD be 
under taken. However , more intensive education and outreach effor ts should be made in the 
coming months, and increased communication w ith the County Board of Super visor s is needed to 
faci l i tate the formation process. The County w i l l  be r esponsible for  faci l i tating essential data 
processes, such as the peti tion dr ive, so their  cooperation is needed for  a successful formation.

KEY ENGAGEMENT FINDINGS
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COMP SET

The fol low ing comp set r epresents the TMD budgets of DMOs simi lar  to Visi t Tuolumne County. 
As show n in the char t, the budgets of simi lar  DMOs are supplemented by TMD funds anywhere 
in between $1.3M to $8.0M. The establishment of a TMD in Tuolumne County w i l l  undoubtedly 
help Tuolumne County r emain competi tive w ith destinations by increasing the marketing 
dollar s avai lable for  Visi t Tuolumne County to uti l ize.

Dest inat i on TMD Budget TMD Assessm ent Other  Guest  Levies

Mammoth $6,668,250 1% - 2% 13.2%

Nor th Lake Tahoe $6,000,000 1% - 2% 10.2%

South Lake Tahoe $2,680,000 $3.00 - $4.50/night 12.2%

Monterey $8,856,266 $1.50 - $7.50/night 10.2% - 12.2%

Napa $8,000,000 2% 12.2%

Placer  County $3,800,000 $6.50/night 6.2% -12.2%

Santa Cruz $2,900,000 $2.10 - $4.00/RevPar 11.2%

Tr i-Valley $2,166,000 $3.25/night 6.7% - 8.2%

Mar iposa $2,391,807 1.5% 12.2%
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Assessment funds w i l l  be spent to provide speci f ic benefi ts confer red or  pr ivi leges granted 
dir ectly to the payors that are not provided to those not charged. The pr ivi leges and 
ser vices provided w ith the TMD funds are sales, marketing and visi tor  ser vice programs 
avai lable only to assessed lodging businesses.

Budget

The tables below  represent the proposed budget per centage al locations for  the f i r st year  of 
TMD operations, assuming an assessment r ate of one percent (1%), one-and-one half  
per cent (1.5%), and two percent (2%) of gross sales r evenue of assessed lodging businesses, 
based on data provided by the Tuolumne County:

PROPOSED BUDGET ASSESSMENT SCENARIOS

Ser vi ces % 1% 1.5% 2%

County Wide Sales & 
Marketing

75% $436,743 $655,115 $873,486

Visi tor  Ser vices & 
Visi tor  Center s

14% $81,525 $122,288 $163,051

Administr ation & 
Operations

5% $29,116 $43,674 $58,232

Contingency/Reser ve 5% $29,116 $43,674 $58,232

County/City 
Collection Fee

1% $5,823 $8,735 $11,646

TOTAL 100% $582,324 $873,486 $1,164,648
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Proposed Services

The TMD is cur rently proposed to include al l  lodging businesses located w ithin the 
boundar ies of the City of Sonora and the unincorporated area of Tuolumne County, as 
show n in the map included in this study. The fol low ing activi ties and ser vices are 
proposed for  the TMD:

County Wide Sales & Marketing 

A sales and marketing program w i l l  promote assessed lodging businesses as tour ist, 
meeting, and event destinations, w ith a central theme of promoting Tuolumne County as a 
desir able place for  overnight visi ts. The programs w i l l  have a central theme of promoting 
the r egion as a diver se, exci ting, four -season destination, and w i l l  have the goal of 
increasing overnight visi tation and room night sales at assessed lodging businesses, 
especial ly dur ing mid-week and non-peak seasons. These effor ts w i l l  increase tour ism, 
economic vi tal i ty, and community stabi l i ty for  the assessed lodging businesses w ithin the 
TMD, and may include the fol low ing activi ties:

- Par tner ships w ith state and local organizations to promote Tuolumne County 
throughout the United States and the wor ld;

- Internet marketing effor ts to increase awareness and optimize internet presence to 
dr ive overnight visi tation and room sales to assessed businesses;

- Development of effective marketing effor ts to promote Tuolumne County across 
paid, ow ned, and earned channels to increase awareness and generate website 
tr aff ic to dr ive tour ism at assessed businesses;

- Pr int ads in magazines and newspapers, social media and online digi tal ads, 
bi l lboards, television ads, and radio ads targeted at potential visi tor s to dr ive 
overnight visi tation and room sales to assessed businesses;

- Attendance of tr ade shows to promote assessed businesses;
- Sales bl i tzes for  assessed businesses;
- Famil iar ization tour s of assessed businesses;
- Preparation and production of col lateral promotional mater ials such as brochures, 

f lyer s and maps featur ing assessed businesses;
- Attendance of professional industr y conferences and aff i l iation events to promote 

assessed businesses;
- Lead generation activi ties designed to attr act tour ists and group events to assessed 

businesses;
- Dir ector  of Sales and General Manager  meetings to plan and coordinate tour ism 

promotion effor ts for  assessed businesses;
- Development and maintenance of a website designed to promote assessed 

businesses.

Visitor Services & Visitor Centers

To fur ther  str engthen the visi tor  exper ience whi le in Tuolumne County, innovative 
ser vices w i l l  include special activi ties and information programs. Visi tor  information 
center s operation ser vices w i l l  ensure that visi tor s to the r egion have access to information 
for  assessed business ser vices. The program may provide the fol low ing ser vices:

- Providing staff ing at Visi tor  Center s;
- Developing mater ials and technologies to expand visi tor  information at var ious 

locations throughout the r egion;
- Providing comprehensive in-market visi tor  information including business r efer rals 

to assessed businesses;
- Tracking and analyzing information on the or igin, destination, demographics, and 

interests of visi tor s to the r egion.
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Proposed Services (continued)

Administration & Operations

The administr ation and operations por tion of the budget shall  be uti l ized for  
administr ative staff ing costs, off ice costs, advocacy, and other  general administr ative costs 
such as insurance, legal, and accounting fees.

Contingency/Reserve

The budget includes a contingency l ine i tem to account for  uncollected assessments, i f  any. 
I f  there are contingency funds col lected, they may be held in a r eser ve fund or  uti l ized for  
other  program, administr ation, or  r enewal costs at the discretion of the Visi t Tuolumne 
County Board. Policies r elating to contr ibutions to the r eser ve fund, the target amount of 
the r eser ve fund, and expenditure of monies from the r eser ve fund shall  be set by the Visi t 
Tuolumne County Board.

County/City Collection Fee

The County and City may retain a fee equal to one percent (1%) of the amount of 
assessment col lected, w ithin their  r espective jur isdictions, to cover  their  costs of col lection 
and administr ation.



Civi tas worked w ith the Steer ing Committee and Visi t Tuolumne County to develop a proposed 
boundar y. The TMD is cur rently proposed to include al l  lodging businesses located w ithin the 
boundar ies of the City of Sonora and the unincorporated area of Tuolumne County, as show n in 
the map below. Based on the cur rent boundar y, consent must be obtained from the City of Sonora 
for  the County to successful ly pur sue the TMD formation process. The boundar y may be reduced 
dur ing the formation process.

POTENTIAL BOUNDARIES
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ADDITIONAL CRITERIA
Assessment Rate

The annual assessment may be a percentage of gross shor t-term room rental r evenue, or  a f ixed 
dollar  per  paid occupied room night.

An annual assessment increase option may also be explored and implemented. For  the purposes 
of this study, below  is a mock scenar io based on simi lar  distr icts, assuming an ini tial assessment 
r ate of one percent (1%), and an annual increase of one half  of one percent (0.5%) is 
implemented each year  to a maximum of two percent (2%).

Year

County-Wide 
Sales &  

Mar ket i ng

Visi tor  
Ser v i ces &  

Visi tor  
Center

Adm in i st r at i on 
&  Oper at i ons

Cont ingency/
Reser ve

County/Ci t y 
Col l ect i on 

Fee
Total

2023 $436,743 $81,525 $29,116 $29,116 $5,823 $582,324

2024 $655,115 $122,288 $43,674 $43,674 $8,735 $873,486

2025 $873,486 $163,051 $58,232 $58,232 $11,646 $1,164,648

2026 $873,486 $163,051 $58,232 $58,232 $11,646 $1,164,648

2027 $873,486 $163,051 $58,232 $58,232 $11,646 $1,164,648

Total $3,712,316 $692,966 $247,488 $247,488 $49,498 $4,949,754
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ADDITIONAL CRITERIA (continued)
Term

The proposed TMD could have up to a f ive (5) year  l i fe, w i th the term star t date contingent on 
when the formation process begins. A formation process may take six (6) months to one (1) year  
to complete. After  the ini tial f ive (5) year  term, the TMD may be renewed again for  up to ten (10) 
years i f  lodging business ow ners suppor t continuing the programs.
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CONCLUSION & NEXT STEPS
After  engaging w ith lodging business ow ners in Tuolumne County, analyzing their  feedback, and 
assessing the f inancial benefi ts of forming a TMD distr ict in Tuolumne County, i t is our  opinion 
that forming a TMD poses an exci ting oppor tuni ty to generate a stable source of r evenue for  
Tuolumne County lodging businesses, especial ly in a time where the need for  funding has 
become an urgent and immediate need for  the r egion.

One impor tant component of forming a TMD is conducting thorough outreach and 
communication w ith proposed to be assessed lodging businesses and off icials from Tuolumne 
County and the City of Sonora. In order  to pur sue a successful formation process that r ef lects the 
needs and w ishes of the lodging business community in Tuolumne County, additional outr each 
should be conducted in the form of lodging business ow ner  meetings, presentations to lodging 
business ow ners, and education effor ts concerning the TMD formation process. Fur ther  
communication w ith Tuolumne County is encouraged and crucial to ensure a smooth formation 
process, such as conversations r egarding the faci l i tation of essential data processes l ike the 
peti tion dr ive.
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The proposed TMD w i l l  be formed pursuant to the 94 Law. The fol low ing steps must be 
taken in order  to form a TMD in Tuolumne County:

1. CREATION OF FORMATION RESOURCES

The beginning of any successful formation process is the development of the project?s 
infr astr ucture. The parameter s of the project must be outl ined to provide clear  objectives 
and assignments to the appropr iate par ties. Additionally, a Steer ing Committee composed 
of stakeholders and lodging business ow ners must be formed to lead the project?s 
education and outreach program in order  to secure the r equisi te suppor t for  the project.

2. BUDGET CONFIRMATION

Civi tas w i l l  work w ith the Steer ing Committee to ensure that the appropr iate lodging 
businesses have been identi f ied and compi led into a database. Civi tas w i l l  provide 
assessment scenar ios and budget projections, which w i l l  need to be confi rmed by the 
County.

3. OWNER OUTREACH & EDUCATION

Ow ner  outr each and education is a cr i tical component of the formation process. Civi tas 
w i l l  work w ith the Steer ing Committee to develop an effective outr each and education 
program. The program w i l l  include educating County and City staff  and lodging business 
ow ners about TMDs and seeking their  input on str ategies for  formation and TMD 
parameter s.

4. DISTRICT PLAN DEVELOPMENT

As parameter s for  the TMD are being sol idi f ied dur ing the outr each process, Civi tas w i l l  
draft the r equir ed documents for  TMD formation. The Ser vice Plan drafted by Civi tas in 
col laboration w ith the Steer ing Committee w i l l  eventually become the basis for  the 
Management Distr ict Plan (Plan). Once distr ict parameter s have been f inal ized, the Plan 
and a sample peti tion w i l l  be drafted. The Plan and sample peti tion w i l l  undergo a r eview  
process by the Steer ing Committee and County staff . Civi tas w i l l  make f inal edi ts to the 
Plan and peti tion. Final ly, the r esolutions and notice needed for  the hear ing process w i l l  be 
drafted and sent to County staff  for  r eview  dur ing this step.

5. PETITION DRIVE

Before the hear ing process can begin, a successful peti tion dr ive must be completed. 
Lodging business ow ners r epresenting over  f i f ty per cent (50%) of the total assessments to 
be paid must submit peti tions in favor  of TMD formation to complete the peti tion dr ive. 
This step includes identi fying key lodging business ow ners and col lecting signed peti tions. 
This process is led by the Steer ing Committee, whose outreach effor ts pr ior  to the peti tion 
process have pr imed the suppor t needed to complete the peti tion dr ive. Data necessar y for  
the peti tion dr ive has been retained by Tuolumne County. Thus, Tuolumne County w i l l  
need to act as a monitor  of the peti tion suppor t threshold.

13
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6. INITIAL HEARING
The ini tial hear ing, r efer r ed to as the Resolution of Intention (ROI), is the f i r st hear ing held 
by the Tuolumne Board of Super visor s r egarding TMD formation. Civi tas w i l l  work w ith 
County staff  to prepare for  the ROI and provide the necessar y documents to complete this 
step.

7. RESOLUTIONS REQUESTING CONSENT

Upon adoption of the Resolution of Intention, the Tuolumne Board of Super visor s must 
r equest consent from the City of Sonora to be included in the proposed TMD. Consent must 
be r eceived from the City of Sonora pr ior  to the f inal public hear ing for  the jur isdiction to 
be included in an established TMD.

8. NOTICE & PROTEST PERIOD

Shor tly fol low ing the adoption of the ROI, a mai led notice must be sent to al l  lodging 
business ow ners proposed to be assessed. Civi tas w i l l  draft the notice and work w ith 
County staff  to mai l the notice to lodging business ow ners. Mai l ing of the notice star ts the 
mandator y for ty-f ive (45) day w indow  which must occur  before the public hear ing may be 
held. Dur ing the time between the mai led notice and the close of the public hear ing, 
lodging business ow ners in opposi tion to the TMD may submit protests against formation 
of the TMD. If  lodging business ow ners r epresenting over  f i f ty per cent (50%) of the total 
assessments to be paid protest against formation of the TMD, the TMD shall  not be formed.

9. PUBLIC MEETING & FIRST READING OF ORDINANCE

The public meeting is a r equir ement of the Proper ty and Business Improvement Distr ict 
Law  of 1994. The public meeting is held by the Tuolumne Board of Super visor s. The 
general public may provide comment r egarding TMD formation. No action by the Board of 
Super visor s r elated to the TMD is taken at the public meeting.

The Board of Super visor s shall  also conduct the f i r st r eading and introduce the Ordinance 
proposing formation of the TMD and levying the assessments.

10. PUBLIC HEARING & SECOND READING/ADOPTION OF ORDINANCE

The public hear ing or  Resolution of Formation (ROF) and the adoption of the Ordinance is 
the f inal step in the TMD formation process. The Tuolumne Board of Super visor s must 
hold the public hear ing and al low  for  public comment. I f  there is no protest by lodging 
business ow ners r epresenting over  f i f ty per cent (50%) of the total assessments to be paid, 
the Board of Super visor s may adopt the ROF levying the TMD assessments and forming the 
TMD. Follow ing the adoption of the ROF, the Board of Super visor s shall  conduct the second 
reading and f inal adoption of the Ordinance proposing formation of the TMD and levying 
the assessments. Follow ing successful passage of the ROF and the Ordinance, the TMD is 
formed, and the Ordinance shall  go into effect thir ty (30) days after  i ts successful passage.

14



APPENDIX: SAMPLE FORMATION 
PROCESS TIMELINE

Act ion Date Responsible Par ty

Business outreach and consensus bui lding March 2023- 
ongoing

Visi t Tuolumne   County, 
Steer ing Committee

Develop i n i t i al  dr af t  Managem ent  Dist r i ct    Plan (MDP) May 2023 Civi tas

Submit draft MDP to Steer ing Committee; ongoing r eview June 2023 Civi tas, Steer ing 
Committee

Submit draft MDP and Peti tion to County; ongoing r eview July 2023 Civi tas, County

Final MDP   and Peti tion approved by County August 2023 County

Pet i t i on Dr ive August-September  
2023

County

Submit draft ROI, Notice, ROF, and Ordinance to County September  2023 Civi tas

Submit Peti tions total ing over  50% of assessment to County September  2023 County

Boar d of  Super v i sor s

·Resolution of Intention

·Resolution Requesting Consent

October  2023 Civi tas, County

Mai l

- Notice of Public Meeting/Hear ing- Should        be mailed 1 day after 
ROI is adopted.Must be mailed 45 days before public hearing.Clerk 
certification of mailing is        required.

October  2023 County

Ci ty Counci l  ? Consent  Hear ing

Resolution Granting Consent to Tuolumne County

 Anytime before 
the f inal   
hear ing

City of Sonora

Boar d of  Super v i sor s ? Publ i c Meet ing &  Fi r st  Reading of  Or dinance

·Public Meeting ? No action r equir ed- Must be held at least 10 days after   
Notice of Public Meeting/Hearing is mailed and at least 7 days before Public   
Hearing is held.

·Board of Super visor s w i l l  also conduct   the f i r st r eading of the Ordinance 
to form the TMD and levy assessments

November  2023 County

Boar d of  Super v i sor s ? Publ i c Hear ing &  Second Reading/Adopt ion of  
Or dinance

·Public Hear ing & Adopt Resolution   of Formation- Must be held at least 45   
days after Notice is mailed.

·Second reading and f inal adoption of   Ordinance to form the TMD and 
levy assessments

November  2023 Civi tas, County

Distr ict begins col lecting assessment Januar y 2024 Businesses
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At Civi tas, we special ize in igni ting local economies, creating jobs and establishing stable 
funding for  destination promotions and dow ntow n improvements throughout the 
United States. With more than 20 years of exper ience, we provide exper tise in al l  aspects 
of forming, modifying, and renew ing improvement distr icts. With off ices in Sacramento, 
Los Angeles, and New  York, our  team of professionals has guided over  150 distr icts 
through the formation, modif ication or  r enewal process. With i ts deep exper ience and 
exper tise, Civi tas has been commissioned by the U.S. Travel Association to conduct 
nationw ide studies.
  

PROJECT MANAGER:

Kelly Rankin, Project Manager

krankin@civi tasadvisor s.com

916.436.5323

ABOUT CIVITAS



1102 Cor por ate Way Ste 140, Sacr am ento, CA 95831 
800.999.7781 |  civ i tasadvisor s.com
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