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RECOMMENDED MOTION

1.

PURPOSE & BACKGROUND

That the City of Barrie continue their in-kind support for Kempenfest in 2024 at a service level

consistent with previous years including, but not limited to direct staff support, site services
coordination, administrative support, and parking passes, valued at approximately $22,000.

That the Kempenfest Board be requested to seek fundraising sponsorship to support their funding

request in the amount of $15,000 in shuttle bus service and $10,000 for the Family Side Stage and
should they be unsuccessful, that up to $25,000 be allocated from the Tourism Reserve to support

these services.

That up to $25,000 be allocated from the Tourism Reserve to support Recreation and Culture

Services and Economic and Creative Development Departments in collaboration with the
Kempenfest Board and Tourism Barrie, to retain a consultant to support Kempenfest with assessing
the overall economic impact of Kempenfest and a financial and governance review to determine
opportunities for operational and financial sustainability.

That staff in Economic & Creative Development and Recreation & Culture Services report back on
the findings of the economic

impact analysis and overall event review and provide

recommendations on future support of Kempenfest.

Report Overview

5.

The purpose of this staff report is to provide a report back on Council direction 24-G-013 regarding

a study for the sustainability and future of Kempenfest.
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On February 7, 2024, Council approved Motion 24-G-013, Study — Sustainability and Future Of
Kempenfest that directed staff to work with the Board and organizers of Kempenfest, along with
Tourism Barrie, on ways to address the potential event changes outlined during the presentation
of the Kempenfest 2023 Sponsorship Report as well as the potential to conduct a study related to
financial performance, tourism, general perception of individuals visiting Kempenfest, and report
back on opportunities to address the potential event changes and the study, including funding
options.

Staff in Recreation & Culture Services and Economic & Creative Development have collectively
engaged with Kempenfest and Tourism Barrie to address the direction of Council.

In addition to a study, Kempenfest is also seeking fiscal support, attached as Appendix ‘A’ to this
report, to successfully execute an event in 2024. As such, staff have also reviewed levels of support
requested from Kempenfest and options for consideration by General Committee.

Given the timing of the event for 2024 and required planning and lead time, it is not feasible for a
study or improvements to be completed prior to the delivery of 2024 Kempenfest event. As such,
the report contemplates a study of the 2024 event and the fiscal request of Kempenfest.

Kempenfest

10.

1.

12.

13.

14.

Kempenfest is a signature festival event that has taken place along Barrie’s waterfront annually for
52 years and features nearly 300 jury-selected arts and crafts exhibitors, a midway, kids’ village,
antiques, face painters, buskers, food vendors, and live music over three days on the August long
weekend.

In 2022, Kempenfest was recognized as one of the Top 100 Festivals and Events in Ontario by
Festival and Events Ontario.

Kempenfest is an incorporated not-for-profit organization and is comprised of representatives of
local not-for-profit organizations and service clubs including:

a) Kiwanis Club of Barrie

b) Barrie Art Club

c) Rotary Club of Barrie

d) Optimist Club of Barrie

e) Knights of Columbus Council 10370
f) Barrie Chamber of Commerce

The City of Barrie’s Supervisor of Special Events serves in an advisory capacity to Kempenfest's
Board of Directors without voting privileges.

Kempenfest provided staff with information regarding their current operating model as follows:

Kempenfest (Barrie) Inc. is governed by a Board of Directors who are dedicated to the future
development and sustainability of Kempenfest. The Board consists of six (6) core participants,
including the Barrie Optimists Club; the Kiwanis Club of Barrie; the Rotary Club of Barrie; the
Knights of Columbus 10370; the Barrie Art Club; and the Barrie Chamber of Commerce. Each
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15.

member has an equal vote. The Board meets monthly and holds an Annual General Meeting in
January. There are standing committees for finance, marketing, entertainment, and site services.
Each of these committees must be chaired by a Board Member, but other positions are open to the
public and based on expertise in the given field.

Planning the following year’s event begins two weeks after the most recent event, following post
event debriefs and wrap up meetings. The organization’s planning efforts are a continuous annual
operation.

The current fiscal operating model provides all food, vendor, and alcohol sale revenue directly to
the partner organizations that support these elements of Kempenfest and is used as an annual
fundraising activity for these partner organizations. As such, the core operation of Kempenfest has
very limited revenue tools and carries the bulk of the expenditures such as entertainment, lavatory
facilities and stage/sound systems. Partner organizations do not share in the fiscal surplus or deficit
of the core operations of Kempenfest.

Background

16.

17.

18.

In 2018, the City of Barrie (through the then Creative Economy Department), Tourism Barrie and
organizers of Kempenfest engaged a third-party consultant to attend and analyse the three-day
event and report back with an operational review, site review, recommendations, and results of a
public survey to assist in identifying opportunities for improvement.

In September 2018, Kempenfest received the reports from the third-party consultant which provided
several recommendations regarding the operations of the event itself and challenges related to the
financial sustainability of their operational model.

The consultant’s report also outlined recommendations on how Kempenfest could improve their
event from an operational perspective along with survey feedback, options for increasing revenue,
and suggested next steps. A total of 411 people participated in the survey and a sample of
recommendations and options from the reports include:

a) Improve parking for visitors. Properly securing vendor parking areas will make available
prime parking for visitors.

b) Improve site security, site information, site perimeter. Fencing the perimeter with
mandatory entrances will allow for a more accurate attendance count and potential gate
revenue.

c) Improve access to and visibility of emergency services, first aid and information.

d) Craft sections and antiques sections could be better utilized with rest areas and water

refilling stations.

e) Increase grant revenue.

f) Charge admission to the festival.

g) Review and edit governance membership based on festival operational contribution; and
h) Draft a new Terms of Reference and Financial Policy around proceed sharing, consolidated

expenses, etc.
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19.

20.

21.

22.

Since the study and survey results were complete and made available, Kempenfest has operated
in 2019, 2022 and 2023. Kempenfest did not operate in 2020 and 2021 due to the COVID-19
pandemic.

Leading up to the creation of this report, staff from both Recreation & Culture Services and
Economic & Creative Development met with the Board Chair of Kempenfest and other Board
members. Consideration has been made to implement the recommendations provided in the
consultant’s report and Kempenfest has indicated that it is currently reviewing its operational model
to consider the sharing of proceeds by festival partners.

Specifically, Kempenfest has provided the following information regarding progress on the
implementation of the recommendations:

a) Fiscally increased or attempted to increase grant revenues to 14% ($125,000) and have
again applied in 2024 and awaiting responses. In 2022, Kempenfest received $440,000 in
grants and $0 in 2023.

b) Working to centralize common expenses and allocate costs based on activities.

c) Engaged a design firm to rebrand the festival and create a stronger public facing mission
and narrative so that the community understands the full nature and benefit of the event.

d) Hired a professional company (Admiral Live) to curate music content to improve
entertainment options and is considering the possibility of creating a music committee to
explore the type of music offered to ensure it reflects current music options and community
preferences.

Kempenfest has also provided information on their next steps related to addressing
recommendations from the report, as follows:

a) Present concept approach to larger collective Boards, Major Partners, Political allies, Key
sponsors, etc.
b) Review composition of the Board to reflect a larger community demographic beyond

programming related partners such as the Downtown Barrie BIA, Tourism Barrie, and the
Chamber of Commerce.

c) Continue to explore the possibility of developing a Site Plan with three mandatory
entrances.
d) Explore development of a youth employment program to hire students to run the gate under

staff supervision.

City of Barrie and Tourism Barrie Support for Kempenfest

23.

24.

For most other community events, the City of Barrie offers support by assisting event organizers
through obtaining a special event permit.

Recognizing the positive community impact of Kempenfest, the City of Barrie has historically
supported Kempenfest with in-kind support at a value of approximately $22,000 including but not
limited to:

a) Recreation & Culture Services — Direct Staff Support (Est. $9,000)
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25.

26.

27.

28.

b) Recreation & Culture Services — Site Services Coordination (Est. $1,500)
c) Recreation & Culture Services — Administrative Support (Est. $1,800)

d) Additional City Departments (Parks Operations, Transit & Parking, Marketing &
Communications) — Variety of services (Est. $4,400 in costs plus $5,200 in-kind value of
parking passes for Kempenfest vendors)

Leading up to this report's creation, staff from Recreation & Culture Services and Economic &
Creative Development have also met with the Executive Director of Tourism Barrie. Tourism Barrie
supports Kempenfest with guidance, advice, and marketing expertise. Annually, they invest $5,000
in executing destination marketing campaigns promoting Kempenfest as an overnight summer
attraction. Tourism Barrie is on-site over the three days with a welcoming booth. Additionally,
Tourism Barrie has supported Kempenfest by investing in professional videography and
photography of the event for destination marketing and sharing the imagery and videos with
Destination Ontario, Metrolinx and RTO?7.

Tourism Barrie remains supportive of Kempenfest and the review and implementation of the
recommendations from the consultant’s report and, specifically, the recommendations regarding
the fiscal operating model which would strengthen the sustainability of Kempenfest.

Further, to accurately measure and compare the economic impact of Kempenfest, standardizing
their reporting metrics in accordance with the Tourism Regional Economic Impact Model (TREIM)
and Destinations International Festival & Events Economic Impact Calculator, which is North
America’s leading economic impact calculator for tourism.

To support economic impact measures, Tourism Barrie has invested in collecting cellular usage
data and STR Hotel Occupancy Reports from August 4 to 7, 2023, to analyze overnight visitors,
day trippers, and locals who attended Kempenfest to establish the economic impact of the event
using the standardized metrics Tourism Barrie uses to determine all events to the city. This
investment has a value of approximately $13,000 - $14,000 of benefit to Kempenfest.

2024 Kempenfest Funding Request

20.

30.

31.

On January 24, 2024, representatives from Kempenfest presented an analysis of the 2023 event
to the Infrastructure and Community Investment Committee and a request for a $50,000 grant to
be allocated from the Tourism Reserve Fund to support the 2024 event. A letter of request provided
to City staff stated that this grant will allow Kempenfest to:

a) Restore shuttle bus service.

b) Restore the Family Side Stage.

c) Conduct a study on the sustainability and future of Kempenfest; and

d) Hire an event consulting firm to focus on two areas: crowd size measurement and more
detailed audience surveys.

The consultant’s report was completed in 2018 and did not include an economic impact analysis
and conducted a limited audience survey of 410 festival visitors.

Since the pandemic, festivals and events are in a state of transition. Patron spending and audience
engagement needs are evolving meaning that festivals and events need to examine their business
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32.

33.

34.

35.

36.

models and experience offerings in light of current trends to grow audience attendance while
managing associated spends to remain viable.

Assessing Kempenfest at its usual standard of service offerings would provide the most accurate
assessment. Therefore, for Kempenfest to retain its usual standard of service for 2024, the City of
Barrie would need to continue to provide the same level of in-kind service.

Further, both the Family Side Stage and shuttle service have traditionally been offered at
Kempenfest and are included in the funding request from Kempenfest to the City for 2024 to
continue offering these elements.

Transit & Parking Strategy has provided shuttle utilization information for Kempenfest 2023. An
estimated 6,108 passengers boarded the shuttle over the course of the Kempenfest weekend which
was consistent with ridership numbers from 2022.

Shuttle service supports parking capacity management in the downtown and waterfront areas over
the course of the weekend. Staff estimate approximately $15,000 in direct costs are required to
operate the shuttle service over the Kempenfest weekend.

Kempenfest has further requested $10,000 to support the Family Side Stage housed in the
Children’s Village which is typically programmed with local artists and community organizations.
While the full cost of operating the side stage is estimated at $40,000 for production, programming
and management, Kempenfest is asking the city to cover the hard costs related to the actual stage,
audio, lighting and labour.

ANALYSIS

37.

38.

39.

40.

Planning for Kempenfest 2024 is already underway. Any studies related to assessing the impact of
the event and potential improvements would need to be completed in 2024, with report findings to
be implemented for 2025.

While many of the recommendations of the consultant’s study remain relevant, conducting a study
to capture economic impact at an industry standard level, and bring current opportunities to improve
the festival in a post-pandemic environment to increase appeal and engagement at the community
and tourist level would be of benefit for Kempenfest.

Staff recommend working with both Kempenfest and Tourism Barrie to support the development of
a scope of work that would support a report and impact assessment study for Kempenfest. It is
anticipated that the scope of the study would consider broad trends and local market conditions
that would inform not only Kempenfest but also City event staff on a broader basis to better support
and develop event offerings in Barrie.

The study would also include data collection necessary to assess:

a) Attendance count;

b) Overnight stays;

c) Visitor profile and purchasing habits; and

d) Visitor feedback.
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41.

42.

43.

44.

45.

Additional metrics that support visitor and economic impact would also be considered with the intent
of developing standard measures that can be applied to other festivals and events delivered in the
City of Barrie.

An understanding of the event impact baseline will inform recommendations on how to improve
Kempenfest from an operational and financial perspective with the intention of creating a fully self-
sufficient festival model that is sustainable in 2025 and beyond.

Maintaining in-kind support and supporting the shuttle bus service and the Family Side Stage will
support Kempenfest in delivering its usual standard of service and would provide the most accurate
assessment for a consultant to complete in 2024.

In their funding request, Kempenfest has indicated that the Family Side Stage requires $40,000 to
successfully execute, and that a city contribution of $10,000 is required to ensure the family stage
operates. Given the community focused nature of this performance area and its historic utilization
by local talent, maintaining its presence for 2024 supports the community impact of Kempenfest
and retains the traditional format for the study to fully assess the festival.

The City of Barrie’s Tourism Master Plan identifies “Tourism as a Priority Economic Sector” as a
strategic direction. The Tourism Master Plan Implementation Program, approved by Council on
September 20, 2021, identifies as a priority the need to demonstrate the impact of tourism as a
primary economic sector to support the above strategic direction.

Establishing a baseline of key performance indicators of tourism products, festivals and events is
a priority of both the City of Barrie and Tourism Barrie. This baseline will be the foundation of
analyses of the City’s investments in tourism helping to inform future Council decision making.
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ENVIRONMENTAL AND CLIMATE CHANGE IMPACT MATTERS

46. There are no environmental and/or climate change impact matters related to the recommendation.

ALTERNATIVES

47. The following alternatives are available for consideration by General Committee:

Alternative #1 General Committee could choose to provide only in-kind support for
Kempenfest 2024 and not provide funding for a shuttle service, Family
Side Stage, or an updated report to measure the festival’s visitor economy
impact and improvements for sustainability.

This alternative is not recommended as it does not provide for an “as is”
Kempenfest that would allow for the development of accurate baseline
metrics which would inform future direction.

Kempenfest has a long-standing operating model that is presenting
revenue challenges. Combined with the evolution of festivals and events
post-pandemic, the need to understand the economic impact of the event
and review opportunities to update the offerings and visitor experience is
necessary to ensuring the long-term sustainability of Kempenfest.

Additionally, this alternative may risk the reputation of Kempenfest and
the tourism draw it has as one of Festival and Events Ontario’s Top 100
Festivals if organizers remove key visitor experience related elements of
the operational plan.

Alternative #2 General Committee could choose to support only in-kind support for
Kempenfest 2024 and fund one or two of the requests received from
Kempenfest for shuttle service, a Family Side Stage, and an updated
study.

This alternative is not recommended as it does not provide for an “as is”
Kempenfest that would allow for the development of accurate baseline
metrics which would inform future direction.

Alternative #3 General Committee could choose to remove all support, in-kind and
financial, for Kempenfest 2024.

This alternative is not recommended as it may risk the reputation of
Kempenfest and the tourism draw it has as one of Festival and Events
Ontario’s Top 100 Festivals if organizers remove key visitor experience
related elements of the operational plan including what has historically
been provided in-kind by the city.

Given the event is already deep into its planning cycle, removing the City’s
support entirely places the event under greater fiscal and resource
pressures that could risk elements of the event not being delivered or not
being adequately delivered.
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FINANCIAL

48.

49.

The costs associated with recommendations beyond in-kind services have not been contemplated
in the 2024 Business Plan.

Allocating Tourism Reserve funding of up to $50,000 to support transit shuttles, the Family Side
Stage, and an updated study are intended to be one-time in nature, as the intent of the study is to
provide recommendations to Kempenfest for their long-term sustainability and financial viability.

LINKAGE TO 2022-2026 STRATEGIC PLAN

50.

51.

52.

The recommendation(s) included in this Staff Report support the following priorities identified in the
2022-2026 Strategic Plan:

a) Thriving Communities
b) Responsible Governance

The recommendations included in this staff report help foster growth in arts and culture by
supporting the hundreds of vendors who participate in Kempenfest each year as one of Festival
and Events Ontario’s Top 100 Festivals. Fostering growth in arts and culture is a goal of Council’s
strategic priority of “Thriving Community.”

The recommendations included in this staff report also support Council’s strategic priority of
“‘Responsible Governance” by establishing an accurate measure of the overall impact of
Kempenfest and support Kempenfest in developing an event model that is financially sustainable
over the long term.
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APPENDIX “A”
Kempenfest’s Funding Request: “MAT Funding Request Draft 3”
Kempenfest 2024 Grant Request
Background

Over its 52 years, Kempenfest has grown to become Barrie's signature summer festival
event. One of Ontario’s largest festivals, it features over 300 arts and crafts vendors, a
midway, children’s village, antiques, great food and two stages of live music. In 2023
Kempenfest was recognized as one of the Top 100 Festivals and Events in Ontario by
Festivals and Events Ontario.

The event takes place over the August Civic Holiday Weekend. Located across two
kilometers of Barrie Ontario’'s beautiful waterfront it is estimated that it attracts 150,000
people over the course of its 3 days. Based on Tourism Ontario modelling, it is estimated
that the annual economic impact of the event is over $10 million.

An independent review of Kempenfest 2018 found that Kempenfest created a cultural
experience for more than 200,000 people, attracted better than average corporate
sponsorship dollars than comparable festivals and generated a greater value than the
average earned revenue of similar festivals and events.

Since 2018, Kempenfest, like other festivals and events in Ontario, has faced significant
challenges due to Covid and the economy in general. Despite these challenges, the
Kempenfest Board of Directors has been able to approve a balanced financial forecast
for Kempenfest 2024. However, to do so the Board has had to make cuts or reductions to
some key areas including the provision of shuttle buses and the Second or Family Stage.

Proposal

To offset these cuts, Kempenfest (Barrie) Inc. is requesting a grant of $50,000 from the
City of Barrie from the Municipal Accommodation Tax. The MAT is intended to be used
by eligible tourism entities to support funding of local tourism initiatives.

This grant will allow Kempenfest to:

e restore shuttle bus service;

e restore the Family Side Stage;

e conduct a study on the sustainability and future of Kempenfest as detailed in the
motion approved by City Council. Data from the study will be used by
Kempenfest and shared with the City of Barrie and Tourism Barrie. This data will
be valuable in planning future events and allow Kempenfest to verify and have
confidence in future statements of the economic and cultural benefit of
Kempenfest to the city.
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e hire an event consulting firm to focus on two areas, crowd size measurement and
more detailed audience surveys.

Issues Analysis
Shuttle Bus Service: $15,000

Kempenfest has worked with the City of Barrie to provide free shuttle bus service to the
event for the past several years. The estimated annual cost of the service is $15,000. In
2023 approximately 6,000 people used the shuttle service. Providing the service reduced
the environmental impact of the event and reduced traffic congestion and parking
issues along the waterfront during Kempenfest.

A grant of $15,000 from the MAT to Kempenfest would cover the cost of the shuttle
service and allow Kempenfest to operate the service again in 2024.

Alternatively, the City of Barrie could provide the shuttle service itself and pay for it using
the Municipal Accommmodation Tax. If the City preferred this option, then the amount of
the grant requested could be reduced by that amount and the City would be
reimbursed from the MAT for the cost of the shuttle service.

Family Side stage: $10,000

The Family Side stage is located in the area of the Children’s Village and away from the
Main Stage. It is primarily a Community Artist Showcase featuring live performances by a
variety of developing local talent. In 2023 more than 20 local artists and groups
performed on the Family Side stage. A complete list of the artists and groups that
performed in 2023 can be provided. All programming and entertainment at the Family
Side stage was free of charge to the public.

In 2023 the total cost of the Side stage, including production, programming and
management was approximately $40,000. For 2024, Kempenfest is seeking a grant in
the amount of $10,000 to cover the cost of the actual stage, audio, lighting, and labour.

Sustainability Study: $25,000

As stated in the City Council motion, the purpose of this study would be to gather
information related to financial performance, tourism, and audience data. It is suggested
that the study focus on two areas: Crowd Size Measurement and Audience Data
Collection. The information from the study would be used to report back on
opportunities to address potential event changes and funding options.
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It should be noted that there are issues associated with collecting this type of
information at an event like Kempenfest. These issues and the benefits of being able to
collect data on them are outlined in the next section.

Crowd Size Measurement

Gathering precise data on crowd size at Kempenfest is challenging and complex for a
variety of reasons:

e The event takes place along two kilometers of the Barrie waterfront. There are no
defined access or exit points at which attendance can be counted. The audience
is spread out across the length of the park.

e The event takes place over 3 days and into the evening. Because of this, there is
no one point in time where attendance data or crowd size can be easily captured.

e Theeventisunique in that it encompasses arts, crafts, live entertainment and a
midway. This means that individuals attend all or part of the event on different
days, for different purposes and at various times.

e Theeventisfree to the public so individual ticket sales cannot be used to
determine crowd size.

Crowd Size: Benefits of Improved Measurement

Better estimates of crowd size will provide organizers and partners such as the City of
Barrie and Tourism Barrie with business intelligence insights that can be used to:

e improve marketing and advertising strategies;

e calculate the economic impact of the event and benefit to the city;

e determine peak access times and assist with planning for crowd management at
those times;

e assist the City of Barrie with its proposed Waterfront Event Planning Review by
providing information that may be useful when considering changes to park
infrastructure, green space, and parking;

e plan for and better manage traffic flow at the venue (both vehicular and
pedestrian);

e informm emergency management planning;

e assist with determining transit needs and patterns during the event.

Audience Data Surveys:

The overall size of the event, including the venue, time span, and layout presents
challenges to gathering accurate audience data metrics. Some of these challenges have
been identified in the section on Crowd Size. Other challenges specific to the collection
of more precise audience date include:

e identifying a suitable survey sample size consistent with an event of this size and
nature;
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o finding an effective survey method that would identify key components of the
audience including:
o breaking down the audience into those patrons who are “Local” and those
who are “Visitors” according to Tourism Ontario criteria;
age ranges;
spending per person;
o feedback on individual “Likes” and “Dislikes” about their experience at the
event.
e the fact that patrons attend the event for different purposes and there is no one
size fits all category in which they can be grouped,

O O

Audience Data: Benefits of Improved Collection of Information

The event would benefit from the ability to collect deeper, more detailed individual data
using a variety of survey tools including online and in person. This information could
then be used to better understand audience perception of the event and suggest
improvements that could be made, consistent with Kempenfest's goal of making the
event “better not bigger.”

It could also assist in determining the economic impact of the event on the local
economy by providing more precise data on actual spending per person, and where and
how that money is spent.

Summary

On January 24, 2024, Kempenfest made a presentation to the Infrastructure and
Community Investment Committee. That presentation included a review of the 2023
Sponsorship Report and a request for the Committee to consider the allocation of up to
$50,000 from the Municipal Accommmodation Tax to assist Kempenfest in budgeting for
Kempenfest 2024.

The presentation to the Committee resulted in the following motion being passed by
City Council:

Study - Sustainability and Future of Kempenfest

That staff be directed to work with the Board and organizers of Kempenfest, along with
Tourism Barrie, on ways to address the potential event changes outlined during the
presentation of the Kempenfest 2023 Sponsorship Report as well as the potential to
conduct a study related to financial performance, tourism, general perceptions of
individuals visiting Kempenfest, and report back on opportunities to address potential
event changes and the study, including funding options.

This proposal is offered as an initial step by the Kempenfest Board of Directors to address
the City Council motion and begin a dialogue with City Staff and Tourism Barrie. It
breaks down the specific details of the funding request and outlines some possible
approaches and benefits that the potential study could encompass.
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The Kempenfest Board of Directors would welcome the opportunity to engage with
both City Staff and Tourism Barrie to address the motion and work together and looks
forward to future direction from both Tourism Barrie and City Staff on how to proceed.
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