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TRANSMITTAL LETTER

C.H. JOHNSON CONSULTING, INC.
EXPERTS IN CONVENTION, SPORT AND REAL ESTATE CONSULTING

December 31, 2011
Mr. Donald Fry
Greater Baltimore Committee
111 South Calvert Street, Suite 1700
Baltimore, MD 21230
Re: Harford County Destination Market Study
Dear Mr. Fry:
C.H. Johnson Consulting, Inc. (Johnson Consulting) is pleased to provide this
assessment of tourism related economic development opportunities and challenges
currently facing Harford County. Also included in our assessment are
recommended actions to achieve on-going growth in the region, with the enhanced
vision to position Harford County as a stronger tourism destination. Tourism,
sports, meetings, hotel development and destination marketing topics are
addressed.
Johnson Consulting has no responsibility to update this report for events and
circumstances that occur after the date of this report. The findings presented herein
reflect analysis of primary and secondary sources of information. Johnson
Consulting utilized sources deemed to be reliable but cannot guarantee their
accuracy. Moreover, estimates and analysis presented in this study are based on
trends and assumptions, which usually result in differences between the projected
results and actual results.
We have enjoyed serving you on this engagement and look forward to providing
you with continuing service.

Sincerely yours,

C.H. JOHNSON CONSULTING, INC.

6 East Monroe St.  5 Floor  Chicago, Illinois 60603  Phone: 312.447.2010  Fax 312.444.1125
www.chjc.com  info@chjc.com
th
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INTRODUCTION AND EXECUTIVE SUMMARY

C.H. JOHNSON CONSULTING, INC.
E XPERTS IN CONVENTION, SPORT AND REAL ESTATE CONSULTING

INTRODUCTION
Project Assignment
Johnson Consulting was retained by the Greater Baltimore Committee to develop a
report that provides an analysis of the current situation, with respect to economic
and demographic indicators, tourism products, and current tourism promotion
efforts. This report summarizes key observations and issues that have been
identified during interviews with various individuals and organizations; identifies
and analyzes the key characteristics of example sports facilities and convention
centers; and provides recommendations for ensuring the ongoing tourism growth
for Harford County.

Methodology
Johnson Consulting began this project by collecting a wide variety of information on
the current tourism efforts and issues facing the tourism industry locally, regionally
and nationally. In order to complete the analysis required for this study, Johnson
Consulting performed the following tasks:
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Interviewed various convention and visitor bureau and tourism
representatives, business leaders, attraction representatives, economic
development officials, and local area hotel managers, along with other
relevant economic development representatives, in order to gather
information about the current role of, and expectations and opportunities for
Harford County in the future.



Undertook a comprehensive review of Harford County’s current tourism
promotion efforts, including an assessment of the current operating model
itself, along with the Harford County’s Tourism development mission,
staffing levels, and operating revenues and expenses.



Identified and examined relevant competitive and comparable destinations,
their products, marketing organizations and approaches, and levels of
business. We then benchmarked them against the County’s tourism
promotion efforts, products and performance.



Summarized the key opportunities and challenges facing Harford County
and the region as they relate to tourism, and developed recommendations
regarding the on-going success and sustainability of Harford County
tourism economic development.



Identified and examined area hotel demand profiles, and assessed relevant
competitive and comparable meeting facilities, including an area of
opportunity analysis for Harford County in the meetings sector



Accessed and reviewed all sporting facilities throughout Harford County, as
well as interviewed five national sports facilities as example markets which
have proven success in attracting sporting events and its resultant tourism to
their market.

Executive Summary
The current impact of tourism on Harford County stems from sporting events, the
leisure market, and from the meetings, conventions and social functions that can be
hosted in the County. The APG conversion has changed the profile role and
opportunities in the County and this part of Maryland.
Leisure and sports markets are the most developed markets, since current efforts
through the County’s Office of Tourism are focused on those segments and because
meeting and convention facilities are very limited. Ripken Stadium and Cedar Lane
Sports Complex contribute significantly toward the prominence of Harford County
as a sporting event destination. The meeting, convention and social event markets
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are not as strong because the facility and lodging inventory does not exist to
support the existing or future evolution of these markets. Once there is a facility
available to accommodate meetings and conventions, as well as a full service
hotel(s), we anticipate that the economic impact from this business will be
substantial. Indeed, these markets along with sports, offer the best opportunity for
tourism economic impact growth. Facilities that support tourism will also support
the local resident base as well.
The 2010 economic data indicates that Harford County currently sustains 1.7 million
visitor days, constituting 1,481,000 unique visitors spending an average of $170
dollars per day. The overall impact on the local economy is $203 per visitor for a
total of $300 million in tourism spending. This spending level currently supports
6,214 jobs and a visitor based sales tax of $9.5 million.
We approached the scope by investigating the basic foundation sustaining the
current tourism industry in the County, including its needs, demand generators and
influences. Our recommendations were founded on this intense analysis coupled
with onsite stakeholder interviews and with an emphasis on moving the industry
forward. A synopsis of each item addressed within the scope follows:

A. Complete a lodging market/tourism analysis.
The lodging inventory is currently inadequate from both a quality of product and
market mix perspective. The hotels do not offer competitive meeting space or
expected amenities. The majority of the hotel inventory relates to limited service
and there are no full service properties.
New or updated properties that are
designed to industry standards will be necessary in order to capture the pent up
demand that exists in the meeting, convention and conference markets. Harford
County’s government per diem rate of $83, driving down average daily rate (ADR),
signifies the need to diversify the market mix and marketing efforts towards sports.
The tourism product is currently focused on the leisure and sporting event markets.
Available marketing monies do not allow the pursuit of other markets, except in a
limited manner. Growth from major demand generators such as APG and defense
contractors cannot be maximized because adequate financial resources have not
been established to capture and service new business.
The sporting event,
convention, meeting and social event markets are growth markets for the
destination.
The current entertainment and attraction base is somewhat limited in Harford
County. The existing museums and attractions, combined with current retail and
dining offerings, do not provide a core base of activity options that would
encourage multiple day stays. The most prominent attraction is the rural setting
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within the County and its natural resource assets, such as the Chesapeake Bay. The
lack of dining alternatives and specifically, fine dining were mentioned several
times during our interviews.
Furthermore, the need for youth-orientated
entertainment venues was noted from a youth sporting event perspective.

Moving the Needle
Lodging Market
The growth in the market due to APG provides the County a base from which it can
influence how and where hotel demand evolves. Using incentives and public
private partnerships, better quality hotels with higher levels of meeting space can be
attracted.
The recommended strategies to be implemented by Harford County in the near
future (within three years from now) include increasing its hotel inventory by 500
rooms and implementing more intensive efforts to promote business growth and
“new and improved” re-branding of Harford County.
Recommended strategies to be implemented in eight to ten years include increasing
the County’s hotel inventory by 1,500 rooms; continued efforts that promote
business growth and “new and improved” re-branding of Harford County; and
developing a mid-sized convention center. By bringing in out-of-County attendees,
exhibitors, and their guests, the convention center will generate convention room
nights and an increased daily rate.
Tourism Market
A marketing focus on corporate, military, visiting friends and relatives, sports and
leisure would move the leisure tourism industry in Harford County forward
quickly. Segmenting the leisure market into a variety of niche “special interest”
products, such as cultural heritage or nature tourism will attract new visitors and
bring new product to the destination. In order to service increased visitor traffic,
the private sector will need to invest in higher quality dining/ entertainment
options, as well as new attractions. If the County provides creative encouragement
via zoning and creating zones targeted for these uses, it can influence the quality of
assets developed.
Targeting meeting, conference/convention and sporting event business will move
the industry forward at a higher economic impact level. However, a convention
facility of appropriate size will have to be constructed and sporting event facilities
will require continual improvements. Securing more market share in the above
areas will drive the demand for new and appropriately designed hotel inventories.
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Of course, the biggest impediment to moving the needle is the implementation of a
dedicated tourism funding source(s) that generates adequate revenue levels.

B. Analyze the need and feasibility of a conference Center.
As previously noted, current meeting, convention and social event spaces are
insufficient. The regional marketplace is underserved and the lack of adequate
meeting space in Harford County forces potential events to seek more suitable
facilities elsewhere in the region, primarily in Baltimore and Philadelphia, but even
these areas are under served. The local social and business market is very
constrained, with local residents and companies either electing to not hold an event,
compromising on quality, or seeking alternative locations outside of Harford
County.
Johnson Consulting studied facilities St. Charles, Missouri, Tri-Cities, Washington
and Overland Park, KS, which have many similarities to Harford County. Our
analysis substantiated the potential success of a phased convention center with an
ultimate build out comparable to the Overland Park Convention Center.

Moving the Needle
New hotel inventory, adequately designed with meeting space and full service
amenities, should be pursued and encouraged. A convention center is, from our
viewpoint, one of the most critical components needed to take tourism to the next
level in Harford. Based on our assessment of the market and an analysis of
competitive and comparable facilities, the first phase of a convention center, with a
12,000 sq. ft ballroom, 8,000 sq ft. of meeting room space and an exhibit hall of
30,000 sq ft., will capture 206 events in the first year and stabilize in Year 5 at 288
events. In comparison to comparable facilities, such a facility if well designed and
accompanied by hotels will perform in the upper quartile of such facilities.

C. Recommendation for long term support and maintenance and viability
of publically owned sporting facilities
The Ripken Stadium and the Cedar Lane Regional Park are the two major
generators of sporting events, attracting 23,000 and 50,000 annual tournament
attendees, respectively. While busy, these venues have much more potential. Just
by adding facilities at Cedar Lane, we estimate, 30,000 room nights could be
captured annually.
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Moving the Needle
A multi-purpose indoor sports facility would create an opportunity to remain
competitive and capture more sporting event business throughout the year. Ripken
Sports Complex requires a build out of entertainment and retail business within its
footprint. Cedar Lane requires a substantial upgrade in its facility amenities in
order to remain competitive. A dedicated revenue source is required to move these
industry segments forward.
A dedicated Sports Marketing staff should be
implemented. Consideration should be given to linking management of both
current and a future indoor sports facility with the Ripken brand.

D. Recommendations for destination marketing strategy
Marketing and promotion are needed to implement any strategy. A destination
strategy incorporates the identified strengths, weaknesses, opportunities and threats
into key strategies and initiatives that will move the needle forward for tourism
development, promotion, marketing and economic impact. Relationships with the
corporate community in Harford County and in the broader Baltimore MSA,
especially with the military defense contractors, will enhance strategy objectives.
The convention center is the most expensive proposition within the destination
strategy, but it is in the greatest need. Sports complex enhancements would
improve quality of life and tourism. A proposed cultural arts center is also
desireable but serves locals first. A visitor information center and way finding
signage would improve the visitor experience. Targeted demographic profiles in
marketing efforts will maximize visitor spend and insure effective and competitive
exposure.

Moving the Needle
Establishing a full service, fully funded and staffed destination marketing
organization (DMO) (convention and visitors bureau) will give one voice and one
focused effort to the destination strategy, which is absolutely needed in order to
make the needle move. The current target markets concerning sports and leisure
should be pursued more aggressively. New target markets for conventions,
meetings and social events are dependent on facility development and
improvements. While expensive, facility improvements are critical to a successful
destination strategy.
The priorities for the destination strategy, after funding is established, are to
improve visitor experience, market the product, capture more market share within
the tourism industry and attract tourism investment. Additional priorities include
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increasing tourism products, building the sporting events market, and securing
convention/meeting market share via the construction of a convention center.
Finally, the DMO must measure and evaluate all marketing efforts through ongoing
research in order to make quick adjustments to strategy. In today’s world,
responsiveness to the marketplace and constant strategy re-evaluation are key
elements to success.

E. Gather existing data locally and regionally to report economic impact
with projections for three and five years.
As noted earlier, the current economic impact of tourism is $300 million in total
visitor spending, with 1,481,000 unique visitors and a $203 dollar impact per unique
visitor. A three year projection, assuming our recommendations are implemented,
generates an additional $101.5 million in spending and 500,939 more visitors
totaling $401.5 million in spending and 1,981,939 in unique visitors. The eight to ten
year projection predicts an incremental increase in spending of $387.7 million with a
total impact of $687.7 million and an incremental increase of 1,913,972 unique
visitors, resulting in a total of 3,394,972 unique visitors annually, more than
doubling the current level.

Moving the Needle
The only way to move the needle on economic impact is to implement the
recommendations outlined in this research effort. It is a multi faceted effort that
requires the County to address a variety of issues from funding to organizational
structure to marketing.

Benefits of Making Recommended Changes
Harford County has experienced the benefits of the tourism industry with a
relatively small investment.
The primary benefit of implementing the
recommended changes will be a substantial increase in the economic impact of this
industry on Harford County. As noted above, this future impact within three years
of the implementation of the recommendations is projected to increase the visitor
based sales tax to $3.2 million over current sales tax collections of $9.5, which totals
$12.8 million. It is further projected that within eight to ten years, the economic
impact will increase the visitor based sales tax by $12.3 million over current
numbers for a total visitor based sales tax collection of $21.8 million. This data
alone justifies the decision to move forward with the recommended changes.
However, there are many, many more benefits, both direct and indirect, to Harford
County, as follows:
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Guided Tourism Development: Harford County has an opportunity to
influence its tourism development, the look, feel and location of facilities.
Usually, tourism development just “happens” without much forethought,
planning or brand influence. The benefit of controlled development is that
the County can direct the development so as to optimize land usage,
maximize the economic impact and influence the quality of life impact on
local residents.



Increased Market Share: The recommended changes will dramatically grow
the market share that Harford County currently maintains in the leisure,
sporting events and convention/meeting markets. This in turn supports the
projected economic impact numbers.



Improved Tourism Product: As the recommendations are implemented,
private developers will realize an investment opportunity exists and act
accordingly. The County will be able to direct the development without
expending major capital improvement dollars.



New Markets/New Visitors: The recommendations highlight the need for
segmentation within the leisure market via niche markets. These niche
markets will generate new unique visitors, of a diversified type and further
enhance the quality of life for local residents.
The expansion of the
convention, meeting and social markets will spawn new markets and
visitors as well.
While some markets are currently being served, it is
minimal compared to what can be captured with the proper facilities and
hotel infrastructure support.



Exposure for Harford County: The recommendations are designed to move
the needle upward and grow the tourism industry.
This activity, as
indicated by the projections, will not only bring more visitors to the area, but
will also bring more exposure to the County through traditional media,
social media and consumer awareness. This exposure translates into
potential residential and business relocations and/ or new initiatives and
economic opportunities across the board for Harford County.



Improved Quality of Life: One of the comments we heard throughout the
onsite interviews was a concern for the quality of life experienced by
residents; dining, entertainment, shopping, etc. Citizens and visitors are
forced to leave the County for certain experiences. The implementation of
the recommendations will certainly enhance the quality of life for local
residents, create job opportunities and exploit tourism for the benefit of a
richer local living experience. With the growth of the industry and the
economic base, the market will demand more restaurants, especially fine
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dining, more entertainment options and other products required to support
substantial industry growth. The development encouraged by industry
growth is, in most cases, the same type of development being demanded by
local residents.
Economic tourism is complex for many reasons. Example reasons include:


Tourism development is locally driven, and often locals believe their
community is a natural draw, “so little effort is needed”. It is extraordinary
the momentum this belief system has garnered. Without vocal and spirited
leadership to the contrary this condition and mindset can cripple a market
for decades.



With the above point as a backdrop, proper tourism economic development
requires guided investment. If local or state officials do not understand the
level of investment needed for quality and consistent branding, selling, and
capital investment, it is unlikely such people will be willing to enact laws
that foster net positive economic gains.



The hospitality industry has also added to the complexity. Peculiar to this
industry, hospitality leadership believes hotel taxes are “theirs”. This
entitlement came from when many CVB’s split from Chambers of
Commerce. Other industries do not operate this way. Retail stores do not
believe sales taxes are theirs, and restaurants do not believe meals taxes are
theirs. Often hotel managers are a transient group and their stewardship of
room taxes may not be as adept as a one guided by hospitality combined
with broader business input.



There is also confusion created by project advocates that append a tourism
moniker on projects that are more quality of life. By no means do we
disparage quality of life projects, but such projects have to be assessed based
on “first instance demand”. For example a trail system or a performing arts
center are core to quality of life and in the first instance are aimed towards
local residents. A convention center or a tournament based sports complex
are in the first instance aimed towards out of town visitors. Room and meals
tax could be consumed by locally oriented projects, at the expense of projects
more typically funded by these resources.

So, it is fairly easy to mount a local tourism effort. But to move to the next level, a
resource base must evolve that allows both marketing, and bricks and mortar
projects, to advance.
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MARKET OVERVIEW
Johnson Consulting undertook a comprehensive review of market conditions in
greater Harford County and the Baltimore MSA, relative to state and national
averages. The focus of the analysis was to develop insights about the tourism
industry cluster in the region. As such, the key objective of this analysis was to
identify structural factors, and opportunities and weaknesses that may enhance or
inhibit the market’s competitive situation as it relates to tourism economic
development.
While characteristics such as population, employment and income are not strict
predictors of performance for tourism growth and conference, sports tournaments
and entertainment or cultural facilities, these variables provide insight into the
capacity of a market to provide ongoing support for facilities and activities. In
addition, the size and role of a marketplace, proximity to other metropolitan areas,
transportation concentrations, and the location of competing or complementary
attractions directly influence the scale and quality of facilities that can be supported
within a particular market.

Demographic and Economic Analysis
The following pictures in Figure 3-1 provide a map showing the location of the
major cities as well as APG in Harford County and an aerial of Harford County
residing between Baltimore County and Cecil County.
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Figure 3-1

Current Population
Harford County is located within the Baltimore-Towson Metropolitan Statistical
Area (MSA), which is defined to include the six contiguous counties of Anne
Arundel, Baltimore, Carroll, Harford, Howard and Queen Anne’s. The following
table shows the 2000 and 2011 estimated populations of Harford County and the
Baltimore-Towson MSA, compared to the state of Maryland and the U.S. as a whole.
Table 3-1
Historical & Current Population ('000s) - Harford County, MD
2000
US
Maryland
Baltimore-Towson MSA
Harford County

2011 (estimate)

Population

% of MSA

Population

% of MSA

CAGR*
(2000-2011)

281,280
5,296
2,552
219

100%
9%

311,792
5,835
2,728
247

100%
9%

1.0%
1.0%
0.7%
1.2%

* Compounded Annual Growth Rate
Source: US Census Bureau, DemographicsNow, Johnson Consulting

The 2011 population of Harford County is estimated to be 247,000 persons,
representing 9 percent of the population of the MSA (2,728,000 persons). Between
2000 and 2011 the population of the Harford County increased at a compounded
annual rate of 1.2 percent, which was substantially higher than the average rate of
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growth observed across the MSA (0.7 percent per annum), Maryland (1.0 percent
per annum), and the U.S. as a whole (1.0 percent per annum).

Projected Population
The latest projections from the U.S. Census Bureau indicate that the population of
Harford County will reach 255,000 persons in 2016, representing an average annual
increase of 0.6 percent over 2011. This is is considerably lower than the rate of
growth observed in the County during 2000-2011 but is consistent with the
population growth forecast throughout the MSA (0.5 percent per annum), Maryland
(0.8 percent per annum), and the U.S. (0.8 percent per annum) during 2011-2016.
While this census-based data predicts this outcome, Aberdeen Proving Ground’s
(APG) redirection should increase these growth rates over what census data based
projections reveal. We think that rates exceeding historical levels are more likely.

Table 3-2
Projected Population ('000s) - Harford County, MD
2011 (estimate)
US
Maryland
Baltimore-Towson MSA
Harford County

2016 (projection)

Population

% of MSA

Population

% of MSA

CAGR*
(2011-2016)

311,792
5,835
2,728
247

100%
9%

325,019
6,083
2,803
255

100%
9%

0.8%
0.8%
0.5%
0.6%

* Compounded Annual Growth Rate
Source: US Census Bureau, DemographicsNow, Johnson Consulting

Longer-term projections indicate that the population of Maryland will increase at an
average annual rate of 0.9 percent during 2015-2030. This rate of growth is
consistent with that projected across the U.S. (0.8 percent per annum), reflecting a
return to long-term historic growth rates in the state.
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Table 3-3
Population Projections ('000's) - Maryland and U.S.
Maryland

2015
2020
2025
2030

US

Population

CAGR*

Population

CAGR*

6,083
6,396
6,694
6,967

0.8%
1.0%
0.9%
0.8%

325,019
339,148
353,287
367,631

0.8%
0.9%
0.8%
0.8%

CAGR* (2010-2030)

0.9%

0.8%

*Compounded Annual Growth Rate
Source: US Census Bureau, Johnson Consulting

Median Age
In 2011 the median age of residents of Harford County was estimated to be 38.9
years, which was slightly higher than the median age of residents of the MSA (37.8
years), Maryland (37.7 years), and the U.S. as a whole (36.9 years). Going forward,
the median age of residents of Harford County is expected to increase slightly,
reaching 39.9 years in 2015. This represents an average annual rate of increase of 2.6
percent over 2011, reflecting the broader demographic shift towards a maturing
population and the increased prevalence of smaller households with fewer children.
Similar rates of increase are forecast throughout the MSA (2.6 percent per annum),
Maryland (2.4 percent per annum), and the U.S. (2.4 percent per annum), during the
same period.
Table 3-4
Median Age (years) - Harford County, MD

US
Maryland
Baltimore-Towson MSA
Harford County

2000

2011
(estimate)

2016
(projection)

% Change
00-11

% Change
11-16

35.3
36.0
36.3
36.3

36.9
37.7
37.8
38.9

37.8
38.6
38.8
39.9

4.5%
4.7%
4.1%
7.2%

2.4%
2.4%
2.6%
2.6%

Source: US Census Bureau, DemographicsNow, Johnson Consulting

The age characteristics of the local market are an important consideration when
analyzing long term demand for public assembly facilities, such as a sports facility
or a convention center, as these characteristics could impact demand for certain
types of public events, and would likely influence the types of events that
promoters would bring to the area.
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Educational Attainment
Harford County has a well educated population, with 40.4 percent of residents aged
25 years and over holding an Associates degree or higher. This figure is slightly
lower than those recorded across the MSA (42.0 percent) and the Maryland (43.0
percent), but higher than the national average (36.3 percent).
Table 3-5
Educational Attainment of Population Aged 25+ Years - Harford County (2011)

US
Maryland
Baltimore-Towson MSA
Harford County

Less than
High School

High School

Some College,
No Degree

Associates

Bachelors

Graduate /
Professional

14.2%
11.4%
11.6%
8.0%

29.5%
26.7%
27.1%
28.9%

20.0%
18.9%
19.3%
22.7%

7.8%
6.6%
6.4%
9.2%

18.0%
20.1%
20.2%
19.0%

10.5%
16.3%
15.4%
12.2%

Source: US Census Bureau, DemographicsNow, Johnson Consulting

We fully expect the educational attainment levels will increase significantly in
Harford County as APG’s intellectual community materializes.

Employment
In 2010 the principal industries of employment in the Baltimore-Towson MSA were
Education and Health Services (18.7 percent) and Government (18.2 percent),
followed by Trade, Transportation and Utilities (17.7 percent) and Professional and
Business Services (14.5 percent). Throughout the MSA, total employment fell
between 2008 and 2009 in line with the broader economic downturn, before
stabilizing in 2010.
Between 2008 and 2010, the only increases in employment were recorded in the
Education and Health Services (2.0 percent per annum) and Government (1.4
percent per annum) sectors. During the same period, the most substantial fall in
employment occurred in the Construction industry, decreasing at at an average
annual rate of 9.2 percent.
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Table 3-6
Non-Farm Employment - MSA (2008-2010)

Construction
% of total
Manufacturing
% of total
Trade, Transportation & Utilities
% of total
Information
% of total
Financial Activities
% of total
Professional & Business Services
% of total
Education & Health Services
% of total
Leisure & Hospitality
% of total
Other Services
% of total
Government
% of total
TOTAL
% Growth Rate

2008

2009

2010

CAGR*

82,200
6.3%
69,100
5.3%
240,900
18.3%
23,200
1.8%
78,800
6.0%
193,400
14.7%
229,300
17.4%
116,500
8.9%
56,500
4.3%
225,200

71,900
5.6%
63,600
5.0%
227,700
17.9%
21,800
1.7%
75,100
5.9%
183,300
14.4%
234,900
18.4%
113,200
8.9%
55,600
4.4%
228,500

67,700
5.3%
61,800
4.9%
225,700
17.7%
21,700
1.7%
72,900
5.7%
184,400
14.5%
238,500
18.7%
112,500
8.8%
55,200
4.3%
231,700

-9.2%
-5.4%
-3.2%
-3.3%
-3.8%
-2.4%
2.0%
-1.7%
-1.2%
1.4%

17.1%

17.9%

18.2%

-

1,315,100

1,275,600

1,272,100

-1.6%

-

-3.0%

-0.3%

-

* Compounded Annual Growth Rate (2008-2010)
Source: Bureau of Economic Analysis, Johnson Consulting

Unemployment
The following table shows unemployment rates in the Baltimore-Towson MSA,
Maryland and the U.S. Since 2006, the unemployment rate in the MSA has
generally remained consistent with State figures and below national averages. In
2010 the unemployment rate in the MSA peaked at 7.9 percent. This figure is
consistent with the State average (7.5 percent) but well below the national average
(9.6 percent). This too will improve with APG’s influence. The hospitality sector in
the County will receive growth as the restaurant, hotel, conference and sports
tournament markets achieve potential.
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Table 3-7
Unemployment Rate - MSA (2006-2010)
MSA
2006
2007
2008
2009
2010

Rate

Change

4.0%
3.8%
4.7%
7.5%
7.9%

0.2
0.9
2.8
0.4

Maryland
Rate
Change

Rate

Change

3.8%
3.6%
4.4%
7.1%
7.5%

4.6%
4.6%
5.8%
9.3%
9.6%

0.0
1.2
3.5
0.3

-0.2
0.8
2.7
0.4

US

Source: Bureau of Labor Statistics, Johnson Consulting

Income
Income characteristics of the local market are a key indicator of the ability to
support public assembly facilities. In general, higher income levels lead to greater
amounts of disposable income that can be spent on non-essential items, such as
recreation and entertainment. Income levels of the regional community help depict
the particular demographic audience the pursuing corporation can expect to attract
to events.
The following table shows the non-farm earnings in the Baltimore-Towson MSA,
and indicates steady growth between 2001 and 2010, averaging 4.0 percent per
annum. This rate of growth was substantially higher than those recorded
throughout Maryland (3.1 percent per annum) and the U.S. (2.8 percent per annum).
Table 3-8
Non-Farm Earnings ($'000s) - MSA & Maryland
MSA

Maryland

US

2001
2002
2003
2004
2005
2006
2007
2008
2009
2010

$67,690.5
70,700.3
73,792.8
79,750.6
84,229.7
88,869.4
92,113.1
94,025.2
93,431.0
95,982.4

$76,218.6
78,716.4
82,381.6
86,643.6
91,206.4
97,020.9
101,129.9
103,165.5
99,919.4
99,919.4

$6,789,672.0
6,951,836.0
7,228,400.0
7,656,172.0
8,048,405.0
8,539,008.0
8,872,550.0
9,073,421.0
8,742,671.0
8,742,671.0

CAGR*

4.0%

3.1%

2.8%

* Compounded Annual Growth Rate (2001-2010)
Source: Bureau of Economic Analysis, Johnson Consulting

The following table provides a breakdown of earnings in the MSA by industry of
employment. Between 2007 and 2010, average annual decreases were recorded in
total earnings in the Construction (5.8 percent per annum), Trade, Transportation
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and Utilities (2.9 percent per annum), Financial Activities (2.3 percent per annum),
and Leisure and Hospitality (1.4 percent) sectors, while increases were recorded in
all other industry sectors. The strongest growth in earnings was recorded in the
Education and Health Services (4.9 percent per annum) Government (4.2 percent
per annum) sectors, and Professional and Business Services (3.9 percent per annum)
sectors, effectively mirroring changes in employment in each sector, as discussed
above. It is important to note the decrease in the Leisure and Hospitality sector. This
was experienced nationally, but the sector is in rebound. We anticipate APG will be
a driver in this sector for commercial business. The key to this sector’s growth is to
exploit that demand “gift” to make other tourism sectors complement that of the
commercial sector.
In 2010 (which is the most current annual data available) the key industries in the
MSA, in terms of total earnings, were Government (28.1 percent of total earnings),
Education and Heath Services (17.9 percent), and Professional and Business Services
(15.1 percent).
Table 3-9
Non-Farm Earnings ($'000s) - MSA (2007-2010)
2007

2008

2009

2010

CAGR*

Construction
% of total
Manufacturing
% of total
Trade, Transportation & Utilities
% of total
Information
% of total
Financial Activities
% of total
Professional & Business Services
% of total
Education & Health Services
% of total
Leisure & Hospitality
% of total
Other Services
% of total
Government
% of total

$6,586.6
8.3%
5,689.7
7.2%
5,432.7
6.9%
2,040.5
2.6%
7,738.8
9.8%
11,204.6
14.2%
12,877.7
16.3%
3,554.3
4.5%
3,306.3
4.2%
20,582.8
26.0%

$6,367.1
7.9%
5,806.9
7.2%
5,196.4
6.4%
2,150.7
2.7%
7,345.2
9.1%
12,107.4
15.0%
13,770.7
17.0%
3,431.8
4.2%
3,285.0
4.1%
21,492.8
26.5%

$5,652.0
7.0%
5,607.3
6.9%
4,971.1
6.1%
2,100.9
2.6%
6,988.4
8.6%
12,233.6
15.1%
14,401.9
17.8%
3,344.6
4.1%
3,338.7
4.1%
22,413.7
27.7%

$5,509.0
6.6%
5,743.6
6.9%
4,971.1
6.0%
2,051.0
2.5%
7,217.2
8.7%
12,549.9
15.1%
14,875.0
17.9%
3,405.0
4.1%
3,392.4
4.1%
23,294.2
28.1%

-5.8%
0.3%
-2.9%
0.2%
-2.3%
3.9%
4.9%
-1.4%
0.9%
4.2%
-

TOTAL

79,014.1

80,954.0

81,052.3

83,008.3

1.7%

-

2.5%

0.1%

2.4%

-

% Growth Rate

* Compounded Annual Growth Rate (2007-2010)
Source: Bureau of Economic Analysis, Johnson Consulting
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Household Income
In 2011 the median household income in Harford County was estimated to be
$79,374 per annum, which was significantly higher than figures recorded for the
MSA ($68,725), Maryland ($73,211) and the U.S. as a whole ($53,616). Between 2000
and 2011 the median household income in Harford County increased at an average
annual rate of 3.3 percent, which was consistent with the rates of growth recorded
across the MSA (3.2 percent per annum) and Maryland (3.2 percent), and significant
higher than the rate of growth recorded throughout the U.S. (2.4 percent per
annum).
Table 3-10
Median Household Income - Harford County, MD

US
Maryland
Baltimore-Towson MSA
Harford County

2000

2011
(estimate)

2016
(projection)

CAGR*
00-11

CAGR*
11-16

$42,253
53,350
49,939
57,383

$53,616
73,211
68,725
79,374

$58,708
80,717
77,225
90,589

2.4%
3.2%
3.2%
3.3%

1.8%
2.0%
2.4%
2.7%

* Compounded Annual Growth Rate
Source: US Census Bureau, DemographicsNow, Johnson Consulting

Going forward, growth in household incomes in Harford County is expected to
continue, albeit at a subdued pace relative to the 2000-2011 period (2.7 percent per
annum between 2011 and 2016). The median household income in Harford County
is expected to reach $90,589 in 2016, which is substantially higher than those
forecast throughout the MSA ($77,225), Maryland ($80,717) and the U.S. as a whole
($58,708).

Corporate Presence
Corporate and business presence can be an important factor in the success of new
public assembly facilities, because local businesses can attract residents to an area,
provide disposable income, and support facilities through donations, advertising,
and their requirement for event space.
The following table shows the largest public and private employers throughout
Harford County (500+ employees). As shown, the largest employer is the Aberdeen
Proving Ground (15,582 employees), with other significant employers being
primarily concentrated within the Education, Health Services, and Government
sectors. The impacts of BRAC have not fully evolved yet but as one can see in the
following table APG already has a significant impact on the employment market.
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The market is also a strong location for distribution/ warehousing in the retail
sector.
Table 3-11
Major Employers - Harford County 500+
Employer
Aberdeen Proving Ground
Harford County Public Schools
Upper Cheasapeake Health Systems
Harford County Government
Harford Community College
Rite Aid Mid-Atlantic Dist. Center
Kleins Shoprite
Jacobs Technology
SAIC
Sephora Center Distribution
Saks Fifth Avenue
Total

Industry
Government
Education
Health Services
Government
Education
Manufacturing
Retail
Engineering
Engineering
Distribution
Retail

Employees
15,582
5,440
2,720
1,938
1,219
1,167
800
785
700
700
520

-

31,571

Source: Harford County Office of Economic Development, Johnson Consulting

University Presence
There are no universities located in Harford County. The only higher education
institution is Harford Community College in Bel Air. The College offers Associates
degrees in Arts, Science, Applied Science, and Arts in Teaching, with 2011
enrollment being 9,560 students. Additionally, Harford Community College
maintains and coordinates the academic programs at the Higher Education &
Conference Center @ HEAT, which is located in Aberdeen.

Hospitality-Related Infrastructure
The following table provides a breakdown of the local hotel inventory. Harford
County’s hotel inventory comprises 34 properties, offering a total of 2,725 guest
rooms and 17,600 square feet of meeting space. The largest hotels with respect to
guest rooms are the Best Western - Invitation Inn (158 rooms) and the Ramada Inn
Conference Center (152 rooms), while the largest meeting facilities are offered at the
Clarion Hotel - Aberdeen (3,500 square feet) and the Holiday Inn – Aberdeen
Chesapeake House (2,500 square feet).
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Table 3-12
Summary of Hotel Inventory - Harford County, MD (2011)
Hotel
Bayside Inn - Aberdeen
Best Budget Inn
Best Western - Invitation Inn
Budget Inn of Aberdeen
Candlewood Suites
Clarion Hotel - Aberdeen
Country Inn & Suites
Courtyard Aberdeen @ Ripken
Days Inn Aberdeen
Days Inn - Edgewood
Economy Inn
Edgewood Motel
Extended Stay Bel Air
Hampton Inn
Hampton Inn Suites
Hilton Garden Inn
Holiday Inn Aberdeen Chesapeake House
Holiday Inn Express
Homewood Suites
Chiapparellis Accommodations
La Quinta Inn & Suites Aberdeen
La Quinta Inn & Suites
Motel Chase Manor
Ramada Inn Confrence Center
Red Roof Inn- Aberdeen
Residence Inn @ Ripken
Sleep Inn & Suites
Springhill Suites by Marroitt
Super 8 Motel - Aberdeen
Super 8 Motel - Havre de Grace
Super 8 Motel - Joppa
Travelodge
Vandiver Inn
Wingate by Wyndham
Total

# Guest
Rooms

Meeting
Space (sq.ft)

37
41
158
24
95
134
81
120
49
72
21
24
101
104
134
96
120
92
92
16
112
66
30
153
109
78
84
119
62
60
55
61
18
107

500
3,200
576
2,230
625
3,300
700
1,500
2,230
750
2,000
-

2,725

17,611

Source: Harford County, mpoint, Smith Travel Research, Johnson Consulting
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Per Diem Rates
A large portion of the current and historical hotel demand sector has been
government. Approximately 40% of all overnights are subject to government rates.
In analyzing the hotel segment in Harford it is important to note its unusually low
per diem rates in comparison to other Maryland counties. This low rate combined
with dependence on per diem business significantly affects feasibility of new hotel
development. As a rule, limited service hotels with little meeting space will evolve,
affecting further the demand diversification and per diem. Table 3-13, provides a
breakdown of the 2012 per diem rates in the State of Maryland by county.
Table 3-13
Maryland Per Diem Rates‐ FY 2012
Max Lodging by Month (excluding taxes)
Primary Destination*

County

Applies for all
locations without
specified rates
Aberdeen/Bel Air/Belcamp
Harford
Annapolis
Anne Arundel
Baltimore City
Baltimore City
Baltimore County
Baltimore City
Cambridge/St. Michaels
Dorchester and Talbot
Centreville
Queen Anne
Columbia
Howard
District of Columbia
Washington DC (also
the cities of
Alexandria, Falls
Church and Fairfax,
and the counties of
Arlington and Fairfax,
in Virginia; and the
counties of
Montgomery and
Prince George's in
Maryland)
Frederick
Frederick
Hagerstown
Hagerstown
La Plata/Indian Head/Waldrof
Charles
Lexington Park/Leonardtown/Lusby St. Mary's and Calvert
Ocean City
Worcester
Standard Rate

2011
Oct Nov Dec

Meals
& Inc.
2012
Jan Feb Mar Apr May Jun Jul Aug Sep Exp.**

$ 77

77

77 $ 77

77

77

77

77

77 77 77

77

$46

$ 83
$116
$145
$ 97
$133
$106
$105

83
101
145
97
105
106
105

83
101
121
97
105
106
105

83
101
121
97
105
106
105

83
101
145
97
105
106
105

83
101
145
97
120
106
105

83
116
145
97
120
106
105

83
116
145
97
164
106
105

83
116
145
97
133
106
105

$56
$61
$71
$61
$61
$51
$61

$226 183 183 $ 183 183 224 224 224 224 169 169 226

$71

$ 95 95 95
$ 79 79 79
$ 83 83 83
$102 102 102
$105 77 77

$56
$56
$51
$61
$71

$ 83
$ 101
$ 121
$ 97
$ 105
$ 106
$ 105

$ 95 95 95
$ 79 79 79
$ 83 83 83
$ 102 102 102
$ 77 77 77

95
79
83
102
88

95
79
83
102
88

95
79
83
102
195

83
116
145
97
164
106
105

95
79
83
102
195

83
116
145
97
133
106
105

95
79
83
102
195

95
79
83
102
105

*NOTE: Traveler reimbursement is based on the location of the work activities and accommodations.
**Meals and Incidental Expenses, see Breakdown of M&IE Expenses for important information on first and last days of travel.
Source: U.S. General Services Adminstration, Johnson Consulting

Harford County is among the lowest in terms of per diem rates, with a current
lodging rate of $83. The presence of the Aberdeen Proving Ground has deepened
the reliance on per diem demand in Harford County, which has hindered growth in
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the average daily rate (ADR) in Harford County. This creates a strong need to
diversify market mix, by attracting new events and non-per diem demand sectors
and generating more over night stays. We think engineering and technology growth
by commercial companies serving the APG will help as well.
As discussed in
further detail throughout this report, a need for a convention center and enhanced
sports facilities will help diversify the lodging market mix to a healthier blend of
government, meetings and social and sporting room nights.

Maryland Destination Marketing Organizations (DMOS) and Hotel Tax
Collections
The following tables provide a breakdown of staff size, budget, FY 2010 hotel tax
collection, number of hotel rooms and FY 2011 hotel tax rate for every county in
Maryland.
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Table 3-14
Harford County
Summary of Marketing Organizations and Hotel Tax Collections in Maryland by County
County

Employees
(FTE)**

FY11 Annual
Budget (net of
OTD grant)

FY10 Hotel tax
collection

Number of Hotel
Rooms(incl.
Planned/under
contract)

FY11 Hotel tax
rate

3.5

$582,190

$936,467

1,099

8.0%

Anne Anundel

4

$1,000,000

$13,768,423

10,696

7.0%

Baltimore City

11

$11,898,849

$19,037,753

9,936

9.5%

Baltimore

2.5

$231,806

$7,117,760

5,995

8.0%

Calvart

6.5

$454,304

$691,920

772

5.0%

Allegany

2

$111,938

$26,969

60

5.0%

Carroll

4.5

$260,000

$270,000

358

5.0%

Cecil

2.5

$145,000

$239,795

1,077

3.0%

Caroline

Charles

1

$51,000

$958,717

1,570

5.0%

Dorchester

1

$299,556

$915,192

681

5.0%

Frederick

8

$1,362,236

$1,068,105

2,326

3.0%

Garrett

2

$1,114,069

$1,442,403

472

5.0%

Harford

1

$189,674

$0

2,725

0.0%

5

$565,000

$2,822,361

3,749

7.0%

Kent

2.5

$268,934

$218,375

226

5.0%

Montgomery

4.5

Howard

Prince George's*

2

$832,500
$973,500

$17,151,998
$18,703,636

9,596
10,317

7.0%
5.0%

Queen Anne's

5

$224,361

$397,140

469

5.0%

Somerset

5.5

$325,791

$52,632

160

5.0%

St. Mary's

2

$450,647

$741,661

1,113

5.0%

Talbot

3

$354,000

$1,006,978

976

4.0%

Washington

3

$944,000

$1,551,940

2,178

6.0%

Wicomico

5.5

$926,694

$1,088,119

1,624

6.0%

Worcester

2

$711,606

$11,834,532

9,354

4.5%

Ocean City

5

$4,880,657

$11,368,886

9,058

4.5%

3.78

$1,166,332

$4,536,470

3,463

5.3%

Average

* 10% hotel tax at the Gaylord Hotel
Source: Harford County, Respective County, Johnson Consulting

As shown, Harford County amongst all other counties in Maryland is well below
the average in all five categories listed above. In terms of staffing, Harford County
has approximately 1 full time employee in their Tourism Department, which falls
below the average of 3.8 full time equivalent employees in Maryland. Both the
tourism budget (Net Maryland Office of Tourism Department Grant) and hotel tax
collection seen in other counties are the most alarming statistics reflected above.
The fact that Harford County is the only county in the State of Maryland that does
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not assess a hotel tax has severely hindered its opportunity to capture much needed
resources for the County to fully utilize its current tourism products. The table
shows an average of approximately $4.5 million in hotel tax collections, with an
average hotel tax rate of 5.3 %. Additionally, Harford County also falls well below
the average of $1.1 million in tourism budget; due to lack of dedicated resources
every other county in Maryland has afforded themselves.

Lodging Market Survey
Johnson Consulting developed a rather extensive survey instrument designed to
assess market segments by length of stay, booking patterns, overall occupancy,
room occupancy by market segment, ADR and feeder cities. This survey can be
found in Appendix I. The survey was emailed to a list of hotels supplied by the
Harford County Tourism Office. We reached our conclusions based on the survey
with a limited number of responses. However, our extensive personal surveys
which were conducted on site along with the analysis of the multiple year data from
the Smith Travel Research (STR) reports and our knowledge of the lodging industry
supports our conclusions.
We are confident that our analysis of the Harford
County lodging market is accurate and the implementation of the recommendations
will enhance the development of the destination.
Key observations from survey:


Occupancy rates varied amongst all respondents, with the highest being 69
percent.



It was consistent amongst all respondents that the Government market
segment accounted for approximately 50% of each property’s occupancy.



The top “leisure” feeder markets were New York and New Jersey.



The top corporate business was said to come from Washington, DC,
Virginia, and New Jersey.



Both Monday and Tuesday were consistently amongst the top responses for
busiest day of the week. We asked each respondent to rank each day of the
week and consistently the beginning of the week ranked higher in term of
occupancy, with the worst day being Saturday across the board. This goes
hand in hand with the current market segment of the tourism industry
market.
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Meeting & Events Facilities
There are very few meeting and event facilities in Harford County. Those at hotels
were presented previously. Independent venues are listed below. The following
table provides a list of all meeting facilities with max capacities of 200 guests or
more throughout Harford County.
Table 3-15

Harford County, Maryland
List of Meeting Facilities for 200 or More Guests
Facility
Bayou Restaurtant
Clarion-Aberdeen
Maryland Golf & Country Club
Mountain Branch Golf Course
The Restaurant at Bulle Rock
Richlin Ballroom
Top of the Bay
Ripken Stadium
Swan Harbor Farm
Total

Max
Capacity
200
200
200
200
300
600
300
250
250

Meeting
Space (sq.ft)
3,500
3,000
5,688
4,000
-

2,500

16,188

Catering
Available
Y
Y
Y
Y
Y
Y
Y
Y
N

Source: Harford County, mpoint, Johnson Consulting

As seen in the table above, Harford County has a limited number of facilities to host
events with 200 or more guests. There are currently 9 different facilities that have
the ability to host 200 or more guests at one time. Currently, the largest meeting
facility in all of Harford County is the Richlin Ballroom, which has a maximum
capacity of approximately 600 people.
The area between Philadelphia and Baltimore is very robust territory, economywise. APG is also going to be a sophisticated technology center. The current
demand and demand potential radically outstrip the size and sophistication of these
facilities. The hotel offerings are also too small and the largest venue is obsolete.
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Accessibility
The convenient location of Harford County in northeastern Maryland means that it
is easily accessible via numerous modes of transportation, and as such can draw
visitors from a wide catchment area:


Road: Harford County is located along the Interstate 95 corridor, which
provides a direct linkage from Harford County to both Baltimore and
Philadelphia. Harford is approximately 25 miles north of Baltimore and 75
miles west of Philadelphia.
Figure 3-2



Air: Baltimore/Washington International Thurgood Marshall Airport (BWI)
is located in Baltimore. BWI offers multiple flights via its 16 various airlines.
BWI is approximately 30 miles from the center of Harford County. In
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addition to BWI, Harford County is approximately 70 miles from the
Philadelphia Airport.


Rail: MARC Train Service is a commuter rail system with service areas
including Harford County, Maryland; Baltimore City; Washington D.C.;
Brunswick, Maryland; Frederick, Maryland and Martinsburg, West Virginia.



Bus: Harford Transit Authority (Link) operates bus services throughout
Harford County.

Implications
Harford County and the broader metropolitan area have many of the key attributes
necessary to support a stronger tourism base in Harford County. These include
strong population growth with increasing incomes and educational attainment
rates, low unemployment, and a established government industry. The APG’s
impact is not fully understood, but it is expected to be profound and positive for the
County. More businesses, more families and the emergence of a role as a center for
technology is fully anticipated. This growth will demand more quality services and
facilities that can be used by businesses, tourists and residents alike. The entire
region is stymied in quality meeting facilities extending from Philadelphia to
Baltimore City. The County can leverage its technology sector with facilities needed
by that sector and solve the crying need for meeting, exposition and social space. It
can become that missing hub in the meetings industry.
The current limited supply of meeting and event venues in Harford County,
generally serve the small meetings and banquet market. These venues are valid and
will not compete directly with the suggested development of a convention center,
although there could likely be some overlap with respect to meeting room bookings.
The meetings market in Harford already calls for a mid-sized convention center to
meet demand needs even without the unforeseen impact APG and BRAC will have
on the community and, more importantly, the meetings market.
Additionally, if a hotel tax were passed, giving the County the ability to secure
dedicated resources to the level of other counties throughout Maryland, a solid
foundation for tourism development in Harford County would be provided. The
conundrum that Harford County’s hotel market is currently facing is a market
dominated by the government segment with significantly lower per diem rates.
Sophistication of the economy will lift per diem rates. Demand diversification will
reduce reliance on per diem business.
Given the dedicated resources that a hotel tax affords, Harford County could
significantly diversify its market segment amongst government, meetings and
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sports markets. If the County could provide capital development support for a
convention center and sports facilities, and provide an effective Destination
Marketing Organization (DMO), the County would be positively and significantly
impacted. These enhancements are virtually impossible to accomplish with general
fund dollars alone. A dedicated hospitality resource is the tool used for such
purposes in Maryland and throughout the U.S.
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TOURISM MARKETING STRATEGY
This marketing strategy analysis is based on the assumption that a dedicated
funding source for tourism, generating at least $2 million annually, will be both
enabled and implemented. Furthermore, the analysis assumes that a fully funded
and staffed countywide destination marketing organization (DMO) will be
established and fully funded. The reference to DMO is a broad term that includes
Convention and Visitors Bureau (CVB). The phenomenon of using the term “DMO”
is relatively recent. We use the terms interchangeably in this report. The analysis is
based on information gathered from the onsite interviews, and data provided to
Johnson Consulting by the Harford Office of Tourism. The ability to implement the
strategy is obviously predicated on the DMO budget.
Accordingly, this strategy has been developed to provide a clear direction and
pathway for the growth and development of tourism in Harford, with the primary
objective of increasing tourism visitation, length of stay and spending.

Current Perspective
Harford County is in a unique situation that would be envied by many destinations,
having virtually a blank canvas upon which the tourism product can be painted.
The existing tourism efforts have created the building block and sustained a viable
visitor product, with relatively little money spent. The main aspects that inhibit
growth are a definitive strategic plan and a dedicated revenue source to fund efforts
and address capital needs.
Harford County can offer big city amenities within an attractive rural setting, with
scenic views of the Chesapeake Bay. Nestled between two major metropolitan areas
on I-95 and serviced by two major airports, the County has superb transportation
access and a number of outstanding attractions, including name brand sports
facilities. Most importantly, the County has a growing resident population,
relatively low unemployment and a significant amount of disposable income that is
largely driven by the military and military defense industries. The military and
military industrial complex is also a significant demand generator for convention
and conference events. However, due to the newness of this phenomenon, and an
exceedingly conservative view regarding tax policy, and the dynamics of local
politics, Harford County is competitively disadvantaged in the tourism, convention,
meeting and sporting event markets.
While surrounding Maryland and Pennsylvania communities have dedicated
revenue sources to support tourism development and marketing, Harford County
does not. It is, in fact, the only location throughout the State of Maryland that does
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not have a hotel tax assessed for tourism promotion and economic development.
As a result, the County is not able to maximize the growth from significant demand
generators, such as APG and the Cal Ripken Sports Complex, because adequate
financial resources needed to capture and service the tourism industry have not
been established.
In very simple terms, money is being left on the table. If the County does not act
quickly and decisively, not only will the magnitude of money being lost intensify,
but the ease in which to influence its future will be eroded and more complex.

Interviews Summary
Johnson Consulting interviewed 25 stakeholders, who were made up of hoteliers,
politicians, business owners, economic development agencies, state agencies,
military defense contractors, federal employees, volunteers, and many very
passionate people. In addition, the consulting team facilitated a focus meeting with
approximately 25 attendees and had a meeting with the Economic Development
Advisory Board (EDAB) membership consisting of about 25 representatives.
There were several “positions” or issues that were brought up repeatedly and are
listed below:


There are inadequate facilities for social events because the existing facilities
are too small, need improved quality, and have limited date availability.



Quality and adequate meeting space is virtually non-existent.



There is a need for more quality restaurants, shopping and cultural activities
that will appeal to the new residents shifted to Harford County by BRAC.



The County needs enabling legislation for a hotel tax dedicated to tourism
efforts.



Harford County is very conservative.



A full service hotel property is desperately required to supplement the
limited service properties and the growing demand base.



Havre de Grace believes that it is a destination not an attraction within a
broader destination.



Sporting facilities require improvements and more concerted and
collaborative marketing efforts.
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Corporate partnerships must be fostered.



A sports complex with indoor facilities would help attract events.



A $60 million Center for the Arts is being pursued.



A foundation to receive defense contractor donations to support tourism
efforts would be helpful.



APG is evolving to become the “Silicon Valley” for the military.



Ripken Stadium is a major sports tourism asset.



We have not seen the tip of the APG/BRAC iceberg.



The 9% liquor tax is a burden, especially since the County is not the
beneficiary of the tax.



New attractions should be built to keep children occupied during youth
sporting events and to extend the overall length of stay in Harford County.



Cedar Lane does not practice yield management from a hotel perspective.
They book events when hotels are all ready filled with guests.



APG’s potential is huge: 5,000 civilians, 2,000 military personnel, 11 multi
star generals, and 2,200 contractors. Annual new spending associated with
the APG in the region will approximate $25 billion annually. Not all of this
will be spent locally, but a good portion will be. For every billion dollars in
spending, 11,000 jobs are supported. While the math is not clear on where
and when this level of spending will occur, the potential impact in the region
will far outstrip the infrastructure that is in place today.



Any DMO that evolves needs to be sophisticated and have an independent
voice.

The stakeholder interviews revealed that there is a consensus on the following:


The need for enabling legislation to support a dedicated hotel tax for
tourism is broadly supported.



There is a definite need for quality convention, meeting, exhibit and social
event space that is properly sized to accommodate the existing and growing
demand.
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There is a definite need for a full service hotel, if not several over the next 20
years.



There is a prevalent “what’s in it for me” attitude, which affects the ability to
form a one voice tourism economic development strategy.



BRAC and APG are major drivers of the local economy and is a major
tourism demand generator.



The sports market is a viable market, which needs promotional attention and
facility development.



There is a lack of supporting infrastructure in terms of restaurants, retail
shops and cultural events.



There is a consensus that Harford County is lacking in tourism promotion
and market share.

In light of the above, it would be very easy to assume that businesses will address
the needs of the community. They can meet the markets needs, but will not
necessarily think in a broader context of the destination as a single product to
promote. A thousand independent and individual decisions can be woven into a
stronger platform. Only such thinking can come from effective government policy
and enactment of tools to encourage a targeted, dynamic, and sustainable end
result.

SWOT Analysis
Harford County’s strengths, weaknesses, opportunities and challenges (threats), as
perceived by the Consulting Team, based on discussions with various stakeholders,
and observations of the destination, are summarized as follows:

Strengths


Proximity to Philadelphia and Baltimore.



Location on I-95.



Residential population growth.



Good stakeholder support.



Population with significant disposable income.
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Sporting facilities, including nationally prominent Ripken Complex.



Great transportation access.



Well-developed destination character.



Access via two major international airports.



Parks, the Chesapeake Bay and Harford County’s rural visual character and
appeal.



BRAC and APG.



Corporate developments.



World-class golfing facilities.



Attractive communities in the County, some with unique destination appeal.



Well-established leisure market.



Well-established sporting event market.



Strong current tourism efforts and partnerships.



Stakeholder passion and community pride.

Weaknesses


Fractured tourism effort.



Not speaking with one voice.



Power/turf struggles possible.



No full service hotel.



Lack of fine dining or upscale restaurants.



No adequate convention, meeting, conference or exhibit facility; meeting
alternatives are all outside of Harford County and forfeit potential business
and earnings.



Lack of dedicated tourism revenue source sufficient for sustained marketing
and funding capital improvements that can enhance tourism.
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No master plan for tourism growth/development.



Lack of packaged products.



Limited tourism attraction products.



Hotel infrastructure needs to be updated.



No full service DMO.



Web presence needs to be improve and more aggressive.



Lack of corporate and defense industry involvement in tourism product.



Wayfinding signage is inadequate.

Opportunities


Stakeholder support for a strategic and targeted approach to general tourism
marketing, promotion and industry development.



Current visitation justifies the need for a high quality Visitor Information
Center near I -95/Ripken.



Defense contractors have a vested interest in supporting their military clients
who live and work in Harford County.



A wide variety of cultural and niche tourism opportunities exist.



A window exists for enabling and establishing a dedicated tax for marketing
and creating tourism product.



The demand exists to support a competitively sized convention/conference
facility in order to attract convention, meeting, social and exhibit business,
but more importantly to host Harford County demand that currently has to
leave the market for event space. The Wilmington, Philadelphia and
Baltimore realm is underserved and Harford County is well located to fill
the gap for meeting facilities.



A focused tourism effort with funding will attract new, and encourage
private investment in existing accommodations, dining and attractions.



A greater economic base will allow the improvement of existing publically
owned tourism related assets/product.
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Improved tourism signage throughout the County
approaches) will increase visitation to tourism products.

(including

the



Strategic partnerships with the local corporate community offer a win/win
for both public and corporate entities.



Destination marketing activities with other Destination Marketing
Organizations is currently being implemented and could easily be
expanded.

Challenges (Threats)


Increasing pressure to divide up tourism marketing funds from a dedicated
funding source, with each political subdivision wanting to receive a
substantial percentage of the available funds.



Maintaining the rural feel and character of Harford County.



Maximizing returns on destination marketing investment.



Securing industry involvement and investment in marketing activities and
promotional campaigns.



Building corporate, community, and local political understanding of the
County’s tourism economic impact, market appeal, and why a strong
destination should be important to them.



Presenting a consistently positive value image to the consumer.



Insuring that government politics do not impact on the ability to achieve
identified objectives.



Providing the highest standard of tourism product and hospitality
throughout public and private sectors.



Meeting community and stakeholder expectations.



Financing the future development and maintenance of major facilities, such
as a convention center and sporting facility complex.



Strong competition in the marketplace from regional destinations that have
invested heavily in tourism promotion for many years.
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Destination Harford Strategy
A destination strategy incorporates the identified strengths, weaknesses,
opportunities and threats into key strategies and initiatives that will move the
needle forward for tourism development, promotion, marketing and economic
impact.

Destination Statement
Harford County has a wealth of tourism opportunities that need only to be
exploited. The ultimate vision encompasses a dedicated tourism tax that funds a
countywide Destination Marketing Organization which guides the promotion,
marketing and development of tourism products including attractions,
accommodations, a convention facility and sporting event facilities. The destination
strategy strives to increase tourism’s contribution to the growth and development of
the Harford County economy and its resident’s quality of life.

10 Strategic Objectives
1.

Effectively market Harford County’s tourism product.

2.

Improve the visitor experience.

3.

Increase the number of visitors and their average spending and diversify the
market by adding non-per diem demand.

4.

Build the sporting events market.

5.

Capture more market share from the convention, meetings, exhibit and
social event markets.

6.

Under promise and over deliver.

7.

Attract investment in tourism related products.

8.

Improve tourism related public infrastructure.

9.

Increase industry participation in marketing activities through industry
engagement.

10. Increase the number of special events.
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Strategic Relationships
The reality of today’s DMO environment is a focus on building public/private
partnerships and leveraging opportunity to maximize limited resources;
opportunity truly abounds in Harford County. We recommend that the CVB
establish close relationships with the corporate community in Harford County and
in the broader Baltimore MSA, especially with the military defense contractors.
This base of corporations associated with the efforts at APG have a vested interest in
Harford County since it provides entertainment, cultural activities, sporting events,
etc. for their clients- the military and federal employees.
We recommend that this vested interest be leveraged as the CVB moves forward
with destination development plans. For example, it is probable that the defense
contractors may want to play a role in a new convention center and have a visible
presence in the building. As we mentioned in meetings, the CVB in Tri- Cities
Washington, is located near the Hanford Nuclear installation and receives special
study grants from Bechtel and Battelle Institute for tourism initiatives, with the
knowledge that good tourism infrastructure enhances quality of life for their
employees.
Partnerships and collaborations with the State, other regional tourism organizations
and the military administration at APG will all be helpful in moving the destination
and the CVB forward.
Some of the primary partnerships should include:


Harford County Council.



Chambers of Commerce (and other business associations)



Downtown/Main Street Organizations



Aberdeen Proving Ground.



Ripken Sports Complex.



Maryland Tourism.



Maryland Sports Authority



Recreational Councils.



Aberdeen City Council.
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Havre de Grace City Council.



Town of Bel Air City Council.



Destination Marketing Organizations in the Region.



Regional and Local Tourism Organizations (where appropriate).



The Greater Baltimore Committee.

Target Markets
The current County Bureau has executed an impressive marketing campaign for the
Leisure market, capturing well over 600,000 visitors annually. We do encourage
and recommend further segmentation of the leisure market in order to capture
niche markets; such as antiquing, nature based tourism, culinary tourism etc. It is
also recommended that an extensive selection of packages with stakeholders be
incorporated into the leisure market campaign.
A second market area that is well established is the current sports tournament and
tourism effort. While creating an excellent visitor base, we feel that there is a
tremendous opportunity for growth in this market segment, as has been seen
nationally. The Recreation Councils have been referenced as a group that can assist
with this market and in fact, provide the basis for establishing a sports commission
to seek out, create, and implement events. The sports commission would be a part
of the Bureau, but work somewhat independently to maintain sharp focus on this
specific market category.
The third growth market lies with conventions, consumer exhibit shows, meetings
and the SMERFE market (social, military, educational, religious, fraternal, and
ethnic markets). Specific immediate sales targets lie with the military and defense
based corporations that support the military. The ability to capture this type of
business and grow the market segment will require new facilities that will meet the
current and future demands.
Finally, while not a market in the traditional sense, the Bureau should have a welldeveloped public relations program and aggressively seek out travel writers.
Travel writers can provide highly credible editorial material that is invaluable to a
destination. However, one must seek out and sell a travel writer on a destination
or story idea. This will require the CVB to attend tradeshows such as the American
Society of Travel Writers and to offer site tours and “FAM” (familiarization) tours
for travel writers. The Bureau will need to maintain constant contact with the State
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Office of Tourism, since that is usually the initial point of contact for many travel
writers.

DMO Structure
Johnson Consulting recommends that the destination marketing organization for
the County be a not for profit organization (501(c) 3 or (c) 6 which would have a
contract with the County to provide destination marketing services. The current
Office of Tourism and its advisory board would function as a transition team by
tending to the various tasks required in establishing the Bureau. Once the Bureau is
staffed, funded, and organizationally functional, the Office of Tourism would
transfer all tourism responsibilities to the Bureau and would cease to operate. The
County Convention and Visitors Bureau would maintain an advisory board
composed of 8 to 15 stakeholders with an executive board of 3 or 4 to work directly
with the Bureau director on day-to-day issues. The organization chart below
provides an initial organizational structure for the new destination marketing
organization.
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Figure 4-1

The rationale for this recommendation is that a not for profit, linked to but
somewhat outside the government has less bureaucratic processes and therefore,
can react more quickly to market situations and employ innovative solutions to
issues. The not for profit also brings less government politics and provides more
focus on the business at hand. The organizational chart is an example of how the
organization could be ultimately structured in the future. This model allows the
organization to start at a very basic level and add staff positions as the funding
resource grows.

How should the DMO be funded?
In interviews and discussions, there was much consternation about the tax
collection vehicle to be used to establish a stable revenue stream, the percentage
amount dedicated for tourism marketing purposes and the tax percentage to be
levied. While most took a very conservative approach, it has been our experience
that it is best to seek the highest taxing percentage that will be realistically accepted
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and to use multiple collection methods. This approach will accrue revenues at a
level that will allow the CVB to maximize its efforts in promoting and developing
the tourism product in Harford County.
Johnson Consulting recommends that the enabling legislation assess a hotel tax rate
not to exceed 7 percent, but as close to that level as possible. Consideration should
also be given to assess a tourism and economic development fee on ticketed
entertainment venues/events. Other destinations have chosen to use a 1 to 2 percent
tax on restaurants and banquet facilities as another approach.
It is further recommended that at least 70 percent of the revenues generated by a
funding source be dedicated to tourism marketing efforts. Of this 70 percent, 10
percent should be placed in a reserve fund for contingencies.
It is further
recommended that 10 percent of the core funds be placed in a second reserve fund
that can be used as an incentive to attract conventions, meetings, sporting events,
etc. to Harford County. Ten percent of the core 70 percent would be committed to a
cooperative marketing program. The remaining portion would be used to fund
tourism product development projects. As collections grow, a portion of the
increase in dollars should be dedicated to capital resources should be increased.
Our rationale for the taxing mechanism recommendation is based on the flexibility
to implement needed actions without having to go through the complex State
legislative process multiple times. As the economic base grows from tourism,
additional revenue generators for tourism become more acceptable and in fact
encouraged, because the public and enlightened elected officials realize that these
additional taxes foster a greater economic base for the community, and are
primarily borne by visitors.
It is understood that Harford County will require new tourism products to be
developed, i.e. convention center, sporting event facilities, etc. Consequently, the
contribution recommendation for tourism product development would contribute
toward those endeavors. However, it is also understood that there are other private
and public sources of funds/incentives that must be used to foster product
development. These incentives should be incorporated into a funding strategy
along with tourism monies.
The CVB is encouraged to work with potential projects and play a major role in the
securing the location, design, funding and execution of those projects. The heart of
success for Harford County lies with promotion and marketing, and as such, a
significant portion of the available funds should be used to accomplish that mission.

Key Strategies
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1. Secure/implement enabling legislation for a dedicated tourism funding
source:


Secure local political and stakeholder support.



Pass enabling legislation.



Implement a local campaign for dedicated tax passage by local residents.



Use the campaign as a tool to educate residents on the benefits of
tourism.



Engage local corporations and tourism industry in campaign efforts.

2. Develop a high quality competitively sized convention center


The initial feasibility and details for a convention center are discussed in
Section 6 of this report.

3. Visitor Information Center

4.



Establish a Harford County visitor information center near a I-95 exit,
possibly near Ripken Stadium



Provide high quality, professional and personable Visitor Information
Services in partnership with industry and key stakeholders, using
innovative, collaborative and adaptive techniques to best present the
diverse tourism activities within the County to attract new visitors or
extend their stay and spending.



Design the visitor information center as an interactive attraction that
gives the visitor the local flavor of the area.



All visitor information services will be provided by professional and
well-trained, paid and volunteer staff.

Pursue a range of destination marketing activities targeting specific markets
and demographics:


Destination Marketing will be managed from a strategic business
perspective, identifying and acting on opportunities for promotion,
improvement and growth, and measuring their success upon
implementation.
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The focus will be on existing key domestic markets of strength within a
specific demographic profile, which includes corporate, military, visiting
friends and relatives, and leisure.



Website Review/Technological Update: Since a destination’s website is
its most important marketing tool for all markets, we recommend that
the website be reviewed and updated annually by a firm that works
specifically within the tourism industry.



Official Visitor Guide: The current visitors guide will require significant
revision once a new DMO has been established. The purpose of a
visitors guide is to motivate and inform current and prospective visitors
of the range of things to do and, see as well as places to stay in Harford
County. Opportunities to experience the local flavor with surrounding
area should be emphasized; i.e. Travel like a Local.



The publication creative content must be of the highest standard,
accordingly much of the advertising will be of a template style with only
a limited number of full-page advertisements offering the opportunity
for partnerships.



Visitor Kiosks: The existing kiosks should be expanded by adding new
locations as well as by linking the system to the DMO website with
direct internet access to lodging, attractions, tickets, dining reservations,
etc.



Collateral Marketing Materials: Collateral materials should be
distributed to all visitor centers within a 2-hour drive of Harford
County. Private brochure distribution services should be used for a rack
card promotional lure piece. Visitor guides should be distributed to
selected households in Harford County as a tool to build local resident
knowledge of things to do and see. Furthermore, visitor guides should
be included in all meeting, convention and sporting event participant
packets.

5. Establish, attract and facilitate recreational, cultural and other major events:


Develop a facilities and major events guide.



Develop a tactical advertising and promotional campaign targeting
regional and major sporting organizations and leagues.



Develop promotional DVD to support tactical campaign and event bids.
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Prepare event bids.



Coordinate event support.



Provide event sponsorship (where appropriate).



Engage those with a passion for their particular field of interest and the
capacity to contribute to the achievement of identified strategies.

6. Attract and aggressively pursue major convention, meeting and sporting
events:


Production of Meeting and Convention Planner Guide.



Production of a Sports Facilities Guide.



Aggressively sell destination as a meeting, convention and sporting
event destination.



Attend meeting and sporting event tradeshows such as TEAMS, Meeting
Planners International and the Society of Government Meeting Planners.



Attend regionally based meeting planner associations in Philadelphia,
Baltimore and Washington, D.C.



Conduct familiarization tours, site visits and sales missions to and for
target markets



Prepare a marketing campaign, which sells the destination as a meeting,
convention and sporting event location.

7. Develop new and enhance existing tourism product and infrastructure


Investment in new tourism product will be encouraged as part of the
County’s general capital improvement plan.



Investment in new tourism product will be encouraged as part of the
capital improvement plans for local cities.



The renovation and redevelopment of existing private sector product
will be encouraged and facilitated wherever possible. However, it is
recognized that it is the responsibility of individual businesses to ensure
their products remain competitive and continue to meet market
demands.
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Review all tourism directional signage and implement needed wayfinding signage that reflects the character of the destination to the best of
your ability within a standardized Tourism and Corridor Sign Program
administered by the State Highway Administration and MDOT.Pursue
efforts specifically for capital improvements to the Cedar Lane Sports
Complex via both public and private monies.

8. Establish a Sports Commission within the CVB to oversee allocation of
tourism revenue dedicated to public sporting facilities upgrades and event
marketing. The sports commission would function in an advisory capacity
as a component of the CVB with oversight by the Director of the CVB.
9. Lead the tourism industry and foster corporate involvement:


It is recommended that a Corporate/Tourism Industry Advisory Group
be established to ensure ongoing involvement from corporate/APG
leaders with a high level of interest in the economic and quality of life
impact from tourism.



Consult with corporate/industry leaders on a regular basis.



Ensure relationships between Bureau staff and corporate/tourism
stakeholders are developed and maintained over the long-term.



Ensure a high level of awareness of tourism industry/ corporate issues
and opportunities is maintained.



Provide opportunity for advisory board and industry leader ideas to be
pooled and considered in the development of specific marketing and
promotional activities.



Create a cooperative 50 percent matching marketing program for
existing attractions, which will not to exceed 10 percent of the DMO
marketing budget. The grant recipient must brand efforts with the
County’s marketing position. The evaluation scale would be structured
to award money to efforts that enhance the mission initiatives of the
DMO.

10. Maintain ongoing research and analysis from which decisions will be based
and implement a research program to measure impact of major events and
attractions:


Develop research methodology to measure performance of marketing
activities.
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Perform annual research that assesses visitor economic impact,
satisfaction levels, advertising effectiveness, visitor conversion and
DMO performance and return on investment.



Distribute key findings of research efforts to stakeholders.

Rationale
The rationale for the above observations and recommendations can be summed up
within six points:
1. Harford County already has a viable tourism leisure market with well over
600,000 visitors documented per year.
2. Harford County has a viable sporting event market with many events per
year, including the Cal Ripken and Cedar Lane facilities.
3. Harford County has a huge pent up demand for meeting, convention, and
social event space.
4. Harford County’s demand for tourism products will grow as APG grows to
its full potential.
5. Harford County must build a destination to meet current growth as well as
sustain future tourism demand that will exist beyond APG.
6. Harford County’s demand generators are substantial: population base,
County demographics, corporate offices, APG, surrounding MSA,
transportation corridors and natural beauty.

Case Studies
The following case studies provide models for a CVB in Harford County.

Tri-Cities Visitors & Convention Bureau (Kennewick, WA)
This example is viewed as most relevant to Harford County. The Tri-Cities Visitors
and Convention Bureau (Tri-Cities VCB) is a nonprofit organization, founded in
1969. The Tri-Cities area, which is located in southeastern Washington State, is
comprised of the cities of Kennewick, Pasco, Richland, and West Richland.
Situated in southeast Washington, the Tri-Cities metropolitan statistical area (MSA)
includes the City of Kennewick, Pasco, Richland, and West Richland. Pasco is the
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county seat for Franklin County, while the other cities are located within Benton
County.
In 2010, the population of Tri-Cities reached 245,000 people. Due to the presence of
the Hanford Nuclear Complex, there is substantial government and supplier
employment. The largest employers are concentrated within the government,
healthcare and services sectors, with the largest single employer being
Battelle/Pacific Northwest National Laboratory with 4,485 employees, followed by
URS (3,500 employees), CH2M Hill (3,260), and ConAgra (3,057).
The estimated total room inventory in Tri-Cities is approximately 3,300 guest
rooms.
The largest facility in the area is contained within the TRAC Center (96,280 square
feet) and serves the role as a fairgrounds and sports complex. The new convention
center is much more upscale and offers 33,074 square feet of function space. It is
now being analyzed for expansion.

Mission Statement
The mission of the Tri-Cities VCB is “to be the community’s catalyst for developing,
marketing, and enhancing tourism, sports, and conventions thereby creating
positive economic growth for the region.” The Bureau’s goal is “economic
development through tourism – which is the recruitment of new visitors dollars into
our community.”

Organizational Structure
The Tri-Cities VCB has a staff of 13 full-time, and 1 part-time, employees. The staff
works across various departments and Councils including Executive
Administration, Marketing and Public Affairs, Internet Marketing, Convention and
Sports Sales and Services, Group Housing and Services, Membership, and
Administrative Operations.
The Marketing and Public Affairs department uses a broad range of integrated
programs designed to support and sustain the local economy through tourism
development activities. These include leisure and recreational travel promotion,
group tour marketing, median outreach, market research, grant writing,
familiarization tours, advertising, promotional campaigns, and publicity. The
department helps prepare and provide marketing and collateral materials and
resource information to media business members, government agencies, and others
who contact the Bureau. In addition, the Marketing and Public Affairs department
coordinates publicity for special program and event activities of the Bureau,
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including the Tri-Cities Rivershore Enhancement Council and Tri-Cities Sports
Council (see ‘Strategic Areas of Focus’ below).
The Bureau is governed by a 43-member Board of Directors (which in our judgment
it too large unless there is a smaller executive committee).

Revenue & Expense Model
The Tri-Cities VCB, which represents 681 members, is funded primarily through
lodging charges levied within the Tri-Cities Tourism Promotion Area (TPA) and
memberships. Pursuant to the Revised Code of Washington, cities, towns and
counties are authorized to impose special lodging charges within designated TPAs
for use in promoting tourism. With inter-local agreements from the cities of
Kennewick, Pasco, and Richland, lodging facilities of 40 or more units within the
Tri-Cities TPA collect a $1.50 lodging charge per room night occupied. (Note- we do
not advocate a flat rate fee- it does not grow with inflation)
The revenue from this special lodging assessment is dedicated to the following uses
and projects:


The general promotion of tourism within the Tri-Cities Regional Area as
specified in the TPA business plan to be adopted annually.



The marketing of conventions, conferences, and tradeshows that benefit
local tourism and the lodging businesses within the Tri-Cities Regional
Area.



The marketing of the Tri-Cities Regional Area to the travel industry in
order to benefit local tourism and the lodging businesses within the TriCities Regional Area.



The marketing of the Tri-Cities Regional Area to recruit sporting,
athletic, recreational, entertainment, performing arts, and cultural events
in order to benefit tourism and the lodging business in the Tri-Cities
Regional Area for the purpose of increasing overnight visitor stays
within the region.



Provide marketing and event assistance for qualifying nonprofit events
that represent a substantial likelihood of benefiting tourism and lodging
businesses in the Tri-Cities Regional TPA and for the purpose of
increasing overnight visitor stays within the Tri-Cities Regional Area.
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The following figure provides a breakdown of the VCB’s revenue sources for the
most recent year (FY 2010).
Figure 5 - 1

Source: Tri-Cities VCB, Johnson Consulting

As shown, TPA revenues account for 50 percent ($908,071) of total VCB revenues,
with memberships accounting for 27 percent ($478,935) and city contracts
accounting for the remaining 23 percent ($422,338), indicating that 73 percent of
funding comes from public sources.
The following table shows the VCB’s revenue and expense statement for FY 2010.
As shown, the VCB’s operating revenue was $1.8 million, with $1.7 million in
expenses, resulting in a net operating income of $160,065.
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Table 5 -1

Tri-Cities Visitors & Convention Bureau - Kennewick, WA
Revenue and Expense Statement (FY2009)
FY 2009
Revenues
Tourism Promotion Area (TPA)
City Contracts
Membership/ Corporate
Total Revenues
Expenses
Convention/ Sports Sales & Marketing
Destination Marketing
Administration
Membership
Visitor Center
Total Expenses
Net Operating Income (Deficit)

$908,071
422,338
478,935
$1,809,344
$737,494
436,556
247,877
146,159
81,193
$1,649,279
$160,065

Source: Tri-Cities VCB, Johnson Consulting

Tourism & Brand Development
The Tri-Cities VCB manages and coordinates the Tri-Cities Rivershore Enhancement
Council (TREC). The mission of TREC is “to act as a community catalyst for
shoreline enhancement to achieve economic diversification and to improve quality
of life.” TREC pursues an integrated approach that incorporates land conveyance,
masterplanning and review, research, pursuit of funding sources, and development
of marketing materials for linking parks and pathways. Bechtel National, Inc. is the
VCB’s corporate partner for the TREC project.
The Tri-Cities VCB also manages and coordinates the Tri-Cities Sports Council,
whose mission is “to expand existing sports events and solicit new tournaments,
and to promote our area as an active, healthy community through recreational
endeavors.”
Discussions with the Tri-Cities VCB indicates that approximately 28.6 percent of the
VCB’s budget is dedicated to leisure tourism and brand development, along with 15
percent of staff. Conversely, 43 percent the VCB’s budget is dedicated to
convention and sports, along with 48 percent of staff.
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The Greater St. Charles Convention & Visitors Bureau (St. Charles, MO)
St. Charles is directly adjacent to St. Louis County and is located in Eastern Missouri
on the shores of the Missouri River within in St. Charles County. According to the
2010 census, St. Charles has a growing population of 65,000 with a total of 360,345 in
St. Charles County. Like Harford County, the area is suburban along the I-70
corridor, but becomes more rural orientated with the Northern and Southern
portions of the County. St. Charles is the county seat and the home to several mid
sized corporations. Interstate 70 bisects the County on an east/west axis and is the
primary traffic artery. In recent years a number of bedroom communities have been
developed in the eastern part of the County as the St. Louis urban sprawl brings
new growth and dramatic increases in commuter traffic.
As a result, bypass
roadways have been developed to help move traffic around the area.
There is industrial development on the perimeters of St. Charles with the most
significant new development north of town just off the 370 beltway. The historic
riverfront district in downtown St. Charles has been marketed as the primary tourist
attraction since it was revitalized in the 1970s. The area has seen recent attention
with the renewed interest in the bicentennial of the Lewis and Clark expedition that
began in St. Charles. The historic district is the largest within the State of Missouri
with 88 restored buildings, 33 restaurants and 125 retail shops all nestled within
historic buildings dating from 1790. In Southern portion of the County, a number of
wineries have been developed, which attracts visitors and locals throughout the
year.

Visitors
Within the past 20 years, St. Charles grew its annual visitor base from 500,000 to 1.5
million and developed 14 new visitor attractions including a casino, an art center, a
museum dedicated to Lewis and Clark, a reconstructed log church and a full service
152,000 sq. ft. convention center.

Funding
The Greater Saint Charles Convention and Visitors Bureau represents the entire
County of St. Charles and is funded through a 1% gross sales tax on hotel room
nights and restaurant sales. However, the County government does not contribute
to the Bureau’s revenue. The Bureau is a department within the City of St. Charles
with nine full time employees, two part time employees and fifty-five volunteers.
There is a twelve-member tourism advisory board that is represented by all factions
of the industry.
The Bureau spends $1 million on staff costs, $500,000 on
marketing, $200,000 on special events. The balance of the budget goes to operation
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expenses, brochure development, website maintenance, etc.
The Bureau also
maintains a 20% reserve budget. The tourism tax generates approximately $2.5
million annually, of which 88% comes from restaurants. There are currently 2,409
hotel rooms in St. Charles, but most are limited service with lower room rates. If the
restaurant tax were not enacted, the hotel tax would have had to be much higher to
garner equal revenues.
There is a new convention center, of the size and type envisioned for Harford
County. The convention center is funded through TIF bonds and a 5% room tax
assessed countywide. The 152,000 sq. ft. convention center (gross building area- the
exhibit hall is 30,000 square feet) is 6 years old and has been operating in the black
for 5 of those years. The total operating budget is $5.5 million with the bulk of the
revenue being generated by conventions and meetings with substantial food and
beverage revenue. The food and beverage is provided in house by the convention
center. The adjoining 300 room Embassy Suites hotel operates at 80% occupancy.
The hotel has an additional .75% tax added to its rooms which is used as an
incentive to secure business by buying down the room rates or space costs.

Relevancy
Harford County is very similar to St. Charles. It grew over a 20 year period from a
day trip area with limited tourism product and a very small CVB marketing budget
to what it is today with a healthy tourism economy and CVB budget.
Tourism products have been developed that not only serve the leisure market, but
also the convention and meeting markets. While located next to St. Louis with an
SMSA population of 2.8 million, St. Charles does not enjoy the APG influences or
the millions of people located within a 100-mile drive of Harford County. It is our
position that once a dedicated revenue stream is in place for tourism for the CVB
and a destination plan finalized, Harford County will move very quickly to
establishing itself as a full service destination with new tourism products such as a
convention center and sports complex. The expansion of the tourism industry in
Harford will not take twenty years, simply because there are significant demand
generators in place and a significant existing need.

Overland Park Convention & Visitors Bureau (Overland Park, KS)
Overland Park, Kansas is the largest suburb of Kansas City, Missouri, and is located
in Johnson County, Kansas. The City’s population as of 2010 was 173,372 with a
county population of 526,319. It been has been consistently ranked in the top 10 of
CNN/Money and Money magazine's 100 Best Cities to Live in the United States.
Located just 15 minutes from downtown Kansas City the city features some of the
metro area’s finest shopping, dining and entertainment experiences. With more
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than 250 restaurants, a convention center, all-weather soccer complex, miles of
hike/bike trails, nearly 80 parks, championship golf courses, an arboretum and
botanical gardens, Overland Park offers an excellent product for both residents and
visitors.
Overland Park is surrounded by several major highways including Interstates I-35,
I-70, I-435, I-635, and I-670; and U.S. Routes 50, 56, and 69. The closest large airport
to Overland Park, about a 40-minute drive away, is Kansas City International (MCI).
Several smaller airports located in or near Johnson County include Johnson County
Executive Airport, New Century Air Centre, and Kansas City Downtown Airport.
The largest employer in Overland Park is Sprint Nextel. The city is home to Sprint's
world headquarters, which employs about 18,500 people. Overland Park is also
home to the headquarters of Fortune 500 company YRC Worldwide.

Visitors
It is estimated that visitors to Overland Park total approximately 2.2 million with an
estimated economic impact of $763 million. The destination is very much driven by
corporate business because of the high concentration of companies in the City and
its close proximity to Kansas City.

Funding
The CVB originated in 1983 as a part of the chamber and became a separate nonmember, not-for-profit organization in 1988 that is funded by the city's hotel guest
tax of 9%. This tax generates $7.3 million of which $5.7 million is allocated to
tourism related capital improvement (convention center) and $1.6 million to CVB
operations. The CVB launched the Overland Park Sports Alliance in 2008 as a
strategic effort to increase the level of youth sports business in the community and
support the demands of the new soccer and multi-purpose complex.
The Bureau has twelve full time employees and 26 volunteers. There is an advisory
committee of 25 members who are appointed by the Mayor and confirmed by the
City Council. It is interesting to note that only 11 of the members to the advisory
committee are hotel and motel industry owners or business operators located within
the city. The balance of members are arts, business and economic development
oriented people.
There are currently 34 hotels totaling 5,200 rooms in Overland Park with a good mix
of hotel product for both leisure and corporate. In 2010 an average occupancy rate
of 55.5% was achieved. The Bureau’s efforts are allocated by market with both
sports (33%) and corporate (32%) achieving the highest results.
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A state of the art convention center was opened in 2002 at a cost of $47 million with
an attached $55 million city financed 412 room Sheraton hotel. The convention
center construction was funded through a portion of the hotel occupancy tax that
had been collected over a 22-year period. This 254,000 square foot complex features
a 60,000 sq. ft. exhibit hall that connects to the 25,000 sq. ft. ballroom and 15,000 sq.
ft. of meeting room space. There is 44,000 sq. ft. of pre-function and registration
space. In 2010, the center generated $7.4 million in revenues with $7.2 in expenses.

Relevancy
Overland Park is very similar to Harford given its location to a major city and the
impact of major corporate business. The Bureau’s funding is rather modest at $1.6
million for a full service bureau, however, the Bureau does operate a very successful
not for profit operation. Within the past 20 years, Overland Park has grown its
tourism industry substantially, with an economic impact exceeding $700 million.
The convention center is highly successful, although the size is somewhat larger
than what is envisioned for Harford. It does, however, offer design components,
which would integrate well with a center in Harford. There is one aspect that needs
to be noted. The convention center does not provide the food and beverage in
house. It is contracted through Armark. Since the food and beverage represents a
large revenue line item, this component of a future center will need to be carefully
analyzed.

Recommendations
Securing enabling legislation that will allow the County to collect a dedicated
revenue source that supports a Destination Marketing Organization, its product
development and associated marketing efforts is the most crucial step relating to
tourism economic development. A countywide Destination Marketing Organization
should be formed as a 501(c) (3) or (c) (6) with a contract with Harford County to
provide services. Ensuring that the DMO designation is sanctioned with the State
Office of Tourism Development will allow it to receive state funding as well.
Only one DMO organization should be formed representing the entire County and
selling the destination brand. While it is important to have destination attractions
such as Havre de Grace, it is the Countywide Destination Marketing Organization
that will move the entire industry forward and capture the maximum economic
impact from this industry.
The new DMO should have a concentrated focus on the leisure market, SMERFE,
(Societal, Military, Educational, Religious Fraternal and Ethnic), social event market,
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convention/meeting market and sporting event market. The future development of
tourism products in Harford County should be a major priority for the new DMO.
The DMO and associated stakeholders should prepare a destination master plan,
which determines activity centers, development areas, potential product
development, timelines, cost projections, etc. The master plan would concentrate on
protecting the rural feel of the County. As part of this strategy, a site should be
designated that allows for development of hotels. Some entity may also be required
to obtain the site and seek out/prepare an RFP for a hotel developer to build a full
service hotel that would be physically connected to the convention center, should
one be built.
It is a known fact that when people travel, they want a local experience. They want
a nice place to stay, local attractions and good food. Culinary experiences are one
of the top interests of travelers along with bragging rights on their experiences.
Heritage tourism, nature, cultural tourism, the arts, shopping and unique
experiences top the list of activities. With these thoughts in mind, Johnson
Consulting recommends that a strategic marketing plan be prepared that
incorporates these traveler characteristics and that packages be prepared that
combines these varied interests.
The DMO should seek defense contractor support for the tourism effort in Harford
County. Tri-Cities has succeeded in getting many non-traditional firms to support
their efforts. The argument should be based on a sponsorship program that sells
such contractors on the need for new tourism products that supports their efforts
and increases the quality of facilities for their military clients and quality of life for
their families.
Other specific guidance includes:


Design and seek other corporate partnerships for the tourism development
effort. It is specifically recommended that a partnership effort be secured
with the Ripken organization and that Cedar Lane be upgraded through that
relationship.



Create a cooperative 50 percent matching marketing program for existing
attractions, which will not exceed 10 percent of the DMO marketing budget.
The grant recipient must brand efforts with the County’s marketing position.
The evaluation scale would be structured to award money to efforts that
enhance the mission initiatives of the DMO. As far as matching monies for
tourism facility development is concerned, there will not enough money
generated by a dedicated tax to support that effort in total. Additional
development money and any incentives for developers would need to come
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in the form of TIF financing, low interest bonding, public/private
partnerships, etc.


Johnson Consulting suggests that the County legislate ordinances to govern
the look and feel of new development in order to enhance and protect the
brand. These would include ordinances for historic preservation, signage,
development zones, lighting, construction materials, facades, paint colors,
etc. It is recommended that the new DMO and Harford County mandate
research based decisions, which verify that efforts are on target with the
highest probability for success.



Johnson Consulting recommends that the County establish a sports
commission using the Recreational Councils as a foundation for the sporting
event market. It is important to use these Councils wisely. There could be a
slant towards parochial efforts by these Councils, which should be guarded
against. If cleverly done, these Council jurisdictions can get better facilities,
while the County has assets to use for regional and national tournaments.
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SPORTS SECTOR STRATEGY
Johnson Consulting has analyzed Harford County’s current assets as it pertains to
sports facilities. The following section provides an overview of Harford County’s
sports sector and three example markets where sporting facilities that share either
market or venue characteristics with the current sports facility assets in Harford
County. Harford County offers a plethora of sporting facilities throughout the
county, with approximately 62 various parks/sports facilities from small indoor
arenas and NHL size ice facilities to one of the top 10 public golf courses in the
Country-Bulle Rock. Not to mention miles of rural roadways and woodland parks
and trails ideal for biking and foot races. The County offers two premier amateur
sports facilities, which both have a strong regional and national draw, being Cedar
Lane Regional Park and Ripken Sports Complex.

Sports Facility Profiles
Cedar Lane Regional Park
The Cedar Lane Regional Park is
located at the intersection of Routes
543 and 136 in Harford County, MD.
The state of the art 110-acre multisport recreational complex was a
joint public and private venture
between Harford County Parks and
Recreation and Cedar Lane Sports
Foundation. The facility is available
to all 20 of the Harford County
Recreation Commissions. Facilities at
Cedar Lane include:


13- Full size state of the art multipurpose fields, with use for several sports
such as: soccer, lacrosse, field hockey, rugby and football;



1- Baseball diamond, which is the standard 90’ size



A secured 1.6 mile trail for jogging, running and biking



Lighted Fields



1,000 parking, with shuttle service for 500 additional spaces if needed
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Tournaments & Facility Rental
Due to the central location of Harford County, this venue has met instant market
acceptance, in spite of the lack of a full complement of support facilities. The
Under Armour Elite 100 Girls Lacrosse Tournament was the first ever held at
Cedar Lane in November 2008.
According to Cedar Lane management the facility host on average approximately
20 tournament events annually, with each event consisting of approximately 120
teams and 2,000 to 5,000 participants. Table 5-1, below provide a breakdown of
number of tournaments, visitors and projected rooms nights generated by Cedar
Lane.
Table 5-1
Cedar Lane Regional Park
Event Demand and Room Nights
Event
March Madness Girls Tournament
March Madness Boys Tournament
US Soccer Academy - 16 dates
Region 1 Soccer - 8 dates
Spring Field Hockey Tournament
US Lacrosse Wom Nat. Champ Tournament
Future Stars Tournament
Summer Showcase Tournament
Power Games
Lax Clash
Summer Sizzle
CLRP Friendlies
OBGC Capital Cup
Columbia Soccer Tournament
Under Armour Elite Tournament
Fall Ball I
Fall Showcase
Fall Hockey Fest
Totals

Sport

# of Teams

Total
Attending

Soccer
Soccer
Soccer
Soccer
Field Hockey
Lacrosse
Lacrosse
Lacrosse
Lacrosse
Lacrosse
Lacrosse
Soccer
Soccer
Soccer
Lacrosse
Lacrosse
Lacrosse
Field Hockey

80
80
32
24
22
64
35
90
36
32
94
40
58
26
72
40
94
42
961

4,400
4,400
1,760
1,320
1,210
3,520
1,925
4,950
1,980
1,760
5,170
2,200
3,190
1,430
3,960
2,200
5,170
2,310
52,855

Estimated
Room
Nights
1,800
1,960
720
540
0
2,160
399
1,012
810
720
2,707
84
1,305
585
1,620
280
840
0
17,542

Source: Cedar Lane Regional Park Management

As shown above, Cedar Lane Management projected the facility had hosted
approximately 961 teams last year, which resulted in approximately 52,855 in
attendance and 17,000 room nights.
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Just recently, Harford County was selected to host the 2013 and 2014 U.S. Youth
Soccer Region 1 championship. This event is a major coup and was intensely
competed for. The national tournament will be held at Cedar Lane Regional Park
and is estimated to attract approximately 3,500- 4,000 participants ages 12-19. The
tournament is projected to generate approximately 15,000 room nights.

Needs and Improvements
Cedar Lane offers high quality field surfaces, however lacks state of the art
amenities such as: locker rooms, seating areas, concessions stands and adequate
restrooms (irrigation and running water) . The Cedar Lane Foundation is current
working on a fundraising campaign to help bring to fruition its “event center”
plans. Although it is being called an event center, it should not be considered as a
competitive facility to the proposed venue in Section 6. Additionally, there should
be some consideration of having the Ripken organization woven into the
management.

Ripken Baseball Academy & Ripken Stadium
The Ripken Baseball Academy & Ripken Stadium are located directly across from
one another in the City of Aberdeen. Both of the Aberdeen projects were the effort
of former Baltimore Orioles and Aberdeen native Cal Ripken Jr. Built in 2002, the
state of the art facility is home to the Aberdeen IronBirds, the Class A affiliate to
the Baltimore Orioles. A 114 room Courtyard by Marriott resides directly between
the two sites. Amenities at both facilities include:
Ripken Youth Baseball Academy


4 state of the art, synthetic baseball/ softball fields, which consist of replica
diamonds to Camden Yards “Cal Sr.’s Yard”, Wrigley Field, Fenway Park and
Memorial Stadium



Cal Sr.’s Yard consist of stadium seating, dugouts, concessions, merchandise
stands



4 practice/ training fields use for infield and soft toss



Professional style batting cages, which can accommodate multiple teams



Bullpen with 4 pitching mounds

Ripken Stadium (serves as Minor league Stadium as well as tournament/ camp
venue)
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6,000 seats



Home of Aberdeen Iron Birds and Stevenson University’s baseball team
o

The team has been selling out on a regular basis since calling Ripken
Stadium home in 2002

Tournaments & Facility Rental
The Ripken Youth Baseball Academy hosts approximately 20 tournaments varying
in length from a two day to weeklong, from the beginning of March to the end of
August. There are approximately 760 teams that visit the complex annually and
about 23,000 visitors. According to “CPTM Sports Enterprises” 65 percent of the
visitors are out of state patrons. The Cal Ripken World Series is the largest
tournament draw to the facility, with 10 US and 5 international teams attracting
approximately 40,000 in attendance throughout the weekend. The Series is also
nationally televised; bringing added exposure to the facility as well as Harford
County.
In addition to the tournament use, the venue is home to the Aberdeen Iron Birds,
which has been selling out its 6,000 on a regular basis since 2002. This in itself is a
business enterprise and one of the most successful in the Minor Leagues.
Unmatched in minor league circles, this venue has developed a powerful
following.

Needs and Improvements
Ripken Stadium has a solid hotel offering directly adjacent to the Stadium, as well
as a solid mix of meeting space but could offer more. There is a lack of any on-site
retail or entertainment offerings. The goal should be to create an experience, not
just a ballpark where people come and watch a game and leave, yet an
entertainment offering where people can come and enjoy the experience before
and after the game. The creation of retail and entertainment facilities will help
control any leakage of spending to nearby counties.

Example Markets
Market Profiles
As previously mentioned the example markets considered in this analysis include
Winnebago, IL, Johnson County, KS, Montgomery County, MD, and Madison
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County, TN. The key characteristics of these example markets are summarized in
the following table.
Table 5-2
Example Markets - Key Indicators
Harford County Destination Market Study
Key Indicators

Harford County Winnebago County

Johnson County

Montgomery County Madison County

Average

2,728,517

349,449

2,044,831

5,693,313

116,603

2,186,543

County-2010

246,870

295,007

552,811

983,344

99,176

435,442

Rank (MSA)

2

4

3

1

5

1.0

11.0

12.0

5.0

1.0

4

2

1

3

4

$189,000

$2,100,000

$2,000,000

$832,500

$211,000

5

1

2

3

4

2,725

3,000

5,200

9,596

4,200

5

4

2

1

3

0.0%

6.0%

6.0%

7.0%

5.0%

5

2

2

1

4

Telecommunication;
Technology;
Transportation;
Equipment; Livestock

Technology;
Agriculture

Education; Heath
Services; Trade,
Transportation &
Utilities

MSA-2010

CVB: Number of Full Time Employees (FTE)*
Rank
Total Budget (round estimate)
Rank
Number of Hotel Rooms
Rank
FY 2010 Hotel Taxes
Rank

Key Business Sectors

Military; Health
Automotive; Health
Services; Retail
Services
Trade

6.0

$1,066,500

4,944

4.8%

* 1 Part time employee is equal to .5 full time employee
Source: Relevant Convention & Visitors Bureaus, DemographicsNow , Harford County, Johnson Consulting

As shown above, Harford County is ranked second in terms of population,
however is ranked last in number of CVB employees, CVB budget, Hotel Rooms
and Tax Rate. Harford County is most similar to Winnebago County in terms of
population and inventory of sports facilities. Winnebago County has fully utilized
and leveraged the generated demand capture at both SportsCore One and Two.

SportsCore One & Two – Winnebago County, Illinois
SportsCore One in northwest
Rockford and SportsCore Two in
Loves Park combine to form one of
the finest amateur sports facilities in
the Midwest.
Both facilities are
owned and operated by the Rockford
Park District, which is the second
largest park district in Illinois.
SportsCore One was built in 1983
and covers 105 acres. Recreational activities at SportsCore One include soccer,
softball, boating and fishing. Facilities at Sports Core Once include:


Eight lighted softball diamonds,



Eight regulation soccer fields,
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Attwood Soccer Center - nine soccer fields, plus concessions and locker
facilities,



Two permanent concessions on the softball side with restrooms,



Two playgrounds,



Boat ramps,



Recreation path.
SportsCore Two relates to a 124 acre
site developed in 2001. Recreation
activities at SportsCore Two include
soccer, rugby, football, volleyball, golf,
softball,
basketball,
dodgeball,
ultimate Frisbee, and adapted and
wheelchair sports. Facilities include:



Nineteen regulation soccer fields,



Fourteen practice soccer fields (outdoor),



Five sand volleyball courts,



Wedgbury Stadium – seating capacity for 2,000 guests,



Wedgbury Indoor Sports Center – three multi-sport indoor fields,
primarily for indoor soccer, five volleyball / basketball courts, locker
rooms, sports equipment store, and SkyBox, a family-friendly casual
restaurant and sports bar. The 60,000 square foot venue can also host a
variety of non-sporting events including receptions, conventions and
parties.

In 2005, SportsCore Two was names ‘Sports Complex of the Year’ by the Sports
Turf Managers Association.

Tournaments & Facility Rental
Local, regional and national tournaments attract over a million visitors to Sports
Core One annually, and it is consistently rated as the area’s number one tourist
destination.
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Sports Core Two is also a major tourist destination on the weekends, with local
clubs hosting tournaments. On weekdays, Sports Core Two is utilized primarily
by local teams for practice, training and matches. Events hosted at Wedgbury
Stadium include IHSA State High School Soccer Finals, pro football matches,
National Rugby Finals, college rugby championships, professional soccer games
with international teams, and the USSL W. League Soccer Finals.
A number of leagues are offered at Sports Core Two for all ages, including:


Soccer – American Youth Soccer Organization (children of all ages), Raptor
Youth Soccer League, Rockford United S.C. (boys and girls), Rock Run S.C.
(boys and girls), Hononegah Lions Soccer Club (boys and girls), Adult
Outdoor (men’s and women’s), Fall Indoor (under 15s), Winter Indoor
(under 15s), Summer / Pre-Season Indoor (adults).



Softball - Slo-pitch (adults), 50/60+, Indoor (adults).



Volleyball – several adult and youth leagues.

Other adult leagues offered at the facility include baseball, kickball, various
social sports, dodge ball and basketball.

Operations
The following table provides a breakdown of the revenues and expenses at both
SportsCore venues.
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Table 5-3
Rockford Park District
SportsCore Revenue and Expense Statement
FY 2009

FY 2010

Revenue
Sportscore General
Soccer
Softball
Sportscore Concessions
Sportscore Maintenance
Sand Volleyball
Mens Baseball
ISC General
ISC Restaurant - Food
ISC Restaurant - Beverage
Sportscore Complexes - Soccer
Athletics
Sports Complex Sales and Marketing
Sportscore 2 Maintenance
ISC Volleyball
Total Revenue

$149,060
36,967
119,963
144,883
6,661
4,380
6,400
130,683
454,006
112,092
309,859
13,673
29,957
447
188,179

$112,105
0
149,856
181,606
0
0
7,805
168,447
383,903
100,732
325,841
0
0
0
188,096

$1,707,210

$1,618,391

Expense
Sportscore General
Soccer
Softball
Sportscore Concessions
Sportscore Maintenance
Sand Volleyball
Men's Baseball
Field Maintenance
ISC General
ISC Restaurant - Food
ISC Restaurant - Beverage
Inventory Control
Sportscore Complexes - Soccer
Athletics
Sports Complex Sales and Marketing
Sportscore 2 Maintenance
ISC Volleyball
Total Expense

($281,450)
(8,613)
(72,641)

($179,995)
0
(86,229)

(98,297)
(224,079)
(230)
(5,740)
(14,213)
(245,469)
(484,511)
(84,794)
(10,948)
(41,155)
(13,673)
(4,405)
(331,645)
(101,248)

(185,649)
(212,778)
0
(7,371)
(7,290)
(306,957)
(340,425)
(81,379)
0
(34,812)
0
0
(324,920)
(102,229)

($2,023,111) ($1,870,034)

Net Operations

($315,901)

($251,643)

Source: Rockford Park District, Johnson Consulting
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Mid-America Sports Complex & Mid-America West Sports Complex
– Shawnee, Kansas
Mid-America and Mid-America West are
adjacent sports complexes situated in Shawnee,
Kansas. The Mid-America Sports Complex
comprises 70 acres and was built in 1991 by
private owners and acquired in 1994 by the
Johnson County Park and Recreation District
(JCPRD) through the sale of revenue bonds.
Facilities at the Mid-America Sports Complex
include:
 10 lighted softball fields,
 2 multipurpose fields,
 10-stall batting cage,
 Concessions and restaurant,
 Pro Shop,
 Clubhouse.
The following figure shows a map of the facilities at the Mid-America Sports
Complex.
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Figure 5 - 1

The Mid-America West complex, which was formally known as the Johnson
County Girls Athletic Facility, was permanently acquired by the JCPRD in 2003.
The facility was originally built in 1989, with the Okun Fieldhouse added in 1999.
Facilities at the Mid-America West Sports Complex include:
 12 outdoor lighted youth softball fields,
 Okun Fieldhouse – a 56,500 square foot facility comprising 4 basketball
courts, 8 volleyball courts, a pro shop and food concessions,
 8-stall batting cage,
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 Food Concessions,
 Pro Shop.
The following figure shows a map of the facilities at the Mid-America West Sports
Complex.
Figure 5 - 2
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Tournaments & Facility Rental
The two sports complexes offer a number of leagues for a variety of age groups,
including softball (youth and adult), baseball (youth), basketball (youth),
volleyball (youth), slow-pitch (adult), flag football (adult - men’s and women’s),
and kickball (adult).
The JCPRD hosts a number of tournaments, predominantly softball, across both
venues as well as at Heritage Park.

Operations
The following table shows the revenue and expense statement for Johnson County
Park and Recreation District. Please note the level of ad valorem tax support
provided to the venue.
Table 5-4
Johnson County Park & Recreation
Revenue & Expense Statement Most Recent Year
Revenue
Beginning Fund Balance
Ad Valorem/Other Taxes
Charges of Services
Interest Income
Miscellaneous
Total Revenue
Expenses
Salaries & Wages
Contractual Services
Commodities
Capital Outlay

$2,583,022
17,490,994
807,429
16,213
111,845
$21,009,503
$5,016,159
1,636,869
749,211
7,260,675

Total Expenses

$14,662,914

Net Operations

$6,346,589

Source: Johnson County Park & Recreation, Johnson Consulting
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South Germantown Recreational Park – Boyds, Maryland
South Germantown Recreation Park is located in Boyds, Maryland. The
Montgomery County Department of Parks began acquiring the 695 acres that
comprise the Park in the 1960s, in an effort to preserve open space and provide
parkland for residents of northern Montgomery County. All facilities at the park
are operated by the Montgomery County Department of Parks, with the exception
of the aquatic center, which is privately managed, and the Maryland SportsPlex
and Discovery Sports Center.
Construction of the Maryland SoccerPlex and Discovery Sports Center, which was
completed in 2000, cost $19 million and was financed by the Maryland Soccer
Foundation and the Maryland National Capital Park and Planning Commission,
which approved the development of the facility.
The Park’s state-of-the-art facilities offer a variety of recreational activities
including hiking, biking, archery, mini golf, swimming, and soccer. The following
figure provides a map of facilities at the Park.
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Figure 5 - 3

Facilities at the Park include:


Splash Playground and Miniature Golf – water park and two 18-hole
miniature golf courses,



Germantown Golf Park – privately operated driving range offering 40 tees,



The King Dairy Mooseum – historic 10,000 sq.ft dairy dedicated to the
history of nearly 300 dairy farms that existed in Montgomery County in the
20th Century,



Germantown Indoor Swim Center – operated by the Montgomery County
Department of Recreation, this 60,000 sq.ft state-of-the-art facility includes
a competition pool, recreation pool, leisure pool with two indoor
waterslides and play structures, hydrotherapy pool, and a sauna. The
Center offers dedicated lap swims, family recreational swims, swim lessons
and programs such as water exercise, dive team and lifeguard training,
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Maryland SoccerPlex and Discovery Sports Center – run by the Maryland
Soccer Foundation, a non-profit organization, the SoccerPlex is a premier
facility offering 24 professionally constructed and maintained outdoor
soccer fields, and a lighted championship stadium with seating capacity for
3,200 spectators (refer to previous figure showing map of the Park).
The Discovery Sports Center is a 64,000 sq.ft indoor multi-sport venue,
comprising eight basketball / volleyball courts are also used for indoor
soccer, lacrosse and field hockey during the winter. The Center hosts
various non-sporting events including trade shows, and cultural and
community events.
The following figure provides a floorplan of the indoor at the Sports
Center.
Figure 5 - 4
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Picnic Area – with four picnic shelters that can accommodate up to 40
people in each,



Ball Fields, Tennis and Basketball Courts – two outdoor tennis courts and
two basketball courts that are available on a first come, first served basis.
Two softball fields, two baseball fields (one with a football overlay), and
two soccer fields are also available and can be reserved,



Central Park Pond – provides access for fishing and model boat launch,



Adventure Playground / Tot Lots – a seven acre playground offering five
themed play areas,



Archery Range – target bales are provided at the range, which is available
on a first come, first serve basis,



Hiker / Biker Trails – approximately seven miles of hard surface trails are
provided throughout the park.

Tournaments & Facility Rental
The Maryland SoccerPlex is home to the Maryland Soccer Foundation, which
offers a number of leagues and programs for various age groups. The SoccerPlex
hosts NCSL, WAGS, MSI Classic and CYO seasonal league matches, and also
offers a number of adult (7 v 7 and 11 v 11) and youth outdoor soccer leagues
(winter outdoor and additional leagues during the off-season). An adult flag
football league is also offered at the facility.
The Discovery Sports Center offers leagues for basketball (adult and youth),
indoor soccer (adult and youth ages 8-12 years), volleyball (adult), indoor field
hockey (youth), indoor lacrosse (adult and youth) and indoor baseball.
The two venues host a number of premier and recreational tournaments. At the
SoccerPlex, regionally and nationally recognized tournaments include the MSI
March Madness, Potomac Memorial Day, the Mid-Atlantic Cup, the August Cup,
the Thunder SoccerFest, the Discovery Cup, Bethesda Girls and Boys
Thanksgiving Tournament, and the Maryland State Cup. The Discovery Sports
Center also hosts tournaments for a number of indoor soccer tournaments,
including the Maryland MLK Cup and Washington Freedom Cup, along with a
number of other basketball, volleyball, indoor field hockey, and indoor lacrosse
tournaments.
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Operations
The following table provides the revenue and expense statement for the
Maryland-National Capital Park and Planning Commission’s Park Fund.
Table 5-5
Maryland-Nationial Capital Park & Planning Commission
Park Fund Revenue and Expense Statement
FY 2009

FY 2010

Revenues
Property Tax
Facility User Fees
Investment Income
Investment Income: CIP
Intergovernmental
Miscellaneous

$76,815,841
1,446,153
377,695
289,009
20,018
145,549

$76,970,290
1,879,800
180,000
30,000
0
74,100

Park Fund Revenues

$79,094,265

$79,134,190

Expenditures
Salaries & Wages
Employee Benefits
Park Fund Personnel Costs
Operating Expenses
Debt Service Other
Capital Outlay

$0
0
0
(77,824,224)
(3,804,650)
0

$0
0
0
(79,019,100)
(4,304,400)
0

Park Fund Expenditures

($81,628,874)

($83,323,500)

($2,534,609)

($4,189,310)

Net Operations
Source: M-NCPPC, Johnson Consulting

The following table provides the capital improvements program specifically for
the Maryland SoccerPlex.
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Table 5-6
South Germantown Recreational Park: SoccerPlex
Budget and Capital Improvements Project- Most Recent
Year

Expenditure Schedule
Planning, Design & Supervision
Land
Site Improvements & Facilities
Construction
Other
Total
Funding Schedule
Program Open Space
PAYGO
Contributions
G.O. Bonds
Revenue Authority
Total
Operating Budget Impact
Program-Other
Net Impact

($45,000)
0
(589,000)
0
0
($634,000)
$236,000
0
319,000
79,000
0
$634,000
$17,000
$17,000

Source: M-NCPPC, Johnson Consulting

West Tennessee Healthcare Sportsplex- Jackson, Tennessee
The West Tennessee Healthcare Sportsplex is
located right along Interstate 45 in the City of
Jackson, TN.
The City owned SportsPlex
consists of 17 baseball/softball fields was built
in 2006, with a total construction cost of
approximately $13.4 million. The Sportsplex has
consistently hosted regional and national
tournaments, as well as serving the local
community and Madison County.
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Figure 5-5

The facilities at the Sportsplex include:


17 baseball/softball fields
o

4 pods are 300’ fences with just dirt infields

o

5 pods are 250’ fences with grass infields

o

3 pods are 300’ fences with grass infields

o

5 pods are 200’ fences with grass infields



Concession stands at each pod



State of the art batting cages will be opened in March 2012

Tournaments & Facility Rental
The Sportsplex has had great success in attracting tournaments to its venue since
its inception in 2006. According to facility management, the Sportsplex host
approximately 40 tournaments annually, which on average have approximately
50-100 teams in each.
The management projected the facility attracts
approximately 125,000 in tournament attendees and approximately 125,000 in
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league play attendees, for a total of approximately 250,000. Management has
stressed that these numbers have remained fairly consistent throughout its years
of operation and with its new partnership with the CVB it hopes to boost its
regional tournament attendance.

Operations
The operations at the SportsPlex are supported with 4 full-time employees and 3
groundskeepers. Management expressed a need for marketing support, currently
the facility is being marketed by one staff member. It hopes a partnership with the
CVB will help boost this gap in its operations. The funding for the Sportsplex
flows through an Enterprise Fund setup by the City for the facilities operations.
The facility has an annual operations budget of approximately $2 million. The
Enterprise Fund is funded by ¾ of 1% on local sales tax as well as a portion of the
hotel/motel tax. The agreement is that any hotel/motel tax revenue greater than
$975,000 goes to the support of the SportsPlex. According to management, its
annual contribution from the hotel tax is approximately $320,000. Additionally,
West Tennessee Healthcare SportsPlex is part of the growing trend of attracting
naming rights opportunities to publicly owned sports facilities. The SportsPlex
successfully negotiated a 10-year deal with West Tennessee Healthcare for the
amount of $1.5 million or $150,000 annually, which helps to support operations as
well.

Observations/Recommendations
Harford County has untapped resources in the form of its sporting facilities, with
two significant demand generators in Cedar Lane Regional Park and The Cal
Ripken Sports Complex, which have yet to even meet their full potential or
utilization.
The location of the County on 1-95 between Baltimore and
Philadelphia sets the stage for whatever the County sets its mind to do.
Both facilities have the vestiges to grow and improve substantially. Cedar Lane
suffers from inadequate state of the art amenities that match the quality of the field
surfaces, such as: locker rooms, seating areas, and adequate restrooms.
The
quality of business that the Cedar Lane facility has attracted with essentially a staff
of one plus County and volunteer support is remarkable. However, there is a need
for adequate resources to support additional support staff. The Ripken Sports
Complex continues to grow year after year and is seen as a premier youth baseball
organization. Harford County must capitalize on the Cal Ripken brand and its
ability to bring room nights from all across the US. Additionally, there should be
some consideration of a management role for Ripken Sports for the Cedar Lane
Regional Park. With the name and brand of Ripken it could help promote both
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facilities nationally, and create larger opportunities for Cedar Lane Regional Park
to potentially attract a naming rights sponsorship, which was done in West
Tennessee Healthcare Sportsplex.
In our analysis of example markets, we see a uniformed set of similarities among
the three different markets and Harford Counties sports facility offerings. The
most substantial gap of offering between Harford County and three peer venues
was a lack of an indoor multipurpose facility in Harford County’s mix of sports
facilities. Each of the three markets offered an indoor facility to supplement its
outdoor offerings and allow the potential to attract year round attendance at its
sports facilities. The demand for such facility in the Harford market place is
already evident and its need will only continue to grow once the affects of BRAC
are fully developed and mature.
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MEETING INDUSTRY SECTOR STRATEGY
Area of Opportunity Assessment
In our assessment, the regional marketplace is underserved from a convention and
exhibition space perspective. South suburban Philadelphia, Delaware and North
Maryland have virtually no public meeting facilities. One has to consider smaller
spaces at hotels or go into other urban areas to find venues to use. If APG is going
to bring the positive growth desired by the County and State, its attributes will
have to be exploited. It becomes a matter of policy whether a venue is provided to
support the hospitality, hotel development and quality of life opportunities relating
to a mid-sized convention center. The following figure plots existing facilities, by
exhibit space, and shows the assessed area of opportunity for a convention center in
Harford County.
Figure 6 - 1
Existing Facilities and Area of Opportunity

Small & Medium Group Venues

Large Group Venues
100%

100%

Class A

Quality Level

Class B

5

4

Area of
Opportunity

90%

1

90%

3
Legend
1 Susquehanna Center at Harford Community
College (Under Construction)
2 Chase Center on the Waterfront
3 Valley Forge Convention Center
4 Baltimore Convention Center
5 Pennsylvania Convention Center

2
80%

Class C

80%

Source: Johnson Consulting

Exhibit Space Only

As shown, there are two distinct market segments in the regional area surrounding
Harford County. The first relates to small- and medium-sized group venues and
includes the Susquehanna Center at Harford Community College, which is
currently under construction, the Chase Center on the Waterfront (Wilmington,
DE), and Valley Forge Convention Center (King of Prussia, PA), which is currently
undergoing a renovation to add a casino (scheduled to open in 2012). The second
market relates to large group venues and includes the Pennsylvania Convention
Center (Philadelphia, PA) and the Baltimore Convention Center (Baltimore, MD).
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In addition, there are a number of local hotels that offer small banquet and meeting
facilities.
The following table shows the location of each of the facilities shown in the Area of
Opportunity chart. As shown, and excluding the Susquehanna Center, the closest
facility is the Baltimore Convention Center, which is 29 miles from Harford County.
The other facilities are all more than 50 miles from Harford County.
Table 6 - 1
Harford County Area Convention Facilities
Facility

City

Chase Center on the Waterfront
Valley Forge Convention Center
Baltimore Convention Center
Pennsylvania Convention Center

Wilmington
Philadelphia
Baltimore
Philadelphia

Total Function Space Largest Exhibit Hall Dist. from Harford County
73,253
100,000
410,219
914,200

22,000
54,000
300,000
562,960

54 miles
74 miles
29 miles
82 miles

Source: Johnson Consulting, respective facilities

Based on the foregoing analysis, there is an opportunity for a small convention
center in the Harford County marketplace, in the range of 30,000-105,000 square
feet, with potential to expand. Given the funding realities, we recommend a staged
development, expanding the facility overtime to become comparable to Overland
Park Convention Center (approximately 90,000 square feet).

Example Markets
In order to understand the market opportunity for a convention center and
enhanced meeting facilities in Harford County, Johnson Consulting has identified a
number of example facilities, both regionally and nationally. The key operating
characteristics of these facilities are provided in the following profiles, and include:


Size and character of facility program spaces;



Role that these facilities play in the market- serving regional businesses,
allowing them to host conferences, trade and industry sector events, as well
as tourism development and social roles;



Recent and/ or planned expansions these venues experience as their
demand grows; and



Demand and financial profile, including the number and type of events, and
operating revenues and expenses, where available.
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Information about event demand and the financial performance of the example
facilities provides insight into the general parameters within which new meeting
facilities in Harford County could reasonably expect to operate.
The example markets considered in this analysis include Tri-Cities, WA, St. Charles,
MO, and Overland Park, KS. The key characteristics of these example markets are
summarized in the following table.
Table 6 - 2
Example Cities - Key Indicators
Harford County Destination Market Study
Key Indicators
Population - MSA (2010)
Population - County (2010)
Rank (MSA)
CVB: Number of Full Time Employees (FTE)*
Rank
Total Budget (Round Estimate)
Rank
Number of Hotel Rooms**
Rank
FY 2011 Hotel Tax Rate (County)
Rank

Key Business Sectors

Harford County

Tri-Cities

St. Charles

Overland Park

Average

2,728,517

245,000

2,817,602

2,044,831

1,958,988

368,531

368,531

307,233

1

3

2

167,000 (Benton)
78,000 (Franklin)
4

1.0

13.0

12.0

12.0

4

1

2

2

$189,000

$1,800,000

$2,200,000

$2,000,000

4

3

1

2

2,725

3,500

2,000

5,200***

3

2

4

1

0.0%

2.0%

5.0%

6.0%

4

3

2

1

Military; Health
Services; Retail
Trade

Government;
Agricultural
Products;
Research &
Development;
Health Services

Heath Services;
Government;
Education;
Technology

Telecommunicatio
n Technology;
Transportation
Equipment; Cattle

246,870

9.5

$1,547,250

3,356

3.3%

* One (1) Part Time employee is equal to 0.5 Full Time employees
** As published by relevant CVB
*** Figure relates to all hotel rooms throughout Kansas City
Source: Relevant Convention & Visitors Bureaus,DemographicsNow , Harford County, Johnson Consulting

As shown, Harford County has the second largest population within the example
cities and a hotel inventory that is in line with Tri-Cities and St. Charles (it is noted
that the figure for Overland Park relates to the entire hotel inventory throughout
Kansas City). However, Harford County ranks last with respect to CVB employees,
total budget, and hotel tax rate. By comparison, the CVBs in each of the example
cities employ between 12 (St. Charles and Overland Park) and 13 (Tri-Cities) full
time employees, and have budgets in the range of $1.8 million (Tri-Cities) and $2.2
million (St. Charles). The relevant County hotel tax rates (at the County level) of
between 2.0 percent (Tri-Cities) and 6.0 percent (Overland Park). In contrast, there
is currently no hotel tax within Harford County.
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The following profiles relate to the main meeting facilities within each of the
example cities. Please note that we start with the smallest venue (minimum
recommended entry point for the County), and end with the largest venue, which
would be the boldest offering and most consistent with what APG offers in terms of
potential.

Three Rivers Convention Center (Tri-Cities, WA)
Situated in western Kennewick, the
Three Rivers Convention Center
(TRCC) is a state-of-the-art convention
facility that serves the Tri-Cities
region.
The Kennewick Public
Facilities
District
(KPFD)
is
responsible
for
the
design,
construction and general operation of
the Center. In September 2003 (prior
to the Center’s opening in June 2004)
the KPFD contracted the day-to-day
operation and management of the Center to VenuWorks.
The following figure shows the floorplan of the (TRCC).
Figure 6 - 2
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The following table provides a breakdown of exhibit and meeting space at the
TRCC.
Table 6 - 3
Three Rivers Convention Center
Summary of Exhibit and Meeting Space
Size (SF)

Capacity (# of Persons)

Individual Combined
(Smallest) (Largest)
Exhibit Hall
Great Hall
Section A
Section B
Section C
Section D
Subtotal Exhibit Hall SF
Meeting Rooms
Number of Rooms
Smallest Room
Largest Room
Subtotal Meeting Room SF
Total

5,400
5,400
5,400
5,400

21,600
21,600

9
500
-

3
5,516
11,474

Theater Classroom Banquet

Exhibits (#
of Booths)

2,050
500
500
500
500

1,200
270
270
270
270

1,400
340
340
340
340

140
34
34
34
34

500

290

288

340

33,074

Source: Three Rivers Convention Center, Johnson Consulting

As shown, the TRCC offers more than 33,000 square feet of dedicated meeting,
ballroom, and exhibit space, including the 21,600 square foot Great Hall and an
additional 11,474 square feet of meeting rooms.
The building has been fully absorbed by the market and needs to be expanded.
There is a 120-room Hilton Garden Inn across the parking lot from the TRCC, and
the expansion plan calls for another hotel site adjacent to the expansion.

Demand Schedule
The TRCC plays a vital role in the ongoing growth of the local tourism market,
having hosted almost 1,700 events since it opened in 2004, attracting 673,800
attendees. In 2010, the TRCC hosted 252 events, predominantly meetings/
conferences (85 events) and banquets/ weddings (77 events). The number of events
at the TRCC peaked at 334 in 2006, before trending downwards to 206 events in
2008, and then stabilizing in 2009. The following table shows the total number of
annual events at the TRCC since 2004.
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Table 6 - 4
Three Rivers Convention Center
Historical Event Demand 2004-2010 (Events)

Event Type
Conventions/Trade Shows
Meeting/Conferences
Concerts
Community/Civic/Social
Total

2004

2005

2006

2007

2008

2009

2010

5
37
0
75

20
81
0
170

39
89
2
204

30
69
1
150

28
76
6
96

25
71
8
148

26
85
5
136

117

271

334

250

206

252

252

(25.1%)

(17.6%)

Annual Growth Rate
Total

131.6%

23.2%

22.3%

0.0%

Source: Three Rivers Convention Center, CHJC

As shown, over the last seven years meetings/ conferences and banquets/
weddings have consistently represented the predominant type of event hosted at
the TRCC.
The following table shows total attendance at the TRCC since 2004. Attendance
peaked in 2007 and trended steadily downwards through 2009, before stabilizing in
2010 at 94,629 attendees.
Table 6 - 5
Three Rivers Convention Center - Arena
Historical Attendance

2004

2005

2006

2007

2008

2009

2010

36,574
13,653
1,500
78,517

36,845
22,987
4,600
49,600

32,846
22,294
5,184
31,820

26,438
31,263
4,250
32,678
94,629

Event Type
Conventions/Trade Shows
Meeting/Conferences
Concerts
Community/Civic/Social

7,955
5,103

42,369
17,058

17,229

24,038

40,805
20,381
1,125
66,695

Total

30,287

83,465

129,006

130,244

114,032

92,144

54.6%

1.0%

(12.4%)

(19.2%)

Annual Growth Rate
Total

175.6%

2.7%

Source: Three Rivers Convention Center, Johnson Consulting

As shown, conventions/ trade shows, banquets and meetings have generally
attracted the highest number of attendees across all events held at the TRCC. We
estimate that the building generates 30,000 room nights per year.
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Revenue & Expenses
The following table shows the revenue and expense statement for the TRCC for FY
2004 through FY 2010 (projected).
Table 6 - 6
Three Rivers Convention Center - Revenue and Expense Profile
2004
Facility Revenues
Facility Rental
Signage and Sponsorships
Facility Fees
In- House Event Revenue
Outside Services Revenue
In-House Equipment Rental
Reimbursed Event Expenses
Interest
Food and Beverage Revenue
Miscellaneous
Merchandise
Total Revenues
Expenses
Payroll and Benefits
General and Administrative
Occupancy
Travel
Event Expenses
Services and Operations

2005

2006

2007

2008

2009

2010

$189,572
$678
$3,976

$304,392
$2,963
$4,444

$364,622
$2,925
$4,472

$382,109
$3,078
$4,554

$367,572
$2,700
$5,273
$71,811

$3,068
$86,926
$19,583
$75,064
$168,583
$891
$712
$666,626

$6,710
$119,198
$21,230
$79,133
$208,372
$4,011
$7,484
$818,157

$3,432
$167,934
$28,290
$44,796
$284,503
$6,029
$73
$924,798

$162,185
$41,836
$15,899
$488,276
$7,471

$214,874

$1,596
$53,067
$11,013
$42,307
$119,834
$1,842
$530
$424,415

$333,914
$1,575
$8,972
$45,550
$3,475
$173,251
$33,710
$38,303
$368,089
$4,734
$1,011,573

$1,163,023

$285,812
$41,041
$164,730
$35,299
$40,249
$490,197

$568,183
$26,179
$240,816
$23,154
$57,726
$373,224

$646,891
$23,462
$228,712
$18,872
$47,033
$199,634

$640,296
$46,187
$238,492
$13,498
$57,683
$226,765

$603,807
$42,878
$281,623
$16,016
$39,042
$278,072

$624,909
$44,264
$255,278
$17,747
$34,093
$312,384

$660,533
$42,671
$223,413
$12,021
$49,828
$413,521

$50,722
$500
$12,971
$17,746
$813
$63,314
$68,463
$345

All other indirect expenses
Total Expenses
Net Operating Income (Deficit)
Other Income
City Contractual Contribution
Sales & PFD Tax Distribution
State of Washington
City of Pasco
Benton County
Total Other Income
Other Expense
Debt Service
Net Surplus (Deficit)

$1,057,328

$1,289,282

$1,164,604

$1,222,921

$1,261,438

$1,288,675

$1,401,987

($842,454)

($864,867)

($497,978)

($404,764)

($336,640)

($277,102)

($238,964)

$423,962

$143,198

$143,794

$110,526

$79,004

$92,612

$33,861

$492,866
$505,066
$306,172
$320,275
$79,424
$130,112
$988,988 $1,034,457

$485,013
$284,105
$109,346
$971,076

$503,641
$310,627
$128,119
$976,248

$615,299
$78,675

$615,324
$121,960

$424,831
$442,261
$453,313
$228,363
$333,591
$289,241
$42,549
$86,736
$148,128
$1,119,705 $1,005,786 $1,034,476
$407,642
($130,391)

$615,317
($474,398)

$615,294
($78,796)

$615,294
($31,070)

$615,294
$82,523

Source: Three Rivers Convention Center, CHJC

Since FY 2004, total revenues at the TRCC have averaged $730,000 per annum, with
the largest revenue generators consistently being Food and Beverage, and Facility
Rental. The projected budget for FY 2010 shows total revenues of $1.16 million, of
which $488,276 (40 percent) is attributable to Food and Beverage and $367,572 (30
percent) is attributable to Facility Rental.
The budget for indirect expenses is $1.4 million, with the greatest expenses being
Payroll and Benefits ($660,533) and Services and Operations ($413,521). In FY 2010
the TRCC is projected to operate at a surplus of $121,960, which represents the
highest operating surplus recorded since the facility opened in 2004.
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We note the dedicated funding source for the project- a 1/10th of 1 percent of state
sales tax earned in the jurisdiction is remanded back to the community because they
created a Public Facilities District (PFD). This has been a very popular tool in the
state and has remedied a short fall in such facilities in the state over the last 10
years.

St. Charles Convention Center (St. Charles, MO)
Situated in St. Charles, Missouri,
directly across the Missouri River
from St. Louis and approximately
8 miles to the west of Lambert-St.
Louis International Airport, the
St. Charles Convention Center
(SCCC) opened in April 2005.
The SCCC is owned by the City of
St. Charles and operated by
Global Spectrum.
The following figure shows the floorplan of the SCCC.
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Figure 6 - 3

Upper Level

Lower Level

The following table provides a breakdown of exhibit and meeting space at the
SCCC.
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Table 6 - 7
St. Charles Convention Center
Summary of Exhibit and Meeting Space
Capacity (# of Persons)

Size (SF)
Individual
Exhibit Hall

Combined

Classroom

Theater

Banquets

10' x 10'
Booths

-

27,600

1,632

3,168

1,940

136

North Hall

14,500

-

808

1,604

980

67

South Hall

13,100

-

720

1,490

820

59

1,900

3,504

2,310

168

Subtotal Exhibit Hall SF
Exhibit Hall (Expanded)*

27,600
-

Subtotal Exhibit Hall SF

35,700
35,700

Ballroom Space**
Grand Ballroom

-

16,200

880

1,676

1,000

74

Ballroom A

4,010

-

180

418

200

-

Ballroom B

4,010

-

176

418

200

-

Ballroom C

4,010

-

188

420

200

-

Ballroom D

4,170

-

192

411

200

-

Subtotal Grand Ballroom SF
Junior Ballroom

16,200
-

6,025

340

746

360

32

Ballroom A

1,450

-

60

156

80

-

Ballroom B

1,530

-

60

168

80

-

Ballroom C

1,530

-

60

168

80

-

Ballroom D

1,515

-

60

160

80

-

Subtotal Junior Ballroom SF

6,025

Meeting Rooms
Number of Rooms
Smallest Room
Largest Room

7

7

-

-

504

-

18

-

-

-

-

1,310

56

136

60

-

Subtotal Meeting Room SF
Total

7,024
56,849

* Includes Junior Ballroom
** Other combinations of salons are available
Source: St. Charles Convention Center, Johnson Consulting

As shown, the SCCC comprises a total of 56,849 square feet of exhibit and meeting
space, including a 27,600 square foot Exhibit Hall, divisible into two (2) areas of
14,500 and 13,100 square feet. The Exhibit Hall can also be utilized in conjunction
with the Junior Ballroom to create 35,700 square feet of contiguous space.
Additional facilities include a 16,200 square foot Grand Ballroom and seven (7)
meeting rooms totaling 7,024 square feet. Excluding the two ballrooms, the largest
meeting room comprises 1,310 square feet, with a maximum capacity of 136 people.
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The SCCC was built in conjunction with the adjoining 296-room Embassy Suites
Hotel. There are an additional 500+ hotel rooms within walking distance of the
SCCC, along with 2,000 rooms available throughout the City of St. Charles.

Demand Schedule
The following table provides a high-level summary of event demand at the SCCC,
by event type. In 2010, the SCCC attracted 253,361 attendees to 305 events. Of
these, 50 percent of events were Meetings, 20 percent were Banquets, with 47
percent of attendance relating to Consumer Shows and 15 percent relating to
Meetings.
Table 6 - 8
St. Charles Convention Center
Event Demand 2010
Events
Event Type

Total
Events

Attendance

% of total
Total
% of total
events attendees attendees

Events
Meetings

151

50%

36,824

15%

Banquets

61

20%

17,087

7%

Consumer Shows

29

10%

118,400

47%

Convention

12

4%

29,542

12%

Trade Shows

27

9%

23,325

9%

Special Events

25

8%

28,183

11%

305

100%

253,361

100%

Total

Source: St.Charles Convention Center, Johnson Consulting

In 2010, the Grand Ballroom achieved a total occupancy of 43 percent, while the
Junior Ballroom recorded a total occupancy of 53 percent. The Exhibit Hall
achieved 51 percent occupancy in 2010, with Meeting Rooms recording a total
occupancy of 29 percent. It is understood that the SCCC will be expanded once
occupancy levels reach 60 percent.
Events at the SCCC generated 21,000 room nights in 2010, of which the majority
related to conventions, which represent on a small proportion of the SCCC’s total
business. The SCCC’s sales staff handles the short-term business 12 months and
in. The St. Charles Convention and Visitors Bureau (CVB) is responsible for the
long-term booking of the facility.
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Revenue and Expenses
The following table shows the SCCC’s revenue and expense statement for 2010. As
shown, the SCCC operated at a net deficit of $138,795 in 2010, resulting in a positive
variance of $169,411 over the budgeted deficit of $308,206.
Table 6 - 9
St. Charles Convention Center
Revenue & Expense Statement 2010
2010
Actual

2010
Budgeted

2010
Variance

Revenues
Rent
Service
Ancillary
Other
Total Revenues

1,069,889

1,039,766

30,123

549,632

537,425

12,207

3,189,539

3,066,245

123,294

100,428

94,700

5,728

$4,909,488

$4,738,136

$171,352

1,240,594

1,186,558

54,036

Expenses
Events
Personnel

2,520,133

2,507,633

12,500

Operating

1,287,556

1,352,151

(64,595)

$5,048,283

$5,046,342

(138,795)

(308,206)

Total Expenses
Net Operation Income (Deficit)

$1,941
169,411

Source: St. Charles Convention Center, Johnson Consulting

The following figure shows gross revenue by event type at the SCCC in 2010. As
shown, the greatest revenue generators were Meetings (24 percent of gross revenue
or $1.1 million) and Conventions (23 percent or $1.0 million), followed by Banquets
(17 percent or $839,773) and Consumer Shows (16 percent or $790,479).
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Figure 6 - 4

It is our judgment that a facility such as this would be an ideal first phase for a
venue in Harford County. The capital cost of this facility was $33 million for the
structure and $6 million for the land, and was funded by bonds that are repaid with
a 5% tax on hotel rooms countywide. There is an additional 0.75% collected on the
Embassy Suites rooms, which is used as an incentive fund to capture business at the
SCCC.
The CVB receives $300,000 from the 5% tax for convention center marketing
purposes. To date, the 5% tax has covered all expenses and debt service.

Overland Park Convention Center (Overland Park, KS)
Situated in the largest suburb of Kansas City,
Overland Park Convention Center (OPCC) opened
in 2002. The development of the OPCC cost $60
million and was funded through general obligation
bonds supported by the City of Overland Park’s 6
percent hotel room tax (Transient Guest Tax). The
OPCC, which sits on a 26-acre site in the heart of
Overland Park, is owned by the City of Overland
Park, and is managed by Global Spectrum.
The following figure shows the floorplan of the OPCC.
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Figure 6 - 5

The following table provides a breakdown of exhibit and meeting space at the
OPCC.
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Table 6 - 10
Overland Park Convention Center
Summary of Exhibit and Meeting Space
Size (SF)
Individual
(Smallest)

Exhibit Hall
Exhibit Hall A
Exhibit Hall B
Subtotal Exhibit SF
Ballroom
Ballroom A
Ballroom B
Ballroom C
Subtotal Ballroom SF
Meeting Rooms
Number of Rooms
Smallest Room
Largest Room
Subtotal Meeting Room SF
Total

Capacity (# of Persons)

Combined
(Largest)

Theater

Classroom

Banquet

29,464
29,030

58,494
58,494

5,233
2,592
2,641

3,264
1,632
1,632

4,320
2,180
2,140

8,482
7,830
8,679

24,991
24,991

2,184
720
728
736

1,208
416
352
440

1,780
540
500
540

7
1,810
-

2
7,354
14,115

156
624

88
352

80
320

97,600

Source: Overland Park Convention Center, mpoint.com, Johnson Consulting

As shown, the OPCC comprises a total of 97,600 square feet of exhibit and meeting
space, including a 59,494 square foot Exhibit Hall, and a 24,991 square foot
Ballroom. Excluding the Ballroom, the largest meeting room comprises 7,354 square
feet, with a maximum capacity of 624 people. The smallest meeting room comprises
1,810 square feet, with a maximum capacity of 156 people.
In addition to the meeting space at OPCC, the adjoining 20-story, 412-room
Sheraton Hotel offers 25,000 square feet of meeting space, summarized in the
following table.
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Table 6 - 11
Sheraton Overland Park at the Convention Center
Summary of Exhibit and Meeting Space
Capacity (# of Persons)

Size (SF)
Individual

Combined

Classroom

Theater

Banquets

10' x 10'
Booths

Ballroom Space*
Cottonwood Ballroom

-

10,800

650

1,365

650

45

Ballroom 1

2,805

-

150

280

150

12

Ballroom 2

4,165

-

240

420

250

20

Ballroom 3

3,829

-

240

378

200

20

Subtotal Cottonwood Ballroom SF
Leatherwood Ballroom

10,800
-

5,559

351

620

350

25

Ballroom 1

1,849

-

108

180

100

10

Ballroom 2

1,865

-

108

180

100

10

Ballroom 3

1,844

-

108

180

100

10

Subtotal Leatherwood Ballroom SF
Hawthorne Ballroom

5,559
-

1,720

108

182

100

10

Ballroom 1

860

-

48

91

50

6

Ballroom 2

860

-

48

91

50

6

Subtotal Hawthorne Ballroom SF

1,720

Meeting Rooms
Number of Rooms
Smallest Room
Largest Room
Subtotal Meeting Room SF
Total

6

6

-

-

290

-

24

36

30

-

-

1,390

84

154

80

8

3,762
21,841

* Other combinations of rooms are available
Source: Sheraton Overland Park, Johnson Consulting

The Sheraton Overland Park at the OPCC offers 21,841 square feet of meeting space,
including 18,079 square feet of ballroom space and 3,762 square feet of meeting
rooms. Excluding the three (3) ballrooms, the largest meeting room at the Sheraton
Hotel comprises 1,390 square feet, with a maximum capacity of 154 people. The
smallest meeting room comprises 290 square feet, with a maximum capacity of 36
people. Additional facilities at the hotel include a 170-seat restaurant, pool, jacuzzi,
and a two-level parking garage.
The hotel is owned by the Overland Park Development Corporation (OPDC), which
is a not-for-profit organization created and controlled by the City of Overland Park.
The City of Overland Park did not, however, contribute any equity to the hotel. The
OPDC entered into agreements with Garfield/ CB Richard Ellis and Turner
Construction to design and build the hotel, and with Starwood Hotels to operate the
hotel.
The total cost of the development was $88 million and was funded through taxexempt bonds issued by the OPDC. Hotel operating revenues are used to pay for
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operations, debt service and debt reserves. There is no risk to the City’s general
fund for coverage of any operating or debt service deficits. The developer and
Starwood Hotels contributed $4 million to the development. Starwood Hotels
receives a $1.2 million management fee and any residual revenue after debt service
and operations flows through to the City until the bonds are paid in full, at which
point the OPDC will turn the hotel over to the City.

Demand Schedule
The following table summarizes the OPCC’s 2010 demand schedule, by event type.
Table 6 - 12
Overland Park Convention Center
Event Demand (2010)
Event Type

2010

% of total

Meetings

128

Banquets

63

45%
22%

Special Events

40

14%

Tradeshows

26

9%

Consumer Shows

20

7%

Conventions
Total Events

9

3%

285

100%

Source:OPCC, Johnson Consulting

In 2010, the OPCC attracted 251,021 attendees to 285 events. Of these, 128 events (45
percent) related to Meetings, 63 events (22 percent) related to Banquets, 40 (14
percent) were Special Events, 26 (9 percent) were Tradeshows, 20 (7 percent) were
Consumer Shows, and 9 (3 percent) were Conventions. The average event size was
881 attendees.
Events at the OPCC generated 40,400 room nights in 2010. Of these, 28 percent
resulted from Conventions, 22 percent resulted from Special Events, 21 percent
resulted from Meetings, 15 percent resulted from Tradeshows, 9 percent resulted
from Banquets, and 5 percent resulted from Consumer Shows.

Revenue and Expenses
The following table shows the OPCC’s operating revenues and expenses for 2010.
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Table 6 - 13
Overland Park Convention Center
Revenue & Expense Statement (2010)
2010 Actual

2010
Budgeted

2010
Variance

Revenues
Events

7,423,613

7,439,253

Others

159,749

165,320

(5,571)

$7,583,362

$7,604,573

($21,211)

Total Revenues

(15,640)

Expenses
Events

2,825,858

2,638,406

187,452

Indirect Expenses

4,394,060

4,641,860

(247,800)

$7,219,918

$7,280,266

($60,348)

$363,444

$324,307

$39,137

Total Expenses
Net Operation Income (Loss)
Source: OPCC, Johnson Consulting

In 2010, revenues at the OPCC totaled $7.6 million, while expenses totaled $7.2
million. The facility operated with a net income of $363,444.
The following table shows a breakdown of revenues by event type.
Table 6 - 14
Overland Park Convention Center
Revenue Breakdown (2010)
2010 Actual

% of total

Revenues
Meetings

2,350,842

31%

Consumer Shows

1,365,005

18%

Banquets

1,289,172

17%

Tradeshows

1,213,338

16%

Conventions

758,336

10%

Special Events

606,669

8%

$7,583,362

100%

Total Revenues
Source: OPCC, Johnson Consulting

In 2010, Meetings generated $2.4 million in revenues, representing 31 percent of
total revenues at the OPCC. Consumer shows accounted for 18 percent ($1.4
million) of total revenues, Banquets accounted for 17 percent ($1.3 million),
Tradeshows accounted for 16 percent ($1.2 million), Conventions accounted for 10
percent ($758,336), and Special Events accounted for 8 percent ($606,669).
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Strategy for Harford County
Based on our assessment of the market opportunity for the target convention center,
and analyses of competitive and comparable facilities, it is our opinion that the
following spaces should be targeted initially:


Ballroom: 12,000 square feet;



Meeting Rooms: 8,000 square feet;



Exhibit Hall: 30,000 square feet.

The following demand projections are based on this development program for the
target convention center.

Demand Projection
The following table summarizes the projected event schedule, by event type, for the
target convention center over a 10-year period.
Table 6 - 15
Target Convention Center - Harford County
Projected Demand
Year 1

Year 2

Year 3

Year 4

Year 5

Year 6

Year 7

Year 8

Year 9

Year 10

15
20
35

17
22
39

18
23
41

19
24
43

20
25
45

20
25
45

20
25
45

20
25
45

20
25
45

20
25
45

Non-Exhibit Events
Meeting and Seminars:
Corporate Meetings
SMERF Meetings
Government/ Association-Related Trainings
Banquets
Concerts/Entertainment
Other/Civic Events
Subtotal

23
15
38
75
12
8
171

26
18
44
78
14
9
189

30
20
50
80
16
10
206

34
23
57
83
18
11
226

38
25
63
85
20
12
243

38
25
63
85
20
12
243

38
25
63
85
20
12
243

38
25
63
85
20
12
243

38
25
63
85
20
12
243

38
25
63
85
20
12
243

Total Events

206

228

247

269

288

288

288

288

288

288

Total Event Days

300

340

360

390

420

420

420

420

420

420

Exhibit Events
Conferences/ Small Conventions
Consumer Shows/ Specialty Expos
Subtotal

Source: Johnson Consulting

The target convention center is expected to host 206 events in its first full year of
operation (Year 1). Of these, 76 events are projected to be Meetings and Seminars,
including a mix of Corporate Meetings (23 events), Social, Military, Educational,
Religious, Fraternal (SMERF) Meetings (15 events), and Government/ AssociationRelated Trainings (38 events). 75 events are projected to be Banquets.
The schedule of events at the target convention center is projected to stabilize at 288
events in Year 5. Of these, 126 events are projected to be Meetings and Seminars,
and 85 events are projected to be Banquets.
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The following table shows the projected attendance at the target convention center,
by event type, over a 10-year period.
Table 6 - 16
Target Convention Center - Harford County
Projected Attendance
Year 1

Year 2

Year 3

Year 4

Year 5

Year 6

Year 7

Year 8

Year 9

Year 10

Exhibit Events
Conferences/ Small Conventions
Consumer Shows/ Specialty Expos
Subtotal

5,400
9,400
14,800

6,500
11,000
17,500

6,900
12,200
19,100

7,600
13,200
20,800

8,200
14,000
22,200

8,400
14,200
22,600

8,500
14,500
23,000

8,700
14,700
23,400

8,900
14,900
23,800

9,100
15,200
24,300

Non-Exhibit Events
Meeting and Seminars
Corporate Meetings
SMERF Meetings
Government/ Association-Related Trainings
Banquets
Concerts/Entertainment
Other/Civic Events
Subtotal

2,700
3,700
5,900
12,300
4,800
2,600
32,000

3,200
4,400
7,100
13,500
5,600
2,800
36,600

4,100
5,600
8,900
14,700
6,400
3,400
43,100

4,800
6,500
10,400
15,300
7,200
4,000
48,200

5,100
7,000
11,200
16,200
8,000
4,200
51,700

5,200
7,100
11,300
16,400
8,000
4,300
52,300

5,200
7,100
11,400
16,700
8,000
4,300
52,700

5,300
7,200
11,600
16,900
8,000
4,400
53,400

5,300
7,300
11,700
17,100
8,000
4,500
53,900

5,400
7,400
11,800
17,300
8,000
4,600
54,500

Total Attendance

46,800

54,100

62,200

69,000

73,900

74,900

75,700

76,800

77,700

78,800

Source: Johnson Consulting

Total attendance is projected to be 46,800 in Year 1, increasing to 73,900 in Year 5.
Attendance is projected to grow with increases in the number of events, as shown
in the previous table, but average attendance at individual events is also projected
to increase year-on-year. As such, when the event schedule remains steady, as is
assumed beyond Year 5, total attendance is still projected to increase slightly. Our
figures do not include people days, or attendees that come to the venue on multiple
days for one event, which may be included in visitor counts at other venues.
Projected event demand and attendance by event type is summarized as follows:


Conferences/ Small Conventions: These are generally held by associations,
professional groups, or membership organizations. As provided above, the
target convention center is projected to host 15 conferences and small
conventions in Year 1. Average attendance is projected to be approximately
360 attendees per event in Year 1, increasing to 410 attendees per event in
Year 5, and 460 per event in Year 10. Total attendance is projected to be
approximately 5,400 attendees in Year 1, increasing to 8,200 attendees in
Year 5, and 9,100 in Year 10. Depending on the marketing strategy, the
average size of events could be smaller, and if that is the case, more events
could be accommodated in each year. Total attendance would be expected to
remain about the same.



Consumer Shows/ Specialty Expos: The Exhibit Hall and Ballroom could
provide an opportunity for festivals, craft shows, motorcycle, or home and
garden shows. These events typically draw a large number of attendees,
primarily from the surrounding local area. In Year 1, 20 consumer
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shows/specialty expos are projected at the target convention center.
Average attendance is projected to be approximately 470 attendees per event
in Year 1, increasing to 560 attendees per event in Year 5, and 610 per event
in Year 10. Total attendance is projected to be approximately 9,400 attendees
in Year 1, increasing to 14,000 attendees in Year 5, and 15,200 in Year 10.


Meetings and Seminars: The use would include training seminars,
professional and technical conferences, management retreats, and meetings
by SMERF organizations and corporations. In Year 1, 76 meetings and
seminars are projected to occur at the target convention center, including 23
corporate meetings, 15 SMERF meetings, and 38 government/ associationrelated trainings. In Year 1, average attendance is projected to be
approximately 120 attendees per event for corporate and government/
association-related meetings, and 250 attendees per event for SMERF
meetings. Total attendance at all meetings and seminars is projected to be
approximately 12,300 attendees in Year 1, increasing to 23,300 attendees in
Year 5, and 24,600 in Year 10.



Banquets: This activity includes general events (such as luncheons and
award dinners) that use a facility’s ballroom or meeting space and
frequently feature catered meals. In Year 1, 75 banquets are projected at the
target convention center.
Average attendance is projected to be
approximately 160 attendees per event in Year 1, increasing to 190 attendees
per event in Year 5, and 200 per event in Year 10. Total attendance is
projected to be approximately 12,300 attendees in Year 1, increasing to
16,200 attendees in Year 5, and 17,300 in Year 10.



Concerts/ Entertainment: This type of use includes festivals, touring
concerts, smaller family shows (such as the puppet festivals), and other
similar events. The events that would consider the target convention center
are likely to be events that could be accommodated in either the Exhibit Hall
or the Ballroom with temporary staging and seating. In Year 1, 12 concerts
and entertainment events are projected at the target convention center, with
average attendance projected to be approximately 400 attendees per event.
Total attendance is projected to be approximately 4,800 attendees in Year 1,
increasing to 8,000 attendees in Year 5, and remaining stable at 8,000
attendees in Year 10.



Other/ Civic Events: This category contains events that do not fit into the
other categories and may also include community and civic events and uses,
such as local school graduations, proms, dance recitals, and other similar
events. In Year 1, 8 ‘other’ and civic events are projected at the target
convention center. Average attendance is projected to be approximately 330
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attendees in Year 1, increasing to 350 attendees in Year 5, and 380 in Year 10.
Total attendance is projected to be approximately 2,600 attendees in Year 1,
increasing to 4,200 attendees in Year 5, and 4,600 in Year 10.

Conclusion
Each of the facilities profiled above were developed in response to a community’s
desire to generate significant benefits for the local and regional economies.
Although there is significant variation in the size, orientation and role that each of
these facilities play in their communities, each facility demonstrates how a
convention center can become a catalyst to stimulate the economy, grow and
support the local hotel community, and provide a valuable asset for local residents
and businesses.
A small convention center in Harford County presents a unique opportunity to
capitalize on a number of key characteristics of the location and the local economy,
including:


A lack of existing meeting facilities throughout the local area. As described
in Section 3 of this report, existing meeting facilities are limited primarily to
hotel banquet space and even these offerings are minimal when compared to
peer cities. The largest hotel facilities in Harford County are the Clarion –
Aberdeen (3,500 square feet) and the Holiday Inn – Aberdeen Chesapeake
House (2,500 square feet). Additional facilities include the Richlin Ballroom,
which offers 5,688 square feet of banquet space, the Susquehanna Center at
Harford Community College, which is currently under construction, and the
proposed conference center at Water’s Edge, along with a mix of restaurants,
wineries and golf courses.
The lack of adequate meeting space in Harford County forces potential
events to seek more suitable facilities elsewhere in the region, primarily in
Baltimore and Philadelphia. The social market is also constrained for locals,
with local residents either going without events/ activities, compromising
on quality, or seeking alternative locations within the region.



The potential to supplement the existing, very small inventory of meeting
facilities and help grow market demand.

These factors, along with many others, provide a strong case for the development of
a small convention center in Harford County. Johnson Consulting is of the opinion
that a convention center, if targeted and marketed appropriately and with the right
balance of public-private partnership, has the potential to become an important
asset within the community.
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TOURISM IMPACTS
This section presents our findings on the tourism impact analysis as well as the
projections of impacts due to recommended strategies.

Estimate of Current Visitation Volume and Its Impact
To estimate economic impact of the hospitality, tourism, and conference/meeting
industry for Harford County currently, we gathered existing data locally and
regionally from a variety of sources. We used a methodology that bases visitation
volume on occupied hotel rooms, which are calculated from well-researched
lodging statistics of room supply, average daily rate, and occupancy from Smith
Travel Research (STR). To the number of occupied room nights, a set of variables is
subsequently factored in, to estimate total direct spending and eventually visitation
volume. The variables include assumptions on:


Room sales as a percentage of total hotel sales,



Spending on hotels as a percentage of overall spending in market,



Paying Hotel Guest-Days in relation to Total Visitor-Days,



Average daily spending, and



Average length of stay.

Table 7-1 shows the calculation from STR-based room supply, average daily rate,
and occupancy through the resulting visitation volume, tourism impact, impact per
hotel room, and impact per visitor.
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Table 7-1
Estimated Visitation Volume
Harford County
Line Indicator
1 Room Supply
2 ADR
3 Occupancy
4 Occupied Room Nights
5
6
7
8
9
10
11
12
13
14
15
16
17
18

Unique Hotel Visitors
Room Sales
Hypothetical Room Tax Collections at 7%
Room Sales as % of Total Hotel Sales
Total Hotel Sales
Spending on Hotels as % of Overall Spending in Market
Overall Spending in Market by Hotel Guests
Paying Hotel Room Nights in Relation to Total Visitor days
Total Direct Tourism Spending
% of Tourism Spending that Goes to Salaries and Wages
Average Tourism-related Salary
Jobs
Average Daily Spending
Visitor Based Sales Tax

19 # of Visitor days

2010
2,725
$75
71%
708,909
668,400
$53,168,000
$3,721,760
70%
$75,954,000
55%
$138,098,000
46%
$300,000,000
68%
$33,000
6,214
$170.00
$9,576,229.00
1,765,000

20 Average Length of Stay
21 Number of Unique Visitors
22 Impact per hotel room

1.19
1,481,000
$110,092

23 Impact per unique visitor

$203

Notes:
1) Based on Smith Travel Research report for YTD December 2010; Harford County
2) Based on industry average data by Smith Travel Research
4) Based on 2010 Visitor Profile by D.K. Shifflet and Associates
5) Based on 2010 Visitor Profile by D.K. Shifflet and Associates
Source: Johnson Consulting; Harford County

Data and assumptions are as follows:


Room supply, average daily rate (ADR), and occupancy (Line 1 through 3) –
are based on Smith Travel Research report for YTD December 2010 for
Harford County.



Room sales as a percentage of total hotel sales (Line 8) – According to Urban
Land Institute’s Hotel Development Book, industry average is 64.5 percent
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for New England and Mid-Atlantic properties and 63.3 percent for
properties with 60-69 percent occupancy. The assumed percentage for
Harford County hotels is 70 percent.


Spending on hotels as a percentage of overall spending in market (Line 10) –
According to U.S. General Services Administration, Per Diem data for
Harford County, Maryland is $83 for lodging and $56 for meals and
incidental expenses, which translates to spending distribution of 60 percent
for lodging vs. 40 percent for meals and incidental expenses. The assumed
distribution for this calculation is 55 percent for lodging vs. 45 percent of
meals and incidental expenses.



Paying Hotel Room Nights in relation to Total Visitor-days (Line 12) – is
assumed at 46 percent. The other 64 percent is spending by day-trippers for
a variety of reasons and spending by visitors who stay with friends and
relatives.



Average length of stay (Line 20) – is estimated at 1.1 days for non-day
trippers, assumed to be the average across types of visitors: local, regional,
national, and international visitors (visitors from overseas tend to stay
longer).

Based on the calculation shown in Table 7-1, there were approximately 1,481,000
unique visitors to Harford County in 2010. Total direct spending by these visitors is
estimated to have amounted to $300 million (shown in Line 13), which translates to
impact of $110,092 per hotel room (Line 22) and $203 per unique visitor (Line 23).
Jobs created by tourism in the County equal 6,214 jobs.

Recommended Strategies for Near Future
Recommended strategies to be implemented by Harford County in near future
(within three years from now) will bring significant results. Business demand and
an effort to attract hotels will result in new rooms being added to the market. It is
reasonable to expect an increase in the County hotel supply of 500 rooms. The
marketing and branding effort will promote business growth and “new and
improved” re-branding of Harford County. When implemented smartly and
successfully, these strategies increase county-wide occupancy, visitation volume,
and the resulting impact.
Table 7-2 shows the potential impact of these initiatives.
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Table 7-2
Estimated Visitation Volume
Harford County
Line Indicator

Plus 3 Years
Increment over
Notes
Current

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18

Room Supply
ADR
Occupancy
Occupied Room Nights
Unique Hotel Visitors
Room Sales
Hypothetical Room Tax Collections at 7%
Room Sales as % of Total Hotel Sales
Total Hotel Sales
Spending on Hotels as % of Overall Spending in Market
Overall Spending in Market by Hotel Guests
Paying Hotel Room Nights in Relation to Total Visitor days
Total Direct Tourism Spending
% of Tourism Spending that Goes to Salaries and Wages
Average Tourism-related Salary
Jobs
Average Daily Spending
Visitor Based Sales Tax

19 # of Visitor days
20 Average Length of Stay
21 Number of Unique Visitors
22 Impact per hotel room
23 Impact per unique visitor
Source: Johnson Consulting; Harford County
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3,225
$83
73%
862,527
813,239
$71,158,000
$4,981,060
70%
$101,654,000
55%
$184,825,000
46%
$401,508,000
68%
$33,000
8,317
$170.00
$12,816,442
2,362,000

Plus 500 rooms- Business Growth + Branding
Higher quality rooms in new inventory
Higher occupancy due to new strategies
Incremental room nights

153,618
144,839
$17,990,000
$1,259,300 Resource base is of size to start considering capital projects
$25,700,000
$46,727,000
$101,508,000

$3,240,000 Incremental sales tax revenue (some states allow Increment to be used locally)
597,000

1.19
1,981,939
$124,499
$203

500,939 Incremental new visitors
$14,407 Incremental impact per hotel room
$203
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As shown on the table, the recommended initiatives are estimated to cause greater
utility of existing hotels (increase occupancy and ADR ) and absorb the additional
500 rooms. The efforts will generate approximately 500,939 additional unique
visitors, $101.5 million of additional spending, and $3.2 million of incremental sales
tax revenues (some states allow increment to be used locally). Impact per hotel
room is estimated to increase from $110,092 currently to $124,499, representing an
increase of $14,407 per hotel room.

Recommended Strategies for Longer Term
Recommended strategies to be implemented by Harford County in eight to ten
years include increasing its hotel inventory by 1,500 rooms (including the 500
rooms by year 3); continued efforts that promote business growth and “new and
improved” re-branding of Harford County; and most importantly, developing a
mid-sized convention center. Bringing in out-of-County attendees, exhibitors, and
their guests, the convention center will generate convention room nights and
increase daily rate.
Table 7-3 shows the potential impact of these initiatives.
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Table 7-3
Estimated Visitation Volume
Harford County
Line Indicator

Plus 8-10 Years
Increment over
Current

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18

Room Supply
ADR
Occupancy
Occupied Room Nights
Unique Hotel Visitors
Room Sales
Hypothetical Room Tax Collections at 7%
Room Sales as % of Total Hotel Sales
Total Hotel Sales
Spending on Hotels as % of Overall Spending in Market
Overall Spending in Market by Hotel Guests
Paying Hotel Room Nights in Relation to Total Visitor days
Total Direct Tourism Spending
% of Tourism Spending that Goes to Salaries and Wages
Average Tourism-related Salary
Jobs
Average Daily Spending
Visitor Based Sales Tax

19 # of Visitor days
20 Average Length of Stay
21 Number of Unique Visitors
22 Impact per hotel room
23 Impact per unique visitor
Source: Johnson Consulting; Harford County
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4,225
$105
75%
1,160,819
1,094,487
$121,886,000
$8,532,020
70%
$174,123,000
55%
$316,587,000
46%
$687,744,000
68%
$33,000
14,245
$170.00
$21,953,313
4,046,000

Notes
Plus 1,500 rooms- Business Growth + Branding+ Mid sized convention center
Higher quality rooms in new inventory; rate growth
Higher occupancy due to new strategies

451,910
426,087
$68,718,000
$4,810,260 Substantial funding capacity exists; Mid sized convention center deal structure is plausible
$98,169,000
$178,489,000
$387,744,000

$12,377,000 Incremental sales tax revenue (some states allow portion of increment to be used locally)
2,281,000

1.19
3,394,972
$162,780
$203

1,913,972 Incremental new visitors (hotel visitors and day trippers and VFRs)
$52,688 Incremental impact per hotel room
$203
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As shown in the table, the recommended initiatives are estimated to generate
approximately 1,913,972 additional unique visitors, $387.7 million of additional
spending, and $12.3 million of incremental sales tax revenues.

Harford County, Maryland
Destination Market Study

Section 7 Page 7
December 2011

