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AVON PaARK & LAKE PLacip, FL

Highlands County Tourist Development Council
Highlands County Government Center Boardroom
Regular Meeting
October 30, 2025 @ 8:15 a.m.

Draft Regular Meeting
1. The meeting was called to order at 8:17 a.m. by Josh Stewart, acting chair.
Roll Call

Council Members Present:
Josh Stewart (Acting Chair)
Lydia Capote

Elizabeth Compton

Cindy Garren

Andy Kesling

Kristyn Robbins

Debra Worley

Absent:
Commissioner Campbell
Christine Hatfield

Also Present:

Casey Hartt, Lead Marketing Consultant

Reagan Fultz, Tourism Marketing & Project Manager
Leah Sauls, Development Services Director

Alex Noto, Madden Media

Alan Verlander, Airstream Ventures

Shellie Phelps-Whitfield, Biggest Fish Consulting
Kate Strickland, Wander Media

Dr. Ron Seveingy, Avon Park Baseball Museum
Nancy Fisk, Avon Park Historical Society

Carla Kappmeyer-Sherwin, Highlands Hammock State Park
Gaylin Thomas, Heartland Cultural Alliance

Jared Lee, City of Sebring

Ms. Fultz established that a quorum had been met.

Mr. Stewart welcomed Kristyn Robbins as a new member of the TDC representing the
Holiday Inn Express in Sebring and Lake Placid.

2. Financial and Office Reports
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Ms. Fultz presented the revenue and office reports. She noted that the most recent
month reported from the Florida Department of Revenue was June 2025, and they were
awaiting the remaining months through September to know the full collections for Fiscal
Year 24/25.

She noted that the lead generation reports were reflective of the leads received through
September 2025.

She also pointed out Paola Cruz in the audience, sharing that she would be starting as
the new Tourist Development Coordinator on November 4, 2025.

Council members received detailed printouts of the financial and office reports.
Questions from the council on formatting and titles of the reports were addressed by
staff. There were no other questions.

3. Acceptance of TDC Meeting Minutes of August 7, 2025.

Mr. Stewart asked if there were any comments or changes to the minutes of August 7,
2025. No comments or corrections were noted.

Mr. Kesling made a motion, seconded by Ms. Worley, to approve the meeting minutes.

Upon roll call, all Council members voted aye, and the motion carried.

4. Marketing and Event Updates

A. Destination and Budget Update

Ms. Hartt presented a destination, marketing, and budget update, highlighting recent
tourism performance indicators and ongoing marketing and public relations efforts. Staff
activities included stakeholder outreach, hospitality training initiatives, coordination with
partners on facility-related efforts, and preparations for upcoming tourism and industry
events. She also shared upcoming initiatives and timelines related to kiosks, staffing,
and future presentations.

The presentation and any discussion are available for public viewing at the following link,
beginning at the 45:18 mark: https://youtu.be/JbW5cKaiBgO.

B. Digital Marketing Update from Madden Media

Ms. Noto provided the Tourist Development Council with a digital marketing update,
including an overview of Visit Sebring’s website performance, paid media campaigns,
and search engine optimization efforts. Key website indicators, partner referral activity,
and engagement trends were shared, along with highlights from recent promotional
campaigns and content performance.
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Ms. Noto also outlined upcoming marketing priorities and initiatives, including continued
content development, search optimization, and efforts to build upon recent campaign
visibility and audience reach.

The presentation and any discussion are available for public viewing at the following link,
beginning at the 55:46 mark: https://youtu.be/JbW5cKaiBgO.

C. Sports Events Updates from Airstream Ventures

Mr. Verlander presented an update on current and upcoming sports tourism activity in
Highlands County. He highlighted recent and prospective events, ongoing outreach to
event organizers, and efforts to position Sebring, Avon Park, and Lake Placid as
competitive hosts for sports tourism events.

The presentation and any discussion are available for public viewing at the following link,
beginning at the 1:08:27 mark: https://youtu.be/JbW5cKaiBgO.

D. Citrus Golf Trail Marketing Update

Ms. Strickland presented an update on marketing efforts for the Citrus Golf Trail. The
update included an overview of ongoing digital marketing activities, email campaigns,
and website enhancements aimed at promoting member courses and supporting
upcoming tournaments and seasonal travel.

The presentation and any discussion are available for public viewing at the following link,
beginning at the 1:25:03 mark: https://youtu.be/JbW5cKaiBgO.

E. Tourism Collaboration Initiative Update

Ms. Phelps provided an update on the Tourism Collaboration Initiative, highlighting
recent hospitality training sessions, stakeholder engagement activities, and regional
collaboration efforts. She also outlined upcoming training opportunities, industry
meetings, and representation of Highlands County at future tourism and travel-related
events.

The presentation and any discussion are available for public viewing at the following link,
beginning at the 1:30:49 mark: https://youtu.be/JbW5cKaiBgO.

5. Items for Voting

A. Local Tax Collection Change

Mr. Zwayer, Highlands County Tax Collector, presented information to the Tourist
Development Council regarding an option to change the remittance of the Tourist
Development Tax from the Florida Department of Revenue to the Highlands County
Tax Collector’s Office.
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Ms. Garren made a motion, seconded by Ms. Worley, to begin collecting the Tourist
Development Tax through the Highlands County Tax Collector’s Office effective
January 1, 2025.

Upon roll call, council members voted aye, and the motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 35:20 mark: https://youtu.be/JbW5cKaiBgO0.

B. Inspire Dance New Event Grant Request

Mr. Verlander presented a funding request on behalf of Inspire Dance for the Sebring
Regional Competition to be held at the Alan Jay Arena in Sebring on May 1-3, 2026,
with additional events proposed in subsequent years.

Ms. Worley made a motion, seconded by Ms. Capote, to approve the request as a three-
year New Event Grant with funding of up to $20,600 for Year One (2026) and up to
$10,600 per year for Years Two (2027) and Three (2028). Upon roll call, Council
members voted in favor of the motion, with Ms. Garren opposed, and the motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 1:38:07 mark: https://youtu.be/JbW5cKaiBgO0.

C. Deep South Lax Recruits Showcase

Mr. Verlander presented a funding request on behalf of Florida Prep Lacrosse for the
Deep South Lacrosse Showcase to be held at Lake June Park in Lake Placid on
November 22-23, 2025, with additional events proposed in subsequent years.

Ms. Garren made a motion, seconded by Ms. Worley, to approve the request as a three-
year New Event Grant with funding of up to $22,500 for Year One (2025), up to $22,500
for Year Two (2026), and up to $27,500 for Year Three (2027). Upon roll call, all Council
members voted in favor of the motion, and the motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 1:46:24 mark: https://youtu.be/JbW5cKaiBgO.

D. TDC Grant Policies

Ms. Fultz presented the updated and new grant policies for the TDC grant program for
the Council’s approval.

Ms. Compton made a motion, seconded by Mr. Kesling, to approve the policies as
presented. Upon roll call, all Council members voted in favor of the motion, and the
motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 1:50:56 mark: https://youtu.be/JbW5cKaiBgO0.
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E. Avon Park Baseball Museum Funding Request

Dr. Sevingy and Ms. Fisk presented a request for $100,000 in funding from the Tourist
Development Council for the Avon Park Baseball Museum. The presentation was made
pursuant to direction from the Highlands County Board of County Commissioners at its
August 19, 2025 meeting.

Council members asked questions of the presenters, and discussion occurred among
the Council, presenters, and staff. The option to table the item for consideration at a
future meeting was discussed. The presenters requested that the item not be tabled and
stated a preference for the Council to take action at the meeting.

Mr. Kesling made a motion, seconded by Ms. Capote, to deny the funding request. Upon
roll call, the motion passed unanimously, and the request for funding was denied.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 6:10 mark: https://youtu.be/JbW5cKaiBgO.

F. Facility Study Additional Update & Third-Penny Funds

Ms. Hartt and Mr. Verlander presented information in response to the Council’s prior
request for additional financial strategies related to facility recommendations identified in
the most recent facility study.

The presentation included potential next steps for the Tourist Development Council,
including the creation of designated projects to earmark available third-penny funds for
county-owned or proposed sports facility development concepts, specifically the Sports
Complex Expansion and a multi-purpose indoor sports facility.

Ms. Garren made a motion, seconded by Ms. Compton, to allocate $1.9 million from Cost
Center 5309 to a project created to support facility enhancement and development at the
Highlands County Sports Complex, and to allocate the remaining balance of Cost Center
5309 to a project created to support development of a TDC-approved multi-purpose
indoor sports tourism facility within Highlands County.

Upon roll call, all Council members voted in favor of the motion, and the motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 1:54:18 mark: https://youtu.be/JbW5cKaiBgO.

G. 2026 TDC Meeting Dates

Ms. Fultz presented a proposed meeting schedule for the 2026 calendar year, which
would follow the schedules set and adopted for previous years.

Mr. Kesling made a motion, seconded by Ms. Compton, to set the TDC meeting schedule
as follows for the 2026 calendar year:

Thursday, January 29, 2026
Thursday, April 30, 2026
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Thursday, August 13, 2026
Thursday, October 29, 2026

Upon roll call, all Council members voted in favor of the motion, and the motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 2:18:37 mark: https://youtu.be/JbW5cKaiBgO.

H. 2026 TDC Chair & Vice Chair

Ms. Fultz introduced the item for the Council’s voting of their Chair and Vice Chair for the
2026 calendar year.

Ms. Garren made a motion, seconded by Ms. Worley, to approve Commissioner
Campbell as the 2026 TDC Chair, and Josh Stewart as the 2026 TDC Vice-Chair.

Upon roll call, all Council members voted in favor of the motion, and the motion carried.

The presentation, discussion, and vote are available for public viewing at the following
link, beginning at the 2:19:50 mark: https://youtu.be/JbW5cKaiBgO.

6. Old Business / Discussion / Informational

A. Caladium Festival Update
The item was presented for informational purposes only. No discussion or action
was taken.

B. TDC Grant Recommendations
The item was presented for informational purposes only. No discussion or action
was taken.

7. Public Input

Time was made for public input.

8. Board Member Roundtable

Time was made for board member roundtable.

9. Upcoming Meetings & TDC-Sponsored Events

Oct. 30: Art & Culture Stakeholder Meeting at SFSC Center for Performing Arts
Nov. 10 — 11: Citrus Golf Trail Open at Sun ‘N Lake Golf Club

Dec. 6: Last Paddler Standing at H.L. Bishop Park

Dec. 12: Spartan Group Tour — RSVP with Reagan or Casey

Dec. 13 — 14: Spartan Trifecta Weekend at Skipper Ranch

Dec. 27 — 30: Citrus Golf Trail Ladies Invitational at Sun ‘N Lake Golf Club
January 29: TDC Quarterly Meeting
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10. Adjournment

Mr. Stewart adjourned the meeting at 10:39 a.m.

For all backup documents, please contact Highlands County Public Information Office
at 863-402-6500.
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HIGHLANDS COUNTY
TOURIST DEVELOPMENT REVENUE BALANCES
FOR FY 2024 / 2025 - FINAL

Period Taxes Interest TOTAL
October 160,689.68 15,099.26 175,788.94
November 144,660.63 17,624.16 162,284.79
December 161,192.63 17,888.31 179,080.94
January 229,010.08 17,339.70 246,349.78
February 270,147.04 15,414.96 285,562.00
March 331,004.97 15,902.51 346,907.48
April 177,834.69 16,482.42 194,317.11
May 153,562.34 17,179.37 170,741.71
June 107,141.66 17,394.88 124,536.54
July 111,942.80 18,287.04 130,229.84
August 105,173.27 18,246.58 123,419.85
September 111,193.02 17,289.63 128,482.65
TOTALS $ 2,063,552.81 $ 204,148.82 $ 2,267,701.63




HIGHLANDS COUNTY
TOURIST DEVELOPMENT BALANCES
FY 2024 / 2025 - FINAL

Marketing & Asset
Description Operations Events Lakes Dev/Enhance TOTALS

5301 5305 5306 5309
Ending Balance 09/30/2024 0.00 | 2,195,281.71 6,124.13 | 2,444,286.47 4,645,692.31
Revenue Replace Allocation 0.00 0.00 0.00 0.00 0.00
Tax Revenue - FY 24/25 * 270,897.94 | 1,429,878.28 0.00 566,925.41 2,267,701.63
Grants / Misc. Revenue 0.00 28,345.90 0.00 4,634.05 32,979.95
Interest Adj. per Finance 0.00 (55,417.56) 249.09 55,168.47 0.00
Expense - FY 24/25 ** 270,897.94 1 1,110,518.24 0.00 86,178.00 1,467,594.18
Less Encumbrances *** 0.00 45,000.00 0.00 0.00 45,000.00
Less Contingency 200,000.00 200,000.00
Available Balance 0.00 | 2,242,570.09 6,373.22 | 2,984,836.40 5,233,779.71

* - Revenues (taxes & interest) thru 9/30/25

** - Expenses thru 9/30/25

*** - Purchase orders "pulled" thru 9/30/25 but funds not expended yet; does not necessarily equate to Tourist

Board's approved projects list.




TOURIST TAX REVENUES FY14/15 TO CURRENT

FISCAL YEARS PRIOR TO 4TH PENNY

FY14/15

MONTH REVENUE
October $ 23,120.78
November $ 21,048.70
December $ 27,647.65
January $52,243.11
February $ 58,400.96
March $ 84,295.71
April $ 26,865.85
May $ 23,873.46
June $ 21,559.04
July $ 20,538.04
August $ 18,555.70
September $ 22,429.78
Total Revenue

for 14/15 $400,578.78

FY15/16

MONTH REVENUE
October $ 26,896.02
November $ 28,461.81
December $ 35,355.22
January $ 53,684.60
February $61,101.62
March $ 85,800.87
April $ 32,177.72
May $ 24,566.91
June $ 23,274.72
July $ 22,087.48
August $17,170.71
September $19,335.12
Total Revenue

for 15/16 $429,912.80

FY16/17

MONTH REVENUE
October $ 25,337.16
November $ 26,691.21
December $ 31,779.06
January $ 56,308.75
February $ 59,294.91
March $ 83,327.89
April $ 29,909.40
May $ 23,424.23
June $21,712.29
July $ 21,234.44
August $ 15,873.35
September $ 35,809.45
Total Revenue

FY17/18

MONTH REVENUE
October $ 37,784.53
November $ 37,812.25
December $ 38,466.37
January $ 54,552.75
February $ 66,084.02
March $ 73,431.19
April $ 32,076.85
May $ 26,838.59
June $ 27,228.52
July $ 27,044.32
August $ 42,138.16
September $ 46,656.88
Total Revenue

for 17/18 $510,114.43




MONTH REVENUE
October $ 54,327.10
November $  71,994.27
December $ 64,625.96
January $ 121,869.88
February $ 125,752.81
March $ 206,212.71
April $ 69,821.55
May $ 68,042.60
June $ 59,724.95
July $ 59,569.14
August $ 54,149.47
September $ 59,389.48
Total Revenue

for 18/19 $1,015,479.92

FY 22/23

MONTH REVENUE
October $ 194,813.41
November $ 146,842.12
December $ 147,328.69
January $ 169,777.39
February $ 241,887.91
March $ 351,868.47
April $ 120,831.21
May $ 93,838.88
June $ 98,169.53
July $ 100,023.92
August - 5% $ 100,819.93
September - 5%| $ 167,625.01
Total Revenue

for 22/23 $1,933,826.47

TOURIST TAX REVENUES FY14/15 TO CURRENT, Cont'd.

FISCAL YEARS COLLECTING 4% TDT

MONTH REVENUE
October $ 76,975.97
November $ 106,567.00
December $ 64,602.93
January $ 96,549.75
February $ 102,464.05
March $ 206,210.64
April $ 102,224.62
May $ 92,438.98
June $ 81,464.52
July $ 85,225.58
August $ 73,315.28
September $ 86,493.30

Total Revenue
for 20/21 $1,174,532.62

FISCAL YEARS COLLECTING 5% TDT

MONTH REVENUE
October $ 60,771.86
November $ 69,843.75
December $ 93,115.90
January $ 128,896.18
February $ 156,987.00
March $ 62,523.28
April $ 36,965.33
May $ 43,334.89
June $ 56,117.30
July $ 63,094.60
August $ 48,655.60
September $ 56,923.47
Total Revenue

for 19/20 $877,229.16

FY 23/24

MONTH REVENUE
October $ 132,758.45
November $ 157,706.47
December $150,311.58
January $ 203,565.26
February $ 258,286.64
March $ 356,562.71
April $ 157,799.95
May $ 155,657.68
June $121,827.72
July $ 127,730.68
August $113,699.57
September $ 125,673.44
Total Revenue

for 23/24 $2,061,5680.15

FY 24/25

MONTH REVENUE
October $ 175,788.94
November $ 162,284.79
December $ 179,080.94
January $ 246,349.78
February $ 285,562.00
March $ 346,907.48
April $ 194,317.11
May $ 170,741.71
June $ 124,536.54
July $ 130,229.84
August $ 123,419.85
September $ 128,482.65

Total Revenue
for 24/25 $2,267,701.63

MONTH REVENUE
October $ 118,841.95
November $ 105,876.25
December $ 120,563.05
January $ 136,601.62
February $ 181,959.16
March $ 288,865.36
April $ 131,598.20
May $ 100,392.63
June $ 91,591.19
July $ 106,870.71
August $ 77,825.61
September $ 116,063.44
Total Revenue

for 21/22 $1,577,049.17




Monthly Collections
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$ 132,758.45|$ 175,788.94

$ 157,706.47 | $ 162,284.79 3%
$ 150,311.58 | $ 179,080.94 19%
$ 203,565.26 | $ 246,349.78 21%
$ 258,286.64 | $ 285,562.00 11%
$ 356,562.71 | $ 346,907.48 -3%
$ 157,799.95 | $ 194,317.11 23%
$ 155,657.68 | $ 170,741.71 10%
$ 121,827.72 | $ 124,536.54 2%
$ 127,730.68 | $ 130,229.84 2%
$ 113,699.57 | $ 123,419.85 9%
$ 125673.44 | $ 128,482.65

$ 2,061,580.15 $ 2,267,701.63




Leads

2025-2026 vs 2024-2025
2025-2026 Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Total YTD
Visit FI Magazine 107 45 81
Phone Request 6 4 8
Undiscovered FL
Contact Us* 19 14 17
Request Info* 41 44 55
Subscribe* 83 105 133
Total 256 212 294 0 0 0 0 0 0 0 0 0 762
[web site Total* 143 163 205 0| 0| 0 0 0 0 0 0 0 511|
2024-2025 Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Total YTD
Visit FI Magazine 101 52 88 72 132 123 180 99 127 260 182 109 1525
Phone Request 4 5 4 5 6 8 3 12 9 4 6 5 71
Undiscovered FL
Contact Us* 17 20 19 13 22 30 34 19 16 18 19 17 244
Request Info* 14 7 12 35 42 124 169 52 47 77 68 41 688
Subscribe* 87 132 177 214 104 207 184 94 83 121 130 109 1642
Total 223 216 300 339 306 492 570 276 282 480 405 281 4170
|web Site Total* 118 159 208 262| 168| 361| 387 165 146 216 217 167 2574/
Variance +/-
Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Total YTD
2022 vs 2023 Leads 33 -4 -6
2022 vs 2023 Website Leads* 25 4 -3

* = Website Leads
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Measuring Success Metrics & Reporting

Campaign Objectives
 Convert paid digital marketing into verified race registrations
* Drive out of market visitation and overnight stays aligned with TDC goals

Success Metrics

+ Paid digital conversions to registration

* Total registrations attributed to paid marketing channels

» Percentage of out of market participants based on ZIP code data
* Estimated room nights generated using survey results

Data Drivers

* Registration source and marketing conversion tracking

« Participant ZIP code data collected at registration

» Post event participant surveys validating length of stay and lodging behavior

Tracking and Reporting Approach

* UTM and platform level attribution across all paid channels

+ Paid click to registration conversion tracking

 ZIP code mapping to identify out of market visitors

» Survey based modeling of room nights and visitation impact

» Comprehensive post event report provided to the TDC to support reimbursement determination
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AVON PARK & LAKE PLACID, FL
Event: FL PGF Softball (April 25-26, May 9-10, Sep 12-13, Oct 10-11, Nov 14-15)

Amount Requested:
2026: $40,000 ($20,000 (grant) + $20,000 (1,000 verified room nights))
2027: $32,000 ($10,000 (grant) + $22,000 (1,100 verified room nights))
2028: $34,000 ($10,000 (grant) + $24,000 (1,200 verified room nights))

Criteria for Evaluation of Applications: New Event Grant Program
l. Commitment to the Expansion of Tourism in Highlands County: 25
. Soundness of Proposed Event

a. Objective Worksheet: 5

b. Additional Funding Sources/Budget: 10

c. Out of County Advertising/Marketing Plan: 10
[I. Stability & Management Capacity

a. Digital Presence: 10

b. Event History: 5

c. Visitor Survey: 0
AV Quality of Proposed Event: 5
Bonus Points: 0

TOTAL SCORE: 55 (eligible for 75% requested base funding)

To be eligible for maximum funding, scores must be at least 85. Scores of 50 or less will not be eligible
for funding. Scores from 55-80 will be eligible for 75% of requested funds.
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Staff recommendation/suggested motion:

Move to approve the grant funding request from Premier Girls Fastpitch for the FL PGF Softball
events as a three-year New Event Grant, with funding amounts as follows:

* Year 1 (2025): Up to $35,000 total— including up to $15,000 based on the scoring of the
application, and up to an additional $20,000 based on verified room nights (up to 1,000
verified room nights at $20 per room night).

* Year 2 (2026): Up to $29,500 total— including up to $7,500 based on the scoring of the
application, and up to an additional $22,000 based on verified room nights (up to 1,100
verified room nights at $20 per room night).

* Year 3 (2027): Up to $31,500 total— including up to $7,500 based on the scoring of the
application, and up to an additional $24,000 based on verified room nights (up to 1,200
verified room nights at $20 per room night).

All grant funds are reimbursable and may be used for umpires, facility fees, marketing of the

events, and shirts, signage, and awards if they feature the Visit Sebring logo in a pre-approved

design.

Funds to come from Cost Center 5305 for Marketing & Events.
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/ON PARK & LAKE PLACID

APPLICATION
HIGHLANDS COUNTY TDC NEW EVENT GRANT APPLICATION

Funding Event is Requesting of TDC:

Year 1: $ 40000 ($_20.000 Base +$ 20000  from _4 gog room nights at $20/night)
Year 2: $ 32000 ($_10000 Base+$ 20000 from 4449 room nights at $20/night)
Year 3: $_34.000 ($_10000 Base+$ 24000 from 4599 room nights at $20/night)

l. Applicant Information
1. Name of Applying Organization: _premier Girls Fastpitch
2. Complete address of Applying Organization: 12595 Achasta Blvd. Hudson, EL 34669

w

Website for Applying Organization: _premiergirlsfastpitch.com
Social Media for Applying Organization:
5. Grant Contact
a. Name: _kristine Dolunt
b. Title: __ assistant State Director, EL
c. Phone: _313-319-0731
d. Email: Kristineflpgf@gmail.com
6. If different from above, Name of Event Director/Coordinator (onsite Point of Contact):
a. Name: gj Hoopes
b. Title: _State Director. FL
c. Cell Phone: 704-807-5663
d. Email: _akhoopes@gmail.com
7. Details about Applicant: (describe your business or organization)

»

experience while growing in the game of softball

[I. Event Information

Name of Event: _F| PGF Softball

Type of event: _Softball tournament

If sport, Level of Event (ex. Youth 13U, Adult Amateur, Etc.) _youth, 10U to 18l

If sport, is this event an elimination tournament? _yeq

Dates of Event: _2/28-3/1, 3/28-29, 4/25-26, 5/9-10, Sep 12-13, Oct 10-11, Nov 14-15 all 2026
Location of Event: _Highlands County Sports Complex

Event Website: _premiergirlsfastpitch.com
Event Social Media Handles/Pages:

Event Admission Price (if applicable):
lO Schedule of Event: (or can attach separately)_s-8 on Saturday, 8-4 on Sunday

©o N GOM®DNE
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Mobile User
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Mobile User
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Mobile User
8-8 on Saturday, 8-4 on Sunday

Mobile User


lll. Event History & Economic Impact
1. Has this organization received funding from the TDC for any events in past? g
a. If yes, please provide the following information:

i

ii.
iii.
iv.
V.

Event Name:
Event Dates:
Room Nights Generated:
Reimbursement from TDC:

How is this event different from those previously held in Highlands
County?

2. Has this event been held in another destination prior to Highlands County? g
a. If yes, please answer the following:

i.

ii.
iii.
iv.

V.
Vi,

3.

4,

Previous Destination:

Dates:

Venue:

Total Room Nights Generated:
Economic Impact (if available):
List of funding from outside entities, like a TDC, with entity names and
amounts:

Projected number of attendees: 2,500
Percentage or number of attendees from outside of Highlands County: 100%

5. Guaranteed minimum number of paid room nights the Event will bring to Highlands

County: 1,000

6. Please complete the table below.

Category Type # of Adult # of Youth
. Out-of-State
Total # Expected Participants In-State & Staying Overnight 1000

(includes competitors, coaches,
trainers, officials, etc.)

In-State & Day Tripping
Highlands County Residents

friends, etc.)

Total # Expected Fans (family, In-State & Staying Overnight 1,500

Out-of-State

In-State & Day Tripping
Highlands County Residents

Total # Expected Media

Out-of-State

In-State & Staying Overnight
In-State & Day Tripping 10
Highlands County Residents

7. Beyond the Post-Event Report and Room Certification Forms required by the grant, how
will you verify and document the attendees that traveled into Highlands County and stayed
overnight? Are you willing to share your findings with the TDC?

Our registration platform helps us to verify room nights and we are used to this process in other counties
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2,500
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1,000
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1,500
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10

Mobile User
Our registration platform helps us to verify room nights and we are used to this process in other counties


IV. Event Budget Summary
EVENT REVENUE

This grant cannot be the sole source of revenue. Please list all Event revenue sources, types
and amounts, including grants, sponsorships, registration fees, and in-kind services provided
from public agencies, such as Police Department, Fire Rescue, etc. Please designate hard

dollars versus in-kind.

Income Source & Type (i.e. Publix Sponsorship or Attendee Registration  |Income Amount (or In-
Fees) Kind Amount)
Registrations $70,000
Merchandise $7,500
Visit Sebring/TDC Funding Request +$
TOTAL INCOME ALL SOURCES =
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EVENT EXPENSES

Provide an itemized summary of all Event expenses, then indicate those which are intended use
of TDC funds at the bottom of this page. Please be as detailed as possible, including intended

media outlets, promotional materials, etc. and the dollar amount that will be expended

(tentatively) for each category. This chart will reflect the total amount of the grant you have
requested. Use additional sheets if necessary. Please refer to the list of Ineligible Expenses in

the grant guidelines.

Expense Type (Facility Rental, Event Speakers, Signage, Insurance, etc.)

Expense Amount

Facility Rental $10,000
Umpires $17,000
Lodging $6,000
Awards $700
Equipment $3,000
Insurance $2,000
Marketing $1,500
Signage (visit Sebring included) $2,000
Promotional shirts (visit Sebring) $14,000
TOTAL EVENT EXPENSES $ 56,200
Intended Use of Tourist Development Tax Funds (provide details) Amount
Promo shirts $14,000
Signage $2,000
Umpires (permissible for tourism events per FS 125.0104 $17,000
Awards $700
Marketing $1,500
Facilities $10,000
TOTAL EXPENSES TO BE REIMBURSED BY TDC $ 45,200
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Grant Application Checklist

Please initial next to each item and fill in the blanks below. This list must accompany
your grant application.

Initials

BH

This application is being submitted at least four months (120 days) prior to the event
start.

Date of Event: _multiple dates
Date of Application: 1/12/2026

| understand that the reimbursement request must be completed and submitted to the
Tourism Office with all back up and supporting material no later than 60 days after
the event ends, which will be on 1,15/0007 (date 60 days
after event ends).

| have included an IRS W-9 Form and a copy of the Florida Division of
Corporations (or similar) form with the application.

| have included a detailed Business Plan for the Event that outlines how the event
will increase out-of-county visitors each year.

| have included a detailed Marketing Plan for the Event.

| have included a sample Visitor/Attendee Survey for the Event and will submit
survey results to the Visit Sebring office no later than 60 days after the event takes
place.

| have completed and included the SMART Objective Worksheet.

I understand, if awarded the grant, the signee of the agreement between the County
and my business/organization can only be an individual listed on the Florida Division
of Corporations (or similar) as an Authorized Agent of the applying organization.

| understand that someone representing this grant application must be available at
the TDC meeting when it considers the application for funding or the application will
not be considered.

| understand that the “Visit Sebring” logo must appear in any print advertisements that
are funded by the TDC. For digital ads, the “Visit Sebring” logo must either be
featured on the advertisement or on website/landing page linked to the ad or the ad
must link to the TDC'’s website, VisitSebring.com. | will also use the #VisitSebring
hashtag on social media posts related to this event.

| understand that no expenses incurred before the TDC recommends approval of the
grant application will be reimbursed under any circumstances. | also understand
that no funding has been approved until an authorized signee for the Board of County
Commissioners (BOCC) approves execution of the Grant Contract and that no
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expenditures will be reimbursed if the BOCC designee does not approve execution
of the Grant Contract.

I understand that reimbursements following the event will only be made for itemized,
authorized expenses approved by the TDC, and authorized designee of the BOCC in
the fully executed Grant Contract.

| agree that the funds | receive will ONLY be used in accordance with the eligible and
ineligible uses of funds as listed in the grant policies and guidelines.

I understand each reimbursement request must include copies of paid invoices,
screenshots of digital ads, copies of the ad/tear sheets, invoice for reimbursement
amount to the Highlands County Board of County Commissioners, copy of front and
back of cleared checks paying for advertising, and outreach figures identifying the
number of people your ad reached outside Highlands County and inside Highlands
County. | also understand cash receipts will not be accepted.

I understand that all approved expenses will only be reimbursed after the event is
complete and all post-event reporting is submitted to, then audited and verified by
TDC staff. And | understand reimbursement tied to room nights will only be provided
at a rate of $20/verified room night.

| understand that | am required to submit a Room Night Certification Form from
each participating hotel/accommodation in order to track the number of hotel room
nights the Event produces in order to receive reimbursement.

| understand that | can use the online Visit Sebring Attendee Survey as another
method of capturing room nights generated by my event. | understand that only
results submitted within 10 days of the completion of the event will be considered
valid. | also understand that Visit Sebring will look at the higher results between the
survey and the Room Night Certification Forms to award any reimbursement based
on verified room nights.

| acknowledge that | am required to submit the Post-Event Report Form for the
Event within 60 days after completion of event to receive reimbursement.

| have reviewed the Highlands County Special Event Permit Flow Chart and will
proceed with any required county permits. (Contact: Melony Culpepper; (863) 402-
6638). | understand that this event may require a Highlands County Special Event
Permit, and it is up to me to complete that permit request and pay the required permit
fee.

| understand all insurance expectations required by the County and will provide the
TDC office with all required Certificates of Insurance (COIls) naming “Highlands
County” as additionally insured no later than 15 days before the event begins. If
required, | will also provide the TDC office with a General Liability Certificate of
Insurance (COI) naming “Florida Sports Foundation” as additionally insured no later
than 15 days before the event begins.

| acknowledge that any material made or received by Highlands County in connection
with my request for Event funding is a public record and subject to public inspection
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unless there is a legislatively created exemption that makes it confidential and not
subject to disclosure. | acknowledge that | cannot dictate to Highlands County what
material is open to public inspection or the circumstances under which material is
deemed confidential.

BH | understand that as a requirement to receiving funding, | will execute a release to
permit Highlands County to photo and/or record the Event and | must make Event
invitees aware of this and make the signing of a release a requirement to participate
in the Event.

BH I understand that all funds received are subject to audit by the Highlands County Clerk
of the Court — Internal Auditor or other representative as Highlands County may
designate.

BH | have reviewed and understand the scoring rubric pertaining to this grant.

BH | have reviewed and understand all policies and guidelines pertaining to this grant.

Authorized Agent: _Bill Hoopes

Title: _state Director

Date: _1/12/2026

Authorized Agent Signature:
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SMART Objective Worksheet

Draft Goal:
Create a perpetual softball tournament in Sebring where both sides of this partnership flourish

Definition
Specific | want to help our softball tournament grow
and
What dO I want to accomp”Sh Wlth th|S event? Why become a Stap|e of H|gh|ands County' We
What is the desired result? want to also
Measurable
than 2,000
How will you quantify (numerically or descriptively) § Room Nights by year 4. For year 1 we want
success? 1,000

How will you measure progress?

Achievable Marketing skills

What skills are needed? Softball equipment, lined fields

\What resources are necessary? _ _ _ o

What factors impact goal achievement? Enjoyable stays in Sebring will impact goal

Does the goal require the right amount of effort? achievement

Relevant

Is the goal aligned with the overall mission or
strategy to increase economic activity in Highlands
County?

Yes

Lime-bound We work on it daily and we have the

How much time will be available to complete this [| @Pility to puton _

SMART Objective? successful tournaments in under a

Is the deadline realistic? month if necessary so our deadline is
realistic

Final Goal:
Make Highlands County the crown jewel of PGF softball
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Make Highlands County the crown jewel of PGF softball
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Premier Girls Fastpitch — Sebring
Softball Tournaments Business Plan

Organization: Premier Girls Fastpitch
Website: www.premiergirlsfastpitch.com
Location of Events: Sebring, FL

Events per Year: 7 tournaments

Target Participants: 1,500 players plus families

Executive Summary

Premier Girls Fastpitch (PGF) seeks to host seven softball tournaments annually in Sebring, FL,
attracting players and families from outside Highlands County. These events are designed to
boost local tourism, hotel occupancy, restaurant sales, and retail revenue. PGF projects
that over 1,500 participants and their families will travel to Sebring each year, generating
significant economic impact. Over a three-year period, PGF aims to grow out-of-county
visitors by 10-15% per year, solidifying Sebring as a premier youth sports destination.

Business Objectives

1. Short-Term (Year 1):
o Successfully host 7 tournaments in Sebring.
o Attract 1,500 participants and families from outside Highlands County.
o Generate measurable economic impact on local businesses.
2. Medium-Term (Years 2-3):
o Increase out-of-county visitors by 10—-15% annually.
o Expand hotel partnerships and sponsorships.
o Strengthen Sebring’s brand as a sports tourism hub.

Market Analysis

e Target Market: Youth softball teams (ages 10-18) from Florida, Georgia, Alabama, and
surrounding regions.

e Tourism Potential: Each tournament can draw ~200-250 teams and families, staying in
Sebring hotels, dining locally, and shopping.

e Competitive Advantage: PGF is a nationally recognized softball organization known for
high-quality tournaments, attracting serious players and family participation.


http://www.premiergirlsfastpitch.com

ZrGr
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Economic Impact Projection:

Y Estimated Avg. Daily Spending
Out-of-County per Visitor
Visitors
1 1,500 $250/day x 2 nights =
$500
2 1,650 (+10%) $500
3 1,800 (+10%) $500

Estimated Total
Economic Impact

$750,000

$825,000

$900,000

Assumes 2-night average stay per event, including lodging, food, and local spending.

Marketing and Promotion Plan

Goals: Maximize team registration, increase out-of-county attendance, and raise awareness of

Sebring as a destination.

Channels:
e Digital: Social media (Facebook, Instagram, TikTok), Google Ads, email newsletters.
e Local Partnerships: Hotels, restaurants, Sebring Chamber of Commerce, tourism board.
e Media & PR: Local newspapers, radio, TV, youth sports blogs.
e Content: Highlight Sebring attractions, participant testimonials, and tournament

experience.
Promotional Tactics:

Early registration incentives.
Tournament-branded merchandise.

“Sebring Experience” packages combining lodging, dining, and local attractions.
Social media contests and campaigns (#PlaylnSebring, #PremierGirlsSebring).

Operational Plan

e Venues: Local Sebring softball fields (coordinate with parks department).

e Staffing: PGF event staff plus local volunteers.
e Logistics:



PREMIER GIRLS
FASTPITCH,

’gPGF
o Team registration & scheduling

o Field maintenance & safety
o Hospitality for participants (welcome packets, local guides)

Event Calendar: 7 tournaments evenly spaced throughout the year to maximize seasonal
attendance.

Financial Plan

Revenue Sources:

e Team registration fees
e Sponsorships and local business partnerships
e Merchandise and concessions

Expenses:

Venue rental & maintenance
Staffing & security

Marketing & advertising
Merchandise and event materials

Projected ROI:

With each participant spending approximately $500 locally, the tournaments are expected to
generate significant economic activity exceeding operational costs, providing measurable return
to the Sebring community.

Economic & Tourism Impact

Year 1: Establish baseline with 1,500 out-of-county visitors.

Year 2: Increase visitors by 10% through expanded marketing, hotel partnerships, and improved
participant experience.

Year 3: Continue growth by 10-15% with additional tournaments or enhanced events, creating
recurring tourism revenue and reinforcing Sebring as a sports destination.

Community Benefits:

Increased hotel occupancy and restaurant revenue

Boost to retail and local attractions

Greater media exposure for Sebring

Opportunities for local businesses to sponsor and engage with families
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vRisk Management

e Weather: Backup dates and indoor facilities for rescheduling.

Competition: Highlight unique PGF brand and quality tournament experience.

e Operational Risks: Experienced PGF staff ensures smooth logistics and field
management.

Conclusion

Premier Girls Fastpitch tournaments in Sebring provide a strategic opportunity to increase
out-of-county tourism consistently over three years. By attracting families and teams from
across the region, the city will benefit economically while gaining recognition as a youth sports
destination. PGF is committed to delivering a professional, high-quality tournament experience
that drives economic impact, community engagement, and tourism growth.
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Premier Girls Fastpitch — Sebring, FL Marketing Plan
Objective: Increase tourism and local economic impact in Sebring by hosting 7 softball
tournaments annually, attracting ~1,500 players plus parents.

Target Audience:

e Primary: Female softball teams (ages 10—18) and their families in Florida, Georgia,
Alabama, and surrounding states.

e Secondary: Local businesses, hotels, restaurants, and city tourism boards.
Key Messages:

e “Premier Girls Fastpitch brings high-level softball action to Sebring.”

e “Experience top-tier youth softball while enjoying the heart of Florida.”

e “Play, stay, and explore: Sebring is your tournament destination.”
Marketing Channels:

1. Digital Advertising:

o Social media campaigns (Facebook, Instagram, TikTok) targeting youth sports
parents.

o Google Display & Search ads targeting travel + softball tournament keywords.
o Email marketing to Premier Girls Fastpitch mailing list and local sports clubs.
2. Local Partnerships:

o Collaborate with Sebring hotels, restaurants, and attractions for packages or
discounts.

o Partner with the Sebring Chamber of Commerce and tourism board for
promotion.

3. Content Marketing:
o Highlight “Player & Parent Experience” stories on website and social media.
o Showcase Sebring attractions via blog posts, short videos, and local guides.

4. PR & Media:
o Press releases to local media: newspapers, radio, and TV.

o Event announcements in youth sports magazines and blogs.
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Promotional Tactics:
e Early registration incentives for teams.

e Tournament-branded merchandise for participants.

e Special “Sebring Experience” packages: hotel + meals + local attractions.
e Social media contests and hashtags (#PremierGirlsSebring, #PlaylnSebring).

Metrics & KPls:
e Number of teams registered per tournament.
e Attendance of players and parents.
e Hotel bookings and local restaurant participation.

e Social media engagement and website traffic from Sebring campaigns.

Timeline:

e Pre-Event (3—6 months prior): Launch registration & promotions, hotel partnerships,
media outreach.

e During Event: Live social media updates, press coverage, sponsor activation.
e Post-Event: Share highlights, gather testimonials, track economic impact, promote next
Sebring event.
Budget Considerations:
e Digital marketing: 40%
e Local partnerships & packages: 30%
e PR/media: 20%
e Event activation & merchandise: 10%
Outcome Goal:
e Attract 1500 players plus families per year.
e Drive hotel occupancy, restaurant visits, and local retail sales in Sebring.

e Position Sebring as a premier youth sports destination in Florida
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Our registration form will ask about lodging 
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1,000

Lax on the Lakes 2025

This is a 7 on 7 football event rather than a lacrosse event

June 6-8, 2025

1,700

$56,000
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Bring tourism to Highlands county

Bring tourism through football

We want to bring over 1,000 room
nights and have a successful event.

We will measure through registrations

Good understanding of football and 
marketing.

Good marketing will help with success

Yes

Yes

2-3 months should be sufficient.

We will bring tourism to Highlands County successfully and run a great event.


Gville 7v7 Classic — Business Plan

Event Location: Sebring, Florida
Host Organization: Gainesville-based football events group

1. Executive Summary

The Gville 7v7 Classic is a large-scale, co-ed youth football tournament hosted annually in
Sebring, Florida, featuring 128 teams across 14U, 16U, and 18U divisions. Although
headquartered in Gainesville, the organization intentionally brings teams from across the state
to a centralized destination to maximize participation, efficiency, and tourism impact.

The business objective is to operate a profitable, repeatable event while generating 1,000+
hotel room nights annually and scaling year-over-year.

2. Event Description

Format: Team-based 7-on-7 football tournament
Divisions: Co-ed 14U, 16U, 18U

Duration: 2 days (Saturday—Sunday)

Teams: 128

Total Athletes: ~1,500

3. Market Opportunity

Industry Demand
e Continued growth in offseason football participation

e 7v7 as a low-cost, low-injury alternative
e Strong demand for centralized, neutral-host events

Location Advantage (Sebring)

e Affordable hotel inventory



e Ability to absorb large team volumes
e Support from tourism and hospitality partners

4. Economic Impact

Room Night Generation

e Target: 1,000+ room nights annually
e Based on 128 teams, 2-night stays, 4-5 rooms per team

Ancillary Spending
e Food & beverage

e Fuel & transportation
e Retail and entertainment

5. Revenue Model

Primary Revenue

e Team registration fees
o Estimated range: $700-$1,000 per team

Secondary Revenue

e Sponsorships
e \endor fees
e Merchandise sales

6. Cost Structure

Field rentals and preparation
Officials and event staff
Insurance and permits
Marketing and technology
Equipment and operations






Year 3 160 1,400+ +15-20%

Expansion Opportunities

Additional age groups
Girls-only divisions
Multi-weekend formats

[ ]
[ ]
[ ]
e Skills showcases

10. Long-Term Vision

The Gville 7v7 Classic is designed to become a long-term annual football tourism asset for
Sebring, delivering predictable room nights, growing participation, and sustained economic
benefit while reinforcing the host organization’s statewide leadership in football events.

11. Business Conclusion

With a proven event size, conservative room-night targets, and scalable operational model, the
Gville 7v7 Classic is positioned for long-term success and year-over-year growth while
consistently delivering measurable tourism impact to Sebring, Florida.



Gville 7v7 Classic — Marketing Plan

Event Location: Sebring, Florida

Host Organization: Gainesville-based football events group

Event Size: 128 teams | Co-ed 14U, 16U, 18U

Primary Objective: Generate 1,000+ hotel room nights in Sebring while establishing a
scalable, annual 7-on-7 football destination event.

1. Marketing Purpose & Goals

Primary Goals

Attract 128 teams from across Florida to a centralized Sebring location
Generate a minimum of 1,000 hotel room nights

Position the Guville 7v7 Classic as a repeatable annual football event

Build a pipeline for year-over-year growth in teams, divisions, and room nights

wnh =

Secondary Goals

e Establish Sebring as a trusted host city for football events
e Build long-term relationships with hotels, tourism partners, and programs
e Grow brand equity statewide

2. Event Positioning & Brand Strategy

Brand Positioning Statement
“Statewide Competition. Central Florida Destination.”

Although headquartered in Gainesville, the Gville 7v7 Classic is intentionally hosted in Sebring
to:

e Provide a neutral, centralized location
e Reduce travel bias toward major metro areas
e Deliver an affordable, family-friendly football weekend

Competitive Differentiators



128-team capacity (one of the largest in the region)
Co-ed divisions (14U, 16U, 18U)

Efficient scheduling and guaranteed games

Lower hotel and travel costs than major cities

3. Target Market

Primary Audience

7-on-7 football programs

Middle & high school offseason teams
Football training organizations
Programs from:

North Florida

Central Florida

South Florida

Panhandle

e o o o
O

o O O

Secondary Audience

e Football families
e Apparel and equipment brands
e Recruiting services and evaluators

4. Room Night Generation Strategy

Room Night Target

e Goal: 1,000+ room nights
Assumptions

e Average stay: 2 nights (Friday & Saturday)

e Average rooms per team: 4-5
e Percentage of traveling teams: ~90%

Conservative Calculation

e 128 teams x 4 rooms x 2 nights = 1,024 room nights



Supporting Tactics

Friday check-in required for Saturday pool play
Early-morning start times limiting same-day travel
Preferred hotel partner program

Clear communication of lodging benefits to teams

5. Marketing Channels & Execution

A. Direct Team Recruitment (Primary Driver)

e Direct outreach to program directors and coaches
e Email, text, and phone campaigns
e Loyalty incentives for returning programs

B. Digital Marketing

e Event landing page with registration + hotel info
e Paid social ads (Facebook & Instagram)
e Geo-targeting across Florida football hotbeds

C. Social Media Strategy

e Instagram & X (Twitter) for announcements
e \Weekly team reveals and division updates
e Short highlight videos and countdown posts

D. Strategic Partnerships

e Visit Sebring / Highlands County
e Local hotels and hospitality partners
e Regional football trainers and facilities

6. Annual Growth Strategy (Marketing)

Year Team Room Notes
s Nights

Year1 128 1,000+ Baseline event



Year2 144 1,200+ Added divisions

Year 3 160 1,400+ Multi-weekend option

7. Key Marketing Metrics

Teams registered

Room nights booked
Geographic diversity of teams
Return rate year-over-year
Social engagement and reach

8. Marketing Conclusion

The Gville 7v7 Classic marketing strategy leverages statewide relationships, centralized
geography, and football-first programming to consistently deliver 1,000+ room nights while
building a scalable, repeatable event model that benefits Sebring for years to come.



Item 5D








































































City Of Sebring

STATEMENT OF WORK

December 30, 2025

Attn: Scott Noethlich, City Administrator

Re: City of Sebring- Sports Facility Consulting

Mr. Noethlich,

Synergy Sports Charlotte, LLC (“Synergy”) has enjoyed the opportunity to work with the City through the first phase
of assessment to determine the viability of sports assets in Sebring. Synergy is deeply committed to bringing sports,
education, and enrichment opportunities to deserving communities and sees enormous value in giving back in meaningful
ways and providing unparalleled programming and facilities. We are pleased to present this engagement letter to you for the
next stage of assessing new & expanded sport opportunities in the City.

This Letter Agreement outlines the framework of the relationship between Synergy and the City of Sebring for the
next Phase of the project, which includes detailed work surrounding the renovation of the current Max Long Sports Complex.

Broadly speaking, Synergy will collaborate with, and provide services to, the City of Sebring in the following areas:

*  Expanding on the previously developed Sports Feasibility Study and related work to include:

Outreach to specific rental user groups, tournament organizers, and community users to develop
a realistic operations plan and use schedule. Secure LOIs for potential users

Development of a conceptual tournament schedule based on outreach to user groups and
organizers

Development of a detailed financial model based on actual users, expected fees, and known and
estimated operating expenses

Development of a detailed Economic Impact Analysis to show unique and total visitors, jobs
created or supported, dollars coming into the area, additional hotel stays, restaurant visits, etc.
Conceptual Architecture

Detailed Site Plan based on environmental considerations, topography, etc.

3-5 Exterior Renderings

Development of a digital presentation deck

Development of an accurate cost estimate for construction, surfacing, equipment, etc.

Provide detailed financing and funding options

Up to 3 site visits to include meetings with key stakeholders and community members,
presentations to County Commission and other municipal entities, etc.

Virtual presentations as needed

* Additional sports development opportunities that materialize within 6 months of the Date of Execution can be
included in the above Scope of Work.

www.SynergySportsUS.com Jason@SynergySportsCenter.com



http://www.synergysportsus.com/
mailto:Jason@SynergySportsCenter.com

COST PROPOSAL

Cost: $37,500 (inclusive of travel)
Terms: Balance due upon completion

The timeline to complete the above and deliver the final assets (including site visit) is estimated to be 60- 90 days from the
Date of Execution. This timeline assumes periodic calls as necessary, timely access to client provided data and information,
etc.

To get started, please sign, and return this Letter Agreement, indicating acceptance of the fees proposed, timeline,
and overall scope. Payment for the services will be due as outlined. This phase will provide key financial information needed
for financing and/ or funding, presentation ready materials for key stakeholders and community groups, economic and

community impact assessments, and proof of a viable endeavor.

Information and general costs associated with successive phases will be determined and outlined as the project
progresses.

Please sign this letter and return it to me by email. We look forward to working with you on this amazing project.

Sincerely,

Jason Boudrie, Founder & CEO
Synergy Sports Charlotte, LLC

| agree to and accept the terms of this Letter Agreement:

Scott Noethlich Date

City Administrator

Jason Boudrie Date

Founder & CEO, Synergy Sports Charlotte, LLC

www.SynergySportsUS.com Jason@SynergySportsCenter.com



http://www.synergysportsus.com/
mailto:Jason@SynergySportsCenter.com




Highlands County, FL

STATEMENT OF WORK

December 30, 2025

Attn: Laurie Hurner, County Administrator

Re: Highlands County Sports Complex Expansion

Ms. Hurner,

Synergy Sports Charlotte, LLC (“Synergy”) has enjoyed the opportunity to work with you through the first phase of
assessment to determine the viability of sports assets in Highlands County. Synergy is deeply committed to bringing sports,
education, and enrichment opportunities to deserving communities and sees enormous value in giving back in meaningful
ways and providing unparalleled programming and facilities. We are pleased to present this engagement letter to you for the
next stage of assessing new & expanded sport opportunities in Highlands County.

This Letter Agreement outlines the framework of the relationship between Synergy and Highlands County for the
next Phase of the project, which includes detailed work surrounding the expansion of the current County Sports Complex.

Broadly speaking, Synergy will collaborate with, and provide services to, Highlands County in the following areas:

*  Expanding on the previously developed Sports Feasibility Study and related work to include:

Outreach to specific rental user groups, tournament organizers, and community users to develop
a realistic operations plan and use schedule. Secure LOlIs for potential users

Development of a conceptual tournament schedule based on outreach to user groups and
organizers

Development of a detailed financial model based on actual users, expected fees, and known and
estimated operating expenses

Development of a detailed Economic Impact Analysis to show unique and total visitors, jobs
created or supported, dollars coming into the area, additional hotel stays, restaurant visits, etc.
Conceptual Architecture

Detailed Site Plan based on environmental considerations, topography, etc.

3-5 Exterior Renderings

Development of a digital presentation deck

Development of an accurate cost estimate for construction, surfacing, equipment, etc.

Provide detailed financing and funding options

Up to 3 site visits to include meetings with key stakeholders and community members,
presentations to County Commission and other municipal entities, etc.

Virtual presentations as needed

* Additional sports development opportunities that materialize within 6 months of the Date of Execution can be
included in the above Scope of Work.

www.SynergySportsGlobal.com Jason@SynergySportsCenter.com



http://www.synergysportsglobal.com/
mailto:Jason@SynergySportsCenter.com

COST PROPOSAL

Cost: $37,500 (inclusive of travel)
Terms: Balance due upon completion

The timeline to complete the above and deliver the final assets (including site visit) is estimated to be 60- 90 days from the
Date of Execution. This timeline assumes periodic calls as necessary, timely access to client provided data and information,
etc.

To get started, please sign, and return this Letter Agreement, indicating acceptance of the fees proposed, timeline,
and overall scope. Payment for the services will be due as outlined. This phase will provide key financial information needed
for financing and/ or funding, presentation ready materials for key stakeholders and community groups, economic and

community impact assessments, and proof of a viable endeavor.

Information and general costs associated with successive phases will be determined and outlined as the project
progresses.

Please sign this letter and return it to me by email. We look forward to working with you on this amazing project.

Sincerely,

Jason Boudrie, Founder & CEO
Synergy Sports Charlotte, LLC

| agree to and accept the terms of this Letter Agreement:

Laurie Hurner Date

Highlands County Administrator

Jason Boudrie Date

Founder & CEO, Synergy Sports Charlotte, LLC

www.SynergySportsGlobal.com Jason@SynergySportsCenter.com



http://www.synergysportsglobal.com/
mailto:Jason@SynergySportsCenter.com
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