SAN MATEO COUNTY

EVENTCENTER

ON THE SAN FRANCISCO PENINSULA

To: Board of Directors

From: Dana Stoehr, Chief Executive Officer

Date: Sept15, 2026,
Subject: CEO Update Report August — September 2026

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.

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.

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 rescheduled with the consultants and the key stakeholder committee for October 1st
to determine next steps and potential funding options.

Capital Projects

All Capital Projects Completed.

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

The 2026 Fair was an astounding success by all measures. 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. We have worked diligently with staff to ensure all Fair-related expenses were
accounted for by July; the financials for July and August presented include all Fair expenditures we are
aware of, and any unidentified outstanding expenses will be incidental and minor.

Launched three hiring campaigns: Culinary Manager, a Payroll Tech, and a Maintenance Manager. | am
pleased to report that Gavin O’Hagan has started as our new Facilities Superintendent. | am also pleased
to share the other positions have been filled. The Payroll position started September 15 with plans for the
candidate to take over more of the Controller's responsibilities in anticipation of future staff retirement. An
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excellent candidate filled the Culinary Manager position, and he will be starting on September 23,

Staff also engaged in hiring for a position to support Events, and a candidate has been selected to start the
week of September 215,

Continued to work with Samaritan House on a potential Kitchen lease while compiling a rental package for
commercial uses of the new kitchen. Samaritan House is working on a draft use plan to transition by
December, with full use by January 2027. | have provided Samaritan House with a deadline of October 30"
to provide a plan for occupancy. Staff is also preparing a commercial lease plan in the event Samaritan
House is not prepared for a lease agreement by December of 2026.

Continuing to work with staff to expand marketing of the Bay Stay RV park.

Staff performance evaluations are being prepared

Work has begun to prepare the 2027 budget with a supplemental organizational goals report

Staff have worked on updating the employee handbook and will be presenting recommendations at the
October Board meeting.

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