Mother Lode Fairgrounds
Strategic Planning Session
April 23, 2014
Minutes
The planning session of the Mother Lode Fair board of directors was called to order by
board President Kiriluk. Present at the meeting were Directors:
Marge Kiriluk, President
Wes Wittman, D.V.M., Vice President
Dan Brown
Jan Costa
Peggy Lee
Missy Marino
Toni Wagner
Staff members present were Interim CEO Forrest White and Stacey Dodge, Marketing
Manager. The facilitator, Becky Bailey-Findley was introduced and took over the
planning agenda. She reminded the group of the ground rules for the planning session.
They included:

Ground
Rules

1. Confidentiality
2. Action
3. Contribute
4. Listen for
Understanding
5. Focus
6. Pareto Principle
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80/20
Focus on the vital few.
Ignore the trivial many.

Expectations
What do you hope to accomplish today?
What are your expectations for strategic
planning?

The group was asked to state their expectations for the planning session – what they
hoped to accomplish. The responses were:
(Bolded responses were mentioned by several of the members.)
 A plan of action.
 A clear statement of a concise direction.
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A plan that was outlined in steps – achievable milestones.
Measureable objectives and plans.
A change in direction with an emphasis on connecting with the community.
A plant that excites the community.
An optimistic, hopeful vision for the Mother Lode Fairgrounds.

Review of 2013
Planning Sessions

Bailey-Findley then provided a summary of what the Mother Lode Fair Board and
community members accomplished in the planning process conducted in 2013. This
included the findings of the community planning sessions held September 28 and
October 30, 2013.

What Were the Planning
Expectations 2013?
 A general direction that leads to specific action.
 A roadmap of where we’re going – both the Fair
and year round events.
 Connect the MLF to the community. “It’s important
to save the fairgrounds.”

 Plan for more uses of MLF – the BEST gathering
place.
 Develop a business plan that sustains MLF.
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What can MLF Be/Do for
the Region?
 Affordable, versatile, safe, innovative,
accessible event center in a good location.

 Support bringing events to the region that
generate economic and social benefit to the
region.
 Connect with Sonora downtown
revitalization. “Vision Sonora.”

What can MLF Be/Do for
the Region?
 Be a contributor to regional tourism.
 Be a relief site in response to emergency or
disaster.
 Rebranding MLF as a community event
center.
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Group Awareness &
Appreciation of MLF
 A community event center
 Vision Sonora and the relationship to MLF

 Educational Opportunities
 MLF is the first impression to the city of Sonora.

 MLF as an economic engine
 MLF has a role with regional tourism.
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Group Awareness &
Appreciation of MLF
 Unique asset to the community – there is only 1 ML
Fairgrounds.
 Need for investment in capital improvements.
 MLF is a best kept secret.

Top Strengths of MLF
 Great event venue in a wonderful
location.

 Facilities are unique & varied.
 Close to historic downtown Sonora.
 History and tradition of MLF.
 Community passion & support of
MLF.
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Weaknesses of MLF
 Communication, marketing,
advertising.

 Curb appeal.
 Lack of parking.

 Facilities need improvement to
support event business & to improve
image.
 Lack of action plan.

Top Opportunities for MLF
 MLF as a regional event center.
 Better utilization of the internet.
 Outreach, education and
communication with community.
 Partnerships.
 Think outside the box. “Flip the script.”
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Threats to MLF
 Lack of action.
 Lack of funds.
 Competition from other venues.
 Bankrolling the development ideas.

Where do we want to go?
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Mission Statement
 Defines the purpose of MLF. Why
does MLF exist?

 What do you want MLF to stand
for?

Mission Statement
The mission of the Mother Lode Fair is to provide a
quality facility and excellent programs that encourage
agricultural, social, educational, and cultural
opportunities for the enrichment of its community.
This will be accomplished in a financially responsible
manner while incorporating continuing programs of
innovative administrative and facility improvements.

The group reviewed the existing mission statement for the Mother Lode Fair. Key
concepts they wished to include in the mission statement were:
o Enrichment for the community
o Opportunities for the community.
o The MLF as a community event center
o Use the term fairgrounds in place of fair when referring to the Mother Lode
organization.
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The following revised mission statement was drafted by the group:
Revised Mission Statement

The mission of the Mother Lode Fairgrounds is to provide excellent facilities and
events for the enrichment of our community.

Vision Statement
 States where you want to go.
 What do you envision for MLF?
 What do you want to be?

The group discussed concepts for a Mother Lode Fairgrounds vision statement.
Concepts included:
o Sustainability
o Continual improvements to the facilities.
o The #1 event center choice for the community
Draft Vision Statement
We envision the Mother Lode Fairgrounds as the community’s #1 choice of event
center and as such to contribute to the social and economic benefit of:
(choose one)
a) The Mother Lode;
b) Our greater community;
c) Tuolumme County
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Setting Direction
MLF
Mission &
Vision
MLF
Strategic
Goals
MLF
Objectives &
Action Plans

The group discussed how the mission and vision statements relate and influence the
strategic goals, objectives and action plans of the organization. The discussion then
moved to setting strategic goals.

Dream Big - Goals
Goals at a 30,000’ level
 Think beyond the current performance and
capabilities of the OSFEC organization.
 Goals need to be clear, tangible – easy to
understand.
 Goals need to be compelling – a call to
action.
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Dream Big - Goals
 A clear finish line .
 Goals are to be engaging - board, staff,
stakeholders and the community.
 The best goals are energizing and
motivating.

The group brainstormed possible strategic goals. Once all were listed, they then voted
which goals were priorities. The following is a list of all strategic goals mentioned in
priority order.
The top voted goals are in bold print.

Strategic Goals
1. To create a business and financial plan for the Mother Lode Fairgrounds
with financial sustainability as the end result.
2. To establish a capital improvement plan that supports event use of the
buildings and grounds and creates an appealing, beautiful presence in the
community.
3. To prepare a request to the Sonora Area Foundation for a grant to make
improvements to the Mother Lode Fairgrounds arena, including naming
rights for the arena.
4. To develop a sponsorship program that provides advertising and support
opportunities for businesses, including multi-year sponsorships, that
contribute to the annual income of the Mother Lode Fairgrounds as well as
give public exposure opportunities to the business community.
5. To establish a comprehensive marketing, public relations and communications
plan for the Mother Lode Fairgrounds that includes:
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a. Survey of the market, inclusion of community-based input;
b. Use of digital media as a marketing and communication resource on a
year-round basis;
c. Partnering with the local visitors bureau, hotels and RV parks in creating
business opportunities including synergy with marketing endeavors and
evaluating the potential of a business-related support assessment.
d. Update relationships with local, state, and federal Offices of Emergency
Services, insuring that Mother Lode Fairgrounds is prepared as an
emergency center for the community.
6. To enhance and grow the volunteer program that helps support a sustainable
Mother Lode Fairgrounds.
7. To establish an outreach plan targeting community service organizations, asking
for support of the Mother Lode Fairgrounds and including more participants from
the community.

How do we get there?
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Creating Objectives &
Action Plans
Objectives for each of the goals assists the
organization as follows:
1. They help focus time and energy on activities that are
most likely to achieve the goals.
2. The organization knows how to allocate Fair
resources.
3. Goals and objects set you apart from your
competition. They give you a competitive edge.

Creating Objectives &
Action Plans
4. The goals and objectives communicate the
direction and plan to the organization and holds
the organization (board, staff, stakeholders)
accountable for results.
5. Objectives allow you to track results and make
mid-course adjustments if needed.
6. Goals and objectives help plan for the long term in
order to address complex issues. It is important to
avoid “seasonal” planning.
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In developing action plans, be specific and include:

Action Plans

Action

By
Whom

By
When

In order to understand how to fully develop the strategic goals with objectives and action
plans, the group worked with strategic goal #1, as an example.

Goal 1: To create a business and financial plan for the Mother
Lode Fairgrounds with financial sustainability as the end result.
Objective A: To research and develop an RV Park on the fairgrounds as a year
round revenue source.

Action Step
By Whom
Research through CFFA other successful Stacey
fairgrounds RV parks, layout and amenities.
Stacey & Facilities
Prepare a draft construction plan and budget.

By When
6-1-14
7-1-14

Committee

Research market potential of a RV park on the
fairgrounds.
Evaluate the impact operations of the RV Park
would have on the MLF event schedule & Fair.
Establish staffing needs for an RV park.
Bring pro forma, budget and plan for an RV Park
to Board for review and approval.

Stacey &
Chamber
Stacey &
Facilities
Stacey
Stacey

7-1-14
8-1-14
8-1-14
8-20-14
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The discussion turned to what was needed to fully develop the strategic goals and plan.

Moving Forward
1. Fully develop the strategic plan by
outlining objectives and action plans for
each goal.
2. Involve the board in reviewing the
developing plan and build consensus.
3. Create a timetable/schedule for the
strategic plan.
4. Make job assignments and hold each
other accountable.
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Moving Forward
5. Communicate, communicate, communicate.
The strategic plan can be an effective
communication tool.
6. Put the strategic plan into action.
7. Review on a regular basis and measure results.
8. Make mid-course adjustments as needed.
9. Revise and update the strategic plan each year.

Moving Forward
5-Year Business Plan
Year 1 represents

Actual plan for the year &
annual budget

Year 2 represents

Firm goals

Years 3 – 5 represent
for

MLF

Direction statements

Action Plan for Furthering the Mother Lode Fairgrounds Strategic Plan

Action Step
Write minutes of April 23rd planning session
and distribute to Board for review and
approval.

By Whom
Becky to write
Forrest to edit then
distribute to board.
Board to review
and approve.

By When
5-9-14

5-21-14
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Review and adopt Mission and Vision
Statements and Strategic goals.
Create a plan to communicate the Mission
and Vision statements and strategic goals
through a community meeting.
Conduct a community meeting to review
strategic planning progress of Mother Lode
Fairgrounds.

Full Board

5-21-14

Forrest & Stacey
Full Board to
approve plan.
Forrest & Stacey
Board of Directors

5-21-14
6-18-14

Evaluation of Planning Session
What Worked Well
Session resulted in a sense of direction.
Great participation from board and staff.
It was a focused session and we stayed
on task.
The board quickly came to consensus on
the purpose and direction of MLF.
A lot was accomplished in the time
available.

What Could Have Been Improved
So much is dependent upon funding.

In closing, Bailey-Findley shared the concept of the Mother Lode Fairgrounds as a
critically important, sacred place in the community.
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The Fair and Fairgrounds as a Community’s Sacred Place
Since the beginning of time, humans have a universal need to organize themselves. There is a
universal longing for community, belonging, joy, beauty, connection with our past and meaning.
Humankind’s greatest creation has always been its cities. Since its early origins, cities have
performed three separate, critical functions for its inhabitants and the health of a city is
determined by the success of these functions:
1) The inclusion of sacred place;
2) The ability to provide security and project power;
3) The host for a commercial market.
Sacred places in our cities are those treasured places that evoke a sense of memory,
connectivity and wisdom. For many cities or collection of cities such as a county or region, the
fair or fairgrounds serves as a sacred place. Think of your local fairgrounds as you read the
following description of sacred places.
A Place is considered sacred if it is:
A Place of Status
A place of importance and significance to the people. It must be a meaningful gathering place.
A Place that is Foundational to the Community.
A place upon which a community is built. All elements of meaning to the community can be
found at this place:
o Social well-being
o Safety and Security
o Learning and Growth
o Tradition and Ritual
o Economic Sharing
o Equal-Opportunity Interaction
A Place that Provides Identity to the Community
A place that shares and creates stories and vision that shape who we are in the community.
A Place with a Wisdom Tradition
A place where stories and experiences help us answer the questions:
o What is real?
o How should we live?
Fairs and fairgrounds serve as sacred places for the community, in very human ways. We are
endowed with a stewardship to ensure that they remain treasured and sustain the health and
well being of community life.
Reference: The City, by Joel Kotkin
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