SAN MATEO COUNTY

EVENTCENTER

ON THE SAN FRANCISCO PENINSULA

To: Board of Directors
From: Dana Stoehr, Chief Executive Officer

Date: August 26, 2026
Subject: CEO Update Report

Dear Members of the Board,

Please find below my report summarizing current initiatives, operational activities, and strategic
planning efforts led by the CEQO's Office for June and July.

Strategic Planning - Feasibility Study

The Feasibility Study continues its process. They have narrowed proposals to two main development
options.
e Development Path 1: A new event building and parking garage along the north side of thesite. This
demonstrates the removal of buildings and a redesign of the site.

e Development Path 2: Expansion and Retrofit - Expo Hall (105,000 sq. ft.), Expansion and Retrofit of
Fiesta Hall (55,000 sq. ft.), and a Comprehensive Facility-Wide Remodeling Evaluation addressing the 5
additional structures on the campus.

A meeting has been scheduled with the consultants and key stakeholder committee for September 9*" or
10" to determine next steps and potential funding options.

Capital Projects
e Cypress Restroom Project — Completed
e Fiesta Hall Lobbies and Bathrooms — Completed
e Redwood Hall and Resiliency Kitchen — Completed
e RV Park — Completed
e Generator Project — Completed
o Fiesta Hall Life Safety and Fire System Upgrade - Fiesta Hall is being scheduled with the selected
contractor for a full life and firesystem upgrade. The contractor has received approval of the plan from
the San Mateo/Belmont Consolidated Fire Department. Work is expected tobe completed by
December 2026, if the budget allows.
Operational and Other SMCEC Activity Highlights
e The 2026 Fair was an astounding success by all measures. The staff did an excellent job. With the addition

of the Cal Expo Marketing Team, the Fair realized a 22% gain in attendance to 104,609 and a 13%
increase in revenue, not including the Fair buyout day.



Successfully negotiated a complex agreement with PG&E providing electrification to the RV Site on May 29.
In time for the San Mateo County Fair. The RV Park is now open to the public and taking reservations. Staff
are working on sales and marketing campaigns to promote awareness, particularly with Good Sam, S.F.
Peninsula Travel, and local hospitals as cost-effective lodging alternatives https://bayrvstay.com/

Launched a volunteer program for non-profits to work at the Fair in our Culinary Dept; proceeds of
$20/per hour per person will go to the non-profit of their choosing. This program reduces our labor costs
and enhances our community relations; we continue to work.

Launched three hiring campaigns: Culinary Manager, a Payroll Tech, and a Maintenance Manager. | am
pleased to share the Maintenance Manager and Payroll positions that have been filled. The Payroll
position starts September 15". When Diane returns from vacation. The payroll position was filled by a full-
charge bookkeeper, with plans to have them take over more of the Controller's responsibilities in
anticipation of future staff retirement. We are narrowing down candidates for the culinary position.

Worked with staff and our new electrician to launch a new small- to mid-size event electrical service,
providing clients with more competitive and transparent pricing while creating a new revenue source
for the Association. For years, a limited number of local event electrical providers resulted in high
costs and limited options for Event Center clients.

Our new electrician inventoried the Event Center's existing trade show electrical equipment and, with only
a modest investment in additional supplies, established the capability for Event Center staff to provide
many of these services directly. Larger or specialized electrical installations will continue to utilize qualified
outside contractors when appropriate.

The program addresses a long-standing client service issue while improving the Event Center's financial
performance. It allows the Association to retain electrical service revenue that previously went to outside
vendors, provides clients with fair and competitive rates, improves coordination during event planning and
execution, and creates an opportunity for continued ancillary revenue growth as demand increases.

The program is a win for both the Event Center and our clients, lowering barriers and improving service for
event producers while generating new sustainable revenue to support operations and reinvestment in the
property.

Staff are also engaged in hiring additional staff in Sales and Events

Controller Baumann is on an extended vacation, so | have assisted more in the finance department with
payables and payroll during this period.

Met with City of San Mateo Staff and the City Manager to update our existing .33. This agreement is a
continuation of our previous agreement that offsets horseracing .33 funds from city services used by the
Event Center.

Successfully negotiated a 5-year backlog from the City of San Mateo for sewer fees, saving over two
hundred thousand dollars in fees from the original invoices.

Continued to work with Samaritan House on a potential Kitchen lease while compiling a rental package for
commercial uses of the new kitchen.

Started working on the 2027 budget process

Sales staff will provide a Sales outlook in a separate document.


https://bayrvstay.com/

