    CITY OF TRUTH OR CONSEQUENCES
LODGERS TAX ADVISORY BOARD
MINUTES
MONDAY, MAY 23, 2022


REGULAR MEETING
Regular meeting of the Lodgers Tax Advisory Board of the City of Truth or Consequences, New Mexico to 
be held in the City Commission Chambers, 405 W. Third, Truth or Consequences, New Mexico, on Monday, May 23, 2022 at 12:00 pm.  
   
CALL TO ORDER:	
The meeting was called to order by Chairman Jake Foerstner.

ROLL CALL:
 			Jake Foerstner, Chairman
             			Gina Kelley, Vice-Chairman
             			Linda DeMarino, Member – VIA PHONE

ALSO PRESENT:
			Bruce Swingle, City Manager
			Tammy Gardner, Executive Assistant
			Lisa Gabaldon, Interim Deputy City Clerk


1.  APPROVAL OF AGENDA: 

Member DeMarino made a motion to approve the agenda.  Vice-Chairman Kelley seconded the motion.    
Motion carried unanimously. 

2.  APPROVAL OF MINUTES: 
a. Regular Meeting of March 7, 2022. 

Vice-Chairman Kelley made a motion to approve the minutes.  Member DeMarino seconded the motion.  Motion carried unanimously.


3.  COMMENTS FROM THE PUBLIC:
	
Commissioner Fahl addressed the board to introduce herself and advised that she was there to observe and ask questions.
Moshe Koenick gave a report on a mural that was not done on time. He asked for their forgiveness and hopes to be able to get it done for the next fiscal year. He went on to say that looking at the insights on the Facebook page for Fiesta over the last 28 days there is a reach of about 32.4 thousand people as far as ads reach. Everything spiked over that weekend and helped considerably.
City Manager Swingle advised that Moshe will have to resubmit an application for the next fiscal year.
Nicholas Williams thanked the board for Fiesta, it helped greatly. 
Mayor Pro-Tem Hechler stated that he felt that the Fiesta was very successful and he’s very proud of the people that worked so hard. He stated that 2 weeks before Fiesta they couldn’t find a hotel room. There weren’t as many participants in the Disc Golf, but they did have people from out of state that did participate. There were 55 vendors from all over as well. 
Eric Downs stated that as far as the paid advertising that they received for their social media for strictly Facebook, they generated 90,000 paid impression, they reached 30,000 people. 

4.  OLD BUSINESS:
a. Discussion/Action:  Short-Term Rental Detection & Compliance Monitoring Software Proposal.  Bruce Swingle, City Manager

City Manager Swingle stated that several months ago the City took some guidance from the board to contact a company and set up a presentation to look at establishing a more comprehensive approach of tracking Air bnb’s. They did look at the presentation and it was a very good presentation, the board saw the presentation as well. His understanding is the board is concerned about the cost of the service. Their options are to look at other companies that provide this service or just leave things as they are; which is losing a lot of revenue.
Vice-Chairman Kelley asked if signing a community contract with Air BnB totally out of the question because that would really make it simple.
City Manager Swingle answered that he did not an issue with that at all; he asked if there was a cost associated with this.
Vice-Chairman Kelley answered that she would look into this but she didn’t think that there was any cost. She went on to say that in Ruidoso that all of their short term rentals are run by property managers and they are the ones that collect all of the lodgers tax and GRT and they pay it. Here in T or C it is different because we don’t have the staff to manage it, but she thinks it’s something worth looking into. She believes that most of the Air BnB lodgers think that it’s already being collected because of the way it shows on the report. She has personally sat down with a few different people to explain the breakdown of everything to them. 
City Manager Swingle stated that the City would not be opposed to a contract; this would be in the best interest of the community.
Vice-Chairman Kelley stated that Lampley had contacted her and told her that she estimates that they’re currently losing out on approximately $80,000 a year. She thinks that they are missing out on so much money given our budget issues and that’s more money that they can put into the infrastructure and marketing.
City Manager Swingle stated that he would be willing to contact Air BnB to see if it’s something that they can do and it would cost them less.
Nicholas Williams stated that he’s been involved with Air BnB for the past 9 years and he believes that the verbiage needs to be clearer so that the owners and everyone else can understand the process. 

5. NEW BUSINESS:
a. Discussion/Action:  Sierra Health Council 2021-2022 Lodgers Tax Grant Application.

Janine Stostrum stated that they were there to request funding for an event that will be in August 5-7. This foundation for the event is for the Elephant Butte Balloon Regatta; the event draws a lot of people. Later on they want to add The Turtleback Mountain Music Festival to the foundation and increase the attendance. They anticipate approximately 7,000 people attending the 3 day event; that is a lot of heads in beds, most of which will end up in Truth or Consequences. They are asking for $3,000; they are looking at a $13,000 advertising budget. They will do radio advertising, doing a strong digital media campaign, also magazine advertising. Due to it being a 3 day event, they feel that people will come from all over and want to stay for all 3 days. 
Vice-Chairman Kelley asked if this was not a Chamber event.
Janine Stostrum stated that it is not; it was in the past. Due to an incident, they are no longer carrying this event. Sierra Health Council has graciously opened up this year to help sponsor it until they get the full funding of their own non-profit. As of right now, they have 30 hotel rooms booked and they are looking for 20 more. She stated that they have put in for Lodgers Tax from Elephant Butte but they have not heard back; what they are doing for them is they think people will bring their campers and stay in their RV resorts. T or C has more food establishments and hotels to accommodate more people. 
Member DeMarino asked with the marketing of this event how is Truth or Consequences promoted? How does the marketing direct people to stay in T or C? Are only people who sponsor the vent listed as places to stay?
Eric Downs stated that the proposal has suggested places to stay that are in T or C; it’s a lot easier to pull from local resources and existing businesses. They are pulling from the business directory at the T or C Chamber as well as the Elephant Butte Chamber for places to stay. Their plan is to have a festival large enough that every room is full, every Air BnB is full, every RV spot is full, and every hotel room is full. 
Chairman Foerstner stated that this is a great budget, a great application and he can see a lot of foot work being done. 
Vice-Chairman Kelley stated that it is too late for this FY because they already passed the deadline so they could get funding after July 1. 
Member DeMarino asked about the producing of the digitals and videos; is someone being paid for this.
Eric Downs answered that him, his studio and production company will provide the service for free. 
Member DeMarino made a motion to fund $3,000 for the Sierra Health Council Elephant Butte Balloon Regatta and Turtleback Mountain Music Festival.
Vice-Chairman Kelley seconded the motion.
Motion carried unanimously.

b. Discussion/Action:  Geronimo Trail Scenic Byway 2022-2023 Lodgers Tax Grant Applications
1) Reprint of History of Truth or Consequences and name change brochures

LaRena Miller stated that last year they had 3,000 brochures printed and they’re just about out now. People always ask about how the City got the name and this is in the brochure and they want to add a few more facts to this. She wants to get more printed because tourism has been up. 
Chairman Foerstner asked if it made sense to try to include the extra information in another brochure; does it put heads in beds? 
Member DeMarino stated that she agrees with Jake; it is good information but if they could marry that with other information to get people to come to town and stay in town longer it would meet the desire of Lodgers Tax.
LaRena Miller stated that is already included in other brochures.
Chairman Foerstner stated that is the information is already out there in other areas, then it doesn’t make sense to make new brochures with the same information. It is not one of the hottest brochures that people take from the shelf. He recommended that they retire this brochure. 
Chairman Foerstner made a motion to deny the application.
Vice-Chairman Kelley seconded the motion.
Motion carried unanimously.
 
2) Healing Waters Trail Brochure

LaRena Miller stated that the original brochure was done back when the Healing Waters Trail was done and she has one copy of the original brochure that she has folded so that the map shows and what they have done for the last few years is made copies of the map so that they could give people directions, but they do not have a regular brochure for the Healing Waters Trail brochure. This one will go through Moshe; she wants to get 5,000 copies of the brochure.
Chairman Foerstner asked if the brochure included any kind of updates.
LaRena Miller answered yes and it includes 10 hours of Moshe’s time to update, reformat, clarify things and they will change the sponsor on the brochure.
Member DeMarino stated that this brochure has needed to update for some time now and she is glad to know that it will be updated. 
Member DeMarino made a motion to fund $1,267.28 to this reprint.
Vice-Chairman Kelley seconded the motion.
Motion carried unanimously.

3) Hot Springs Brochures

LaRena Miller stated that the Hot Springs brochure needs to be updated because there are new places to be added. This is for 5,000 brochures.
Vice-Chairman Kelley asked if this will be enough to provide to the businesses in town.
Member DeMarino added the MainStreet was who printed up the last ones, there are still boxes of them in the MainStreet office; they estimate that there are 2,500-3,000 brochures there. She feels that with the boxes that they currently have, the brochures will last them a while and they can’t do a reprint every time a new business opens. This will give them time for her to redo it and ask her to get a better number for a higher amount. 
Member DeMarino made a motion to deny the Hot Springs brochures and to come back again in July with a new application.
Vice-Chairman Kelley seconded the motion.
Motion carried unanimously.

c. Discussion/Action:  Chamber of Commerce 2021-2022 Lodgers Tax Grant Application

Cary “Jagger” Gustin stated that they are requesting funding for distribution of their visitors guide. The guides are distributed at the El Paso International Airport, El Paso hotels, Fort Bliss visitor’s center and Albuquerque Sunport, hotels and visitors centers. 100% of the materials will be distributed. 
Vice-Chairman Kelley stated that they need to make sure that the distribution service agreement is dated after July 1.
Cary “Jagger” Gustin stated that they feel that 2,625 magazines will get them through this next period and then they will look at creating a 3D map instead of creating a magazine.
Member DeMarino asked if they were selling advertising for this.
Cary “Jagger” Gustin answered that they are not. There are ads in place in the magazine now and if they do the new map thing, there will be ads around the edge of it that would be sold. 
Member DeMarino stated that a visitor’s guide is best utilized in the town that it’s in to help the people there have a better time, spend more money, and potentially increase their stays longer putting heads in beds. What does the current distribution to the hotels and Air Bnb’s look like?
Cary “Jagger” Gustin answered that they are available at the Chamber office and whenever someone calls, they are giving them out to take back to their property. They can put them in hotel rooms. The printed material is so valuable. 
Member DeMarino asked how many gets distributed in one run. How many did you distribute before?
Cary “Jagger” Gustin answered that he would fill the racks at these individual places. It thinks that they printed 30,000 of them before. They plan to revise the plan and do a map and maybe not do a magazine. 
Member DeMarino asked Vice-Chairman Kelley is it makes sense to do an agreement with one distribution company for all of the stuff coming from T or C.
Vice-Chairman Kelley answered that they don’t go to the same places.

Chairman Foerstner made a motion to approve $3,059.92 for the Chamber of Commerce.
Vice-Chairman Kelley seconded the motion.
Member DeMarino voted nay.
Motion carried.

d. Discussion/Action:  Sierra County Arts Council 2021-2022 Lodgers Tax Grant Application

Cary “Jagger” Gustin stated that the first part of the application is for a year’s contract for the website and they would be using a local vendor ReadyWebb Service. It would be for content additions and revisions, video creation and YouTube channel building, calendar event additions and a search engine optimization. The second part of this is a request to put a couple of small ads in the Sentinel; the purpose of this is to advertise a classical viola concert coming up and the New Mexico National Guard Army Band at the Civic Center. This is to try and attract people from the valley that may not know about classical music. They are small $40 ads and there are 3 of them.
Vice-Chairman Kelley stated that it is too late to fund anything for this fiscal year; however we can still fund the website.
City Manager Swingle asked Cary “Jagger” Gustin if the website includes the domain.
Cary “Jagger” Gustin answered that it does include the domain renewal and hosting renewal, and the plug-in updates.
Vice-Chairman Kelley stated that the dates are incorrect on the invoice. She needs to do a second quarter invoice. 
Tammy Garner stated that it would need to reflect July, August, and September to be billed October 1.
Member DeMarino made a motion to fund $1,562.40 for ReadyWebb Services for their website, encouraging them to promote this website on their social media and with ReadyWebb Services changing the contract so that aligns with the next fiscal year.
Chairman Foerstner seconded the motion.
Motion carried unanimously.


6. COMMENTS FROM THE BOARD

Vice-Chairman Kelley stated that their ordinance and their guideline say that they give money to non-profits; a lot of other ones around the state include local entities and tribal entities as eligible to apply. We used to have an event here called Geronimo Days and Warm Springs Apache used to apply and get funds, so what if something like that started up again and they came to the board for money. Also, budgets are tight and there are things that can be applied for by the county and we can partner with Williamsburg, the County, & Elephant Butte and we can work on projects together. If we were to include travel entities and the local government entities then they could come and ask the board for money; they wouldn’t be going to the City Commission looking for funding for things. 
City Manager Swingle stated that Kim called him on this topic as well and he thinks that this in response to the Commission reducing some of the funding of some of their sub recipients. They already have this information in order to make an amendment to the ordinance. It’s an easy fix.
 Vice-Chairman Kelley stated that there is talk about trying to split the lodger’s tax 50/50. According to Authorization of Tax and State Statue 338-15 says that if the occupancy tax is more than 2% and a municipality is located in class A county or the county is a class A county, not less than one half; we are not a Class A. She went on to talk about the preliminary budget; she notices that the budget is only based on incoming revenues for the board to distribute. There’s a $467,767 carry over projected from this year to next. It’s showing that their ending cash balance at the end of FY 23 is going to be $300,000; so if they have all of this carry over money and the ending cash balance is projected for that much money, she doesn’t understand why they are talking about cutting the Geronimo Trail and MainStreet, etc. because the money is there. This money can only be used for specific things. She did notice that the blanks have not yet been filled in on those items as of yet, so she is guessing that the blanks will be filled in on Wednesday’s meeting.
City Manager Swingle answered yes. He went on to tell the board that the formula that splits the money between the City and the Lodger’s Tax Board only addresses the revenues coming in; it doesn’t address the revenues that aren’t. We are expensing more than what we are generating in a given year; we are tapping into the reserves annually.
Member DeMarino followed up with what Gina said, they know that there is a lot of money left on the table for the Air Bnb’s, up to $70,000 perhaps. Gina and Linda have both offered to help create a system to get those funds in and if they were allowed to work on that and get those funds, no money would have to be cut from MainStreet and the tourism.
City Manager Swingle asked what have they been denied. What would you like to do, let’s do it.
Member DeMarino stated that before when they brought this up it was halted because Bruce was going to check in a company. 
Vice-Chairman Kelley stated that Bruce never told them not to do anything.
Chairman Foerstner stated that the best system would be to do a contract with Air BnB.
City Manager Swingle stated that he plans on reaching out to them to ask them if they’re interested and submit a contract. 
Vice-Chairman Kelley stated that Air BnB generates revenue because there is a fee for the host and a fee for the guest and it is a lot. They make lots of money. 
City Manager Swingle stated that this is a very robust fund for them now and it should get even better.
Chairman Foerstner stated that last FY they had a nice reformatted report budget of what they had spent, what they had and he’s like to continue to see this report each meeting because it is helpful. 
Vice-Chairman Kelley stated that the preliminary budget looks like this board will have to approve $142,000. This is not the rollover, this is just the budget based on incoming revenues. 
City Manager Swingle stated that at this point the revenue that is unused goes into the reserves so either party can use it; there is no breakdown in the formula for that.
Member DeMarino requested that for the next meeting to have a recap of this past FY to find out which of the things that were funded. She wants to see a yearly summary. What was requested? What money is being reverted? 
	
7. COMMENTS FROM STAFF

City Manager Swingle had a follow up comment to the split of the money and reduction in revenues for some of the sub recipients; the commission had a lengthy discussion on the some of the sub recipients and the intent is to get these folks to do some fundraising, instead of just come to the City when they need revenue for their operations. 
Vice-Chairman Kelley stated that she understands that but this is a very poor community. 
Member DeMarino stated that it does not ask on the application what has the entity done for fundraising. A lot of that is internal organizational stuff. The assumption that fundraising is not being done may not be accurate.
City Manager Swingle stated that the Commissioners did get feedback from the sub-recipients that were in attendance regarding their fundraising efforts. Yes, we are an impoverished community but there is no one more impoverished than the City of Truth or Consequences. This is restricted dollars for restricted purposes; however everybody has to be working towards the same goal of self-sufficiency. 
Member DeMarino disagreed with City Manager Swingle with regards to self-sufficiency. The goal should be a prosperous Truth or Consequences because a good quality of life with engaged citizens and outside entities doing things to make it a better place.
City Manager Swingle stated that the end goal is not to spend more than they receive on an annual basis. The Lodger’s Tax board does not, but the City does. This is the first time that the City has had to start pulling the bridles a little bit on the revenue that is going out; the Commission saw that we are spending more than what we are making or that we have available. 
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8. ADJOURNMENT

There being no further business to come before the Lodgers Tax Advisory Board, Chairman Foerstner made a motion to adjourn the meeting.   Meeting was adjourned. 


PASSED AND APPROVED ON THIS 25th DAY OF JULY 2022.	   

                                   

________________________
									Jake Foerstner, Chairman
                                                                               				Lodgers Tax Advisory Board 
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