OCRACOKE TOURISM DEVELOPMENT AUTHORITY

Ocracoke Township Tourism Development Authority
Board Meeting Minutes

Friday, April 3, 2026 - 9:00 a.m.
Ocracoke Community Center

Present

Board Will Adams, Roger Garrish, Doreen Gaskill, BJ
Oelschlagel; Ray Murray participated remotely.

Supporting Staff Helena Stevens, Executive Director; Jeff Dippold,
Finance/Bookkeeping

Presenters/Guests Chris Cavanaugh, Magellan Strategy Group; Martin
Armes, Media One; Justin LeBlanc, Ocracoke Access
Alliance; Sundae Horn

Technical Support Donnie Shumate

Quorum A quorum was present.

I. Call to Order

The meeting was called to order at approximately 9:05 a.m. by Chair Will Adams.

Chair Adams asked whether there were any proposed amendments or additions to the agenda.
Helena Stevens requested that the Media One advertising update be moved from the Executive
Director's Report to Guest Presentations to accommodate the presenter's time. The Board accepted
the agenda adjustment.

Il. Approval of Previous Meeting Minutes

The Board reviewed the minutes from the previous meeting. No amendments were requested. Roger
Garrish made a motion to approve the minutes as presented. Doreen Gaskill seconded the motion.

Motion passed unanimously.
lll. Guest Presentations

A. Chris Cavanaugh, Magellan Strategy Group - Occupancy Tax, Board Duties, and Destination
Leadership

Chris Cavanaugh provided an overview of North Carolina occupancy-tax law, the role of tourism
development authorities, and the Board's fiduciary responsibilities. He explained that occupancy-tax
legislation in North Carolina is specific to each local community and that local tax rates generally
range from one percent to six percent, with limited exceptions.

Cavanaugh reviewed the distinction between Hyde County's three percent occupancy tax and the
separate Ocracoke Township Tourism Development Authority two percent tax. He explained that
Hyde County's earlier three percent tax may be used for any public purpose, with ninety percent of
proceeds collected on Ocracoke required to directly benefit the island. By contrast, the 2006
legislation creating the Ocracoke Township Tourism Development Authority requires that at least two-
thirds of the two percent proceeds be used to promote travel and tourism in the district.

He reviewed the two primary expenditure categories available to the TDA:

e Destination promotion, including advertising, public relations, marketing, and promotional grants.
¢ Tourism-related expenditures, which may include capital assets, event execution, maintenance of
tourism assets, visitor centers, signage, museums, and other visitor-serving investments.
Cavanaugh emphasized that the Board has broad discretion, but must exercise independent
judgment in the best interest of the Authority, its mission, and the public. He strongly advised the
Board to clearly justify and document investment decisions, particularly tourism-related expenditures.
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He discussed current litigation involving Currituck County and the use of occupancy-tax funds. He

explained that the matter may affect how TDAs across North Carolina document and justify tourism-
related expenditures. He advised that Board minutes should clearly show why a funded item supports
tourism, visitor access, or the visitor economy.

Cavanaugh also discussed the evolving role of TDAs as destination leadership organizations. He
noted that TDAs increasingly support not only marketing, but also visitor access, infrastructure,
collaboration, facilitation, advocacy, and community assets that affect the visitor economy.

Board discussion followed regarding ferry access, NC 12 resiliency, dredging, and the role of the
Ocracoke Access Alliance. Cavanaugh stated that for Ocracoke, visitor access is fundamental to the
visitor economy and that access-related advocacy can be an appropriate TDA priority when clearly
tied to tourism impact and properly documented.

The Board also discussed the possibility of seeking legislative authority to increase the total
occupancy tax rate from five percent to six percent. Cavanaugh explained that this would require local
legislative support and action by the North Carolina General Assembly, and recommended
coordination with Hyde County commissioners and the local legislative delegation.

B. Media One Advertising Update

Martin Armes of Media One presented an update on the digital marketing campaign. He reported that
the February-March campaign included Google paid search, paid social media, native advertising,
retargeting, and content activation.

Armes noted strong engagement from campaign traffic, including paid-search traffic with a high
percentage of users staying on the website for more than one minute. He reported that top-performing
search terms included Ocracoke-related searches as well as broader destination terms such as best
beaches in North Carolina, relaxing beach getaways, OBX hidden gems, OBX vacation spots, North
Carolina beaches, and secluded beaches in North Carolina.

He explained that the campaign is driving users to key landing pages, including the homepage, trip
ideas, the first-timer guide, and community traditions content. He also noted that campaign traffic is
generating click-throughs to lodging partners and other local business websites.

Media One is continuing campaign optimization based on engagement metrics, visitor interest, and
performance data. Armes also reported that new oyster-related creative assets had recently been
launched.

No formal action was taken.
IV. Financial Discussion /| Hyde County

A. Occupancy Tax Collections Update

Jeff Dippold presented the occupancy tax collection update through February 2026. He reported that
collections were trending ahead of the same period in the previous fiscal year.

Year-to-date collections were approximately $434,423, which was approximately $12,000 greater than
the same period in the previous fiscal year. Based on conservative projections using ninety percent of
prior-year collections for the remaining months, FY 2025/2026 total collections were projected at
approximately $517,452, which is $17,452 above the $500,000 budgeted amount and slightly above
FY 2024/2025 actual collections.

Dippold noted that March collections had recently been received from Hyde County and were also
slightly above March 2025 collections, continuing the positive trend.
B. FY 2025/2026 Revenue and Expense vs. Budget

Dippold reviewed actual revenue and expenses through February 2026. He stated that revenue and
expenses were generally tracking well against budget and that he continues to work with Stevens to
monitor monthly activity and identify any significant outliers.
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Discussion followed regarding excess reserves, discretionary funds, and how prior-year reserves may

be incorporated into the FY 2026/2027 budget.

Dippold explained that current projections anticipated use of approximately $19,000 in accumulated
reserves during FY 2025/2026 and that, while maintaining the Board's target reserve of $100,000,
approximately $60,000 in excess reserves may be available for use in the FY 2026/2027 budget.

V. FY 2026/2027 Draft Budget Discussion

Dippold presented the preliminary FY 2026/2027 budget developed with input from the Budget
Committee. The draft budget was based on projected two percent occupancy tax collections of
approximately $515,000, using a conservative midpoint between current-year projections and FY
2024/2025 actual results.

The Board reviewed proposed expense categories, including advertising campaign funding, island
accessibility promotion and advocacy, Executive Director public relations, crisis communications and
accessibility tools, search engine optimization, website hosting and maintenance, photography and
video production, other advertising, creative content, dues and subscriptions, personnel, contracted
services, bookkeeping, legal and audit expenses, Ocracoke Preservation Society funding, computer
programs, office supplies and equipment, walking map production and distribution, insurance, office
rent, conferences, and events and visitor enhancements.

The Board discussed the proposed allocation for the Ocracoke Access Alliance. The draft budget
included $40,000 for FY 2026/2027 access advocacy support. BJ Oelschlagel raised the possibility of
increasing that amount to $50,000. Dippold advised that, based on conservative reserve projections,
an outright increase would require reducing another category or drawing further on reserves.

Dippold suggested adding a discretionary pool to the FY 2026/2027 budget to preserve flexibility if
additional funds materialize after the close of FY 2025/2026.

A motion was made to add $10,000 to the Board Discretionary Pool in the FY 2026/2027 draft budget.
BJ Oelschlagel seconded the motion.

Motion passed unanimously.

The Board then discussed the Worrell 1000 line item. Because no current request or confirmation had
been received regarding the event, a motion was made to remove the $4,000 Worrell 2000 allocation
and move those funds into the Board Discretionary Pool. BJ Oelschlagel seconded the motion.

Motion passed unanimously.
The resulting Board Discretionary Pool was adjusted to $14,000.

The Board also discussed whether to designate funds for improved internet service at the Ocracoke
Community Center, including possible Starlink service. Discussion included the need for more reliable
internet for public meetings, livestream access, emergency communications, and community use. No
specific allocation was made at this time. The Board agreed that additional research and possible
partnership with Hyde County, OCBA, or other entities should be explored.

After discussion, a motion was made and seconded to approve the FY 2026/2027 draft budget as
amended for public review.

Motion passed unanimously.
VI. Public Hearing Date for FY 2026/2027 Budget
The Board discussed available dates for the public hearing on the FY 2026/2027 budget.

The Board agreed to schedule the public hearing for Friday, April 24, 2026, at 9:00 a.m. at the
Ocracoke Community Center. The Community Center was confirmed available for that date and time.
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VII. Ocracoke Access Alliance Update

Justin LeBlanc presented an update on the Ocracoke Access Alliance. He thanked the Board for
including $40,000 in the FY 2026/2027 draft budget for the Alliance. He also reported that the Alliance
was facing a shortfall in the current fiscal year and requested additional FY 2025/2026 support if
available.

LeBlanc presented updates on several advocacy priorities, including ferry vessel replacement, ferry
tolling proposals, possible use of E-ZPass for toll collection, a proposed free annual pass for full-time
Ocracoke residents, potential annual pass options, exemption of ferry vessel replacement from the
State Transportation Improvement Program scoring process, NC 12 vulnerability and road-shift
options, federal appropriations requests, beach nourishment feasibility study efforts, and long-term
transportation resiliency planning.

He reported that the Alliance is preparing a multi-point ferry funding proposal for the General
Assembly. The proposal includes tolling on the Hatteras-Ocracoke ferry, potential pass structures,
and legislative changes to better support ferry replacement.

LeBlanc also discussed advocacy related to NC 12, including a proposed road shift of approximately
thirty feet in vulnerable areas as a short-term measure to reduce overwash impacts and allow time for
longer-term solutions. He stated that the Alliance is also pursuing support for a beach nourishment
feasibility study.

He further reported that Pamlico County and the Town of Vandemere have explored the possibility of
a passenger ferry from Vandemere to Ocracoke. The Board expressed interest in learning more and
supporting the concept if appropriate.

Discussion followed regarding fundraising, private contributions, visitor engagement, and possible
lodging-based voluntary donation or round-up programs to support access advocacy.

Additional FY 2025/2026 Funding for Ocracoke Access Alliance

The Board discussed whether the current FY 2025/2026 budget could accommodate additional
support for the Ocracoke Access Alliance.

Dippold was contacted during the meeting and confirmed that FY 2025/2026 projections had included
an additional $15,000 payment to the Alliance, in addition to the $25,000 already paid, for a total of
$40,000 in current-year support.

A motion was made to approve an additional $15,000 payment to the Ocracoke Access Alliance from
FY 2025/2026 funds. Roger Garrish seconded the motion.

Motion passed unanimously.

VIII. FY 2026/2027 Board Meeting Dates

The Board reviewed proposed FY 2026/2027 meeting dates. After brief discussion, a motion was
made and seconded to approve the proposed dates.

Motion passed unanimously.

IX. Executive Director's Report and Additional Updates

Stevens noted that a group of legislators and Department of Transportation representatives is
expected to visit Ocracoke on May 5 for lunch and a presentation at the Berkley Center. A formal
invitation will be provided.

Stevens also noted that she has begun including conference summaries in her Executive Director
reports to provide the Board with additional detail on the value and purpose of conference attendance.
X. Public Comments

Public comment received during the meeting included a comment that Starlink or improved internet
service at the Community Center may be more appropriately handled by OCBA or through a
partnership with other local entities.
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Xl. Adjournment

There being no further business, a motion was made and seconded to adjourn the meeting.
Motion passed unanimously.

Prepared by:
Helena Stevens
Executive Director
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