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CITY OF CHARLESTON TOURISM COMMISSION 

February 24, 2016
A meeting of the City of Charleston Tourism Commission was held this date at City Hall, Council Chamber, 80 Broad Street.

Notice of this meeting was sent to all local news media.

PRESENT

Mrs. Elizabeth Alston, Chair, Mrs. Susan Bass, Mr. Robert Conley, Ms. Carol Etheridge, Mrs. Laura Gates, Mrs. Lou Hammond, Mrs. Jane Jilich, Ms. Leah Johnson, Mr. Robert Seidler, and Councilmember Gary White, Jr. STAFF: Ms. Davida Allen, Tourism Commission Manager, Mr. Tim Domin, Esq, Clawson and Staubes, LLC, Mr. Dan Riccio, Livability and Tourism Director, Mr. Robert Somerville, Assistant Director, Department of Traffic and Transportation, and Mrs. Amy Southerland, Tourism and Special Events Manager. 
The meeting was opened with a moment of silence.

Approval of minutes – August 26, 2015 (November 23rd Meeting Postponed) 
Mr. Seidler moved for approval. Mr. Conley seconded the motion.
Mrs. Jilich noted on page 2, second paragraph, the sentence where it states to “five medallions for Zone 4 and five medallions for Zone 5” should be three medallions. 
Mrs. Gates said she is not the chair of the Quality of Life, Enforcement and City Image Committee as listed in the minutes.

The minutes were approved as corrected.
City Attorney – Mr. Tim Domin
Mr. Domin said a lawsuit has been filed protesting the tour guide testing system and it’s being defended by the city’s Legal Department and Young, Clement, Rivers and Tisdale. He had no significant updates to report. Nothing has happened in the case and nothing is expected to happen in the next week or two. 
Mr. Domin noted his knowledge about the case is very limited but what he does know is there is a lawsuit claiming that no city should be able to enact a tour guide system that would require to pass a test in order to be able to conduct a tour because to do so would violate the First Amendment of the United States Constitution of free speech. That is the position of the plaintiffs in the case. The city disputes that and believes that the process of having testing and regulations are appropriate. 
Chair Alston asked Mr. Domin to the best of his knowledge if other agencies or occupations that require a license are being sued.
Mr. Domin said they are not challenging this lawsuit to the best of his knowledge.

Mr. Seidler said the lawsuit is being brought by somebody outside and not someone local but he questioned if they had some local standing.
Mr. Domin said he was not directly involved with the defense but he did know there is a public interest group that was sponsoring that lawsuit. In response to a question by Chair Alston regarding how long before a decision will be reached, Mr. Domin said it would be months. 
Citizen Input
There was no citizen input. 
Committee Reports:  


Tour Guide Committee 
Ms. Allen said the written tour guide test was given on Monday, February 22 and the oral test was give today, Wednesday, February 24. A total of 24 tour guides took the written test. Ten passed and 14 failed. Ten tour guides passed the oral test today.
Chair Alston noted the absence of Dennis Stiles, the chair of the Tour Guide Committee, whose term on the Commission has expired. She thanked him for his years of service and his input in the Commission. He is still a tour guide. 

Quality of Life, Enforcement and City Image Committee


Code Enforcement – Dan Riccio
Mr. Riccio said in November the Livability Division merged with Tourism and is now the Department of Livability and Tourism. Amy Southerland is the Tourism and Special Events Manager. This is one of the tasks they received with the Tourism Management Plan, which is to monitor the activities following a special events permit that was issued by the City. Rather than issuing a permit to a group and letting them go forward with that activity, it is now followed up by Tourism Enforcement Officers (TEOs) to make sure the guidelines within the permit are being carried through. 
Mr. Riccio said they have been looking internally and externally at all the processes of tourism management. They have updated the application process for the motor coach buses going through the Visitor’s Center by making it easier for them to pre-plan through the permitting process so tourism management will know when they are coming to town, where they are going to be, what times the buses will be and where the groups are going. They are making improvements to the perimeter route to improve mobility throughout the city. 
Mr. Riccio commented he has spoken to CARTA regarding mobility issues with older groups coming to town and the limited number of loading and unloading zones throughout the City. CARTA has agreed to sign a memorandum of understanding with City to allow the use of eight additional CARTA stops, which are predominately in the Old and Historic District. The current city ordinance does not allow other transportation buses outside of the CARTA buses to use these locations. CARTA have also given Tourism Management the authority, on a case by case basis and with the assistance of the TEOs, to get a motor coach group closer an area to their destination to load and unload. 
Mr. Riccio said they have been working with the City’s Information Technology (IT) Department. IT has developed an app for coach bus drivers before they come to the city and when they do come to the city it will steer them away from the smaller, prohibited streets and keep them on the perimeter route.
Mr. Riccio said they are looking to integrate a lot technology in Tourism Management and enforcement. They are going to improve the carriage medallion process at the gate by replacing the bingo ball machine with an electronic, computerized machine that will randomly select the numbers and they will be consistent across the board. By having the technology at the gate with these items it will help the TEOs know where the carriages or motor coach are so they will be able to figure where the main problems of congestion are going to be that day as they must take into account cruise ship dates and random street closures. One of the TEOs monitors everything coming from Traffic and Transportation and passes it on to the other TEOs to reroute carriages and let the public know there are traffic issues as they reroute around the areas. A lot of it they use for the carriage industry because they are concerned about the horses being out there and being spooked by equipment. 
Mr. Seidler asked can carriages currently use those loading zones CARTA is now offering and will they be part of that.
Mr. Riccio said no, they are not a part of that. CARTA is only agreeing for motor coaches but he would not rule that out for the future. 
Mr. Seidler said one of the things that were in the Tourism Management Plan was tree trimming to facilitate more pull over access for carriages.  He questioned if that was being studied.
Mr. Riccio said that was being studied and that will be in conjunction with Traffic and Transportation. With that part of the plan they are trying to find additional areas for the carriages to pull over. The TEOs look for this while they are out patrolling. There have been some incidents where a carriage nipped a low limb and it hit the canopy. When it is identified, they notify the City’s Urban Forestry.
Mrs. Bass said one of the other things that came out of the plan was in reference to the small certified buses. They talked about trying to get them smaller sizes as sometimes the buses only have 3 or 4 passengers.
Mr. Riccio said the part of the plan that deals with anything with those small buses is to get more electric and less diesel buses, and more compact. It is in the plan but with the economic factors of businesses, it might come to fruition one day but it will be a slower process.
Routes, Parking and Tourism Rules Committee – Mrs. Jane Jilich, Chair
Mrs. Jilich said the subcommittee met February 4. The reason for the meeting was during their January meeting they deferred action on the proposed ordinances concerning Zones 4 and 5 pending a report from Traffic and Transportation. City staff from Tourism, Legal and Traffic Transportation met to determine the safest routes for carriages going into the proposed zones. City Staff decided to combine Zones 4 and 5 into one zone, Zone 4, and all four zones would go through the gate with six medallions each. There will no longer be an overflow area. The Tourism Director will use his/her discretion to handle overflow as needed.  Traffic and Transportation also discussed what would be the best routes for ingress/egress use. 
The purpose for the February subcommittee meeting was to update the committee on the new wording for the proposed ordinance.  Several residents and representatives from the carriage companies who attended the meeting desired more input into the proposed ordinance. Rick Jerue, Senior Advisor to the Mayor, suggested any further actions on the proposed ordinances should be deferred until the residents and carriage operators could meet and present a proposal to Mr. Riccio and his staff. The subcommittee members concurred with Mr. Jerue. 
- Neighborhood and Carriage rep update - Mr. Dan Riccio
Mr. Riccio commented during the meeting of the residents and carriage operators, they determined they would look at the entire process and allow input from everyone involved – neighborhood representatives and the carriage industry. They have held a few meetings and they have been collaborating. One of the general consensus of the group is they are happy to have this opportunity to communicate because it would help their relationships now and in the future. 
Mr. Riccio noted Mrs. Bass was at the meeting representing the French Quarter as well as Angela Drake from Historic Ansonborough Neighborhood Association (HANA) and Elizabeth Bradham of the Charlestowne Neighborhood Association.  
The biggest concern was they believed the comprehensive traffic analysis should be studied prior to any ordinance going forward. Mr. Riccio pointed out one of the recommendations from the Tourism Management Plan is “Maintain current number of carriages and certified buses on the streets for touring purposes, pending the result of a comprehensive traffic analysis” and he concurred with their consensus. They wanted to look at the whole view of the processes before going forward. The concern was if they went forward with this ordinance and went through the trouble of getting it passed, when a traffic analysis is done and the results differed from the recommendations ideas, they would have to amend the ordinance. The next step in the process is for City staff to meet with both groups and move forward.
Mrs. Jilich asked if this was for one ordinance or both ordinances. Mr. Riccio said this was for both ordinances.
Mr. Riccio also said he said if they want to stay with the Tourism Management Plan he felt it would be the best practice to do so but it would be left up to the Commission. He felt they still needed to collaborate and move forward. He noted in a discussion with Mrs. Southerland, they both felt that one of their goals in the near future is an in depth review of the current Tourism Ordinance with legal staff because there is much in the ordinance that is outdated and there are no definitions in the ordinance. 

In reference to the comprehensive traffic study, Mrs. Jilich said there is not one planned, nothing has been budgeted and they are very expensive studies. She asked what kind of timeline he was looking at because they are looking at several years down the road.

Mr. Riccio said he could not say for a timeline but he thought it was more in the near future than the distant future and he could find out. He added they needed information on all traffic, not just the carriages, motor coaches, walking tours and small buses. 
Mrs. Jilich recalled the last comprehensive traffic study was about 10 years ago. Until it’s budgeted they were in a holding mode until they have the study.
Mr. Riccio didn’t think it was a holding mode completely. He said they will still exchange dialogue. There are going to be other issues that will arise and other questions that must be answered. He agreed with what the neighborhoods and carriage operators were saying. It is now his job to sit with them to discuss and move forward. 
Overview of Meeting of Neighborhood Representatives and Carriage Operators - Mrs. Susan Bass
Mrs.  Bass commented while they did not come to a 100% agreement on everything, they did make a lot of progress. She thanked Broderick Christoff of Charleston Carriage Works and Tommy Doyle of Palmetto Carriage Company for their participation. They did invite other carriage companies but Mr. Doyle said he and Mr. Christoff had been asked by the other companies to represent them.
They felt it was difficult to write an ordinance for Zone 4 without developing an alternate ingress/egress route other than Anson Street. In order to do that, they needed a comprehensive traffic study including the current projected hotel/office developments, cruise traffic, workforce traffic, tourism (including buses, carriages, and pedicabs), road closures and public transportation. The results of that study will help determine alternative routes for the most congested streets. 
Mrs. Bass said they learned from Mr. Doyle that several years ago he presented a number of options to use for alternative streets to the Commission. He will look for those documents to see if there is still any relevance to them.
Mrs. Bass said they went through several issues that the neighborhoods expressed. The issues are as follows:
· Pull Over Places – Many of the neighborhoods have narrow streets with one-sided parking. It presents a safety issue as well as people trying to get home because they can’t get around the carriages and there are no pull over places. As the neighborhoods couldn’t offer the pull over spaces, they asked the carriage operators to come back with what they considered to be appropriate pull over places (excluding neighborhood parking spaces) and review those with Mr. Somerville and Mr. Riccio. 
· Tag or Computer Chip on Medallion -  Mrs. Bass noted the neighborhoods agreed that having a tag or computer chip on each medallion would be helpful. Mr. Riccio added they checked with IT and it is doable. At the Gatekeepers booth in the Market, they will be able to use a scanning device that will scan bar codes and it will know where that medallion is, who it is assigned to, and what zone it is going to. It will help with the financial portion of it in Revenue Collections as it will go into one database rather than the three different areas as it is currently. 
· Accountability of Carriage Drivers and Companies – This issue was brought forth by the carriage companies. For those drivers who violate a regulation and receives a ticket from Tourism Enforcement, the ticket should go to the driver. The process could similar to motor vehicles where the carriage driver would get points for the tickets and once they accrue so many points, the driver would either have their tour guide license suspended for a while or lose the license depending upon the egregiousness of the violation. Mr. Christoff noted that when carriage drivers get multiple tickets and are fired, they simply go to another carriage company.  There’s no accountability and they do not lose their license. The tour companies would also be held accountable. Mrs. Bass said this would be a good way for the carriage companies to be self-enforcing.

· Wagon Train Effect – Mrs. Bass said this runs through all of the neighborhoods but particularly the three that met.  They came up with a simple solution. There are 21 balls in the bingo machine. Rather than placing all 21 balls in the machine at once, place one ball for each zone. Four carriages come up, they get either Zone 1, 2, 3 or 4, and another four go in and they draw one for each zone. This eliminates the possibility that two drivers can get two Zone 1s. 
· Elizabeth Bradham of Charlestowne Neighborhood Association would like to see the quiet enjoyment of the neighborhood at once a week. She suggested that tours on Sundays not begin until after 2 p.m. The carriage company response was they would lose one day of work because they can’t gear up to start going out after 2 p.m.
· Transportation Tag Regulation – Mrs. Bass said they could not agree on the T- tag numbers and how it would work. She said this could be something to discuss at the next meeting.
Mrs. Bass said think it was a good meeting overall. They came up with excellent suggestions to improve the flow and the livability. They all believed the traffic study has got to be done.
Councilmember White asked Mr. Somerville if he remembered from budget the money that was earmarked for a traffic study. 
Mr. Somerville said the study they have in place now is for traffic signals, which is a $5 million project for all the signals in the City. They are trying to downsize the number of traffic signals they are going to study. He thought when they initially talked about this at the Tourism Advisory Committee, they were looking at $350,000 range but it could easily be increased.
Councilmember White concluded the scope of what they did last year was for signalization. It would not pertain to flow. He asked if it could provide them with some data that might impact this process.
Mr. Somerville said it only involves cars and will not cover anything else.
Mrs. Bass asked Councilmember White about engaging some engineering students who could do some groundwork to get the process going and it could be part of what they’re doing for a thesis that would become part of this and would trim the cost of conducting such a study. 
Mr. Somerville said he could not think of a case where they had some students but it could be something they could consider.
Councilmember White noted the only engineering school locally he is aware of is at the Citadel. He didn’t know if they had a master’s program. 
Mrs. Bass said they did a “phenomenal” study for Charleston Moves on a bicycle track. 
Councilmember White thought it would take a collaboration of a lot of things. It will not be inexpensive and City Council could be discussions now to earmark money within the budget for the following year. He indicated there are opportunities as they close out the budget for 2015 where there could be potential savings that the City got throughout the year for lower health care costs than they budgeted for or savings on fuel. 
Mrs. Bass asked to the extent the ordinances go the City Council for approval, is it possible to write the ordinance with a place holder for City Council to pass to get the process started, and if the traffic study shows the ordinance needs to be altered, it does not have to go back through the whole process. 
Councilmember White said he didn’t think so because what you have to have within the ordinance has got to be specific enough to be impactful and enforceable from the law standpoint.  So regardless, in order to have it in there it has to come back to City Council. Mr. Domin concurred.
Councilmember White continued saying it doesn’t preclude the fact that can you move through this process and take on a couple of the items that they have moved the ball forward while they were waiting for this, the answer would be yes. There are things that are identifiable in this process like combining Zones 4 and 5 that you can do to keep things moving while at the same time waiting for the data. 
Mrs. Jilich asked didn’t pilot programs address that. 
Councilmember White said they could do a pilot program but he didn’t know how you could do a pilot program without the data.
Mrs. Jilich noted the first ordinance had pilot programs in it. 
Councilmember White said then you could do it and try it.
Mrs. Gates thanked everyone for their hard work and said it was terrific to see this progress. She questioned what they were going to do in the meantime because spring is coming and there is always an overflow in Zones 4 and 5 in the spring. She asked how is this going to be managed in the meantime for those residents. Will it continue as is or do they have a new way of addressing it because that’s always been where the rubber meets road in terms of people being unhappy. She was very concerned about it. 
Mr. Riccio said he would meet with Mr. Domin. He was not 100% certain that Zones 4 and 5 were created in an ordinance. He thinks they were created under policy. He wondered if it would be easier to change a policy rather than an ordinance. 
Mr. Domin said it depended upon what he wanted to do and the amount of enforcement. 
Mr. Riccio said he would need to consult with legal counsel to see if they could tweak Zones 4 and 5. 
Mrs. Jilich expressed concern that nothing will happen. 

Mr. Riccio said he has four TEOs out there. He communicates frequently with the neighborhoods and with all of the tourism industry. Until they get something written, as long they have good communication with everyone, he can intervene, see where there are problems and try to correct them as they are occurring. He added the TEOs are out there to help and assist not only citizens but also the tourism industry. They are out there making sure things are flowing rather than going out there writing tickets. They are out there making sure things are getting solved.
Mrs. Jilich asked how they can enforce transportation when there is no ordinance against it.
Mr. Riccio responded he won’t say that they can enforce but they can correct problems that are happening. They can go to the gates and see where there are issues arising. They can quickly analyze what carriages are out there and if they are having a problem. They have that in place. He noted it is not perfect but it will help. It is going to be a trial basis. 
Mrs. Jilich pointed out transportation doesn’t go through the gates.
Mrs. Bass commented Mr. Riccio mentioned Zones 4 and 5 were designed by policy and not passed by ordinance. She questioned if that meant creating a Zone 4 and tagging it with a Zone 4 medallion might also be policy and not ordinance.
Mr. Riccio said no, that is ordinance because Zones 1, 2 and 3 are listed in the ordinance with so many medallions per each zone. Zones 4 and 5 are unregulated.  By doing so, they have to go forward with that ordinance to regulate that. That is why he was saying policy is a procedural process to remedy a problem. It was enacted but not through City Council.

Mr. Domin said Zones 4 and 5 can’t be regulated without an ordinance.
Mr. Riccio said they can’t regulate Zones 4 and 5 but they can respond and try to alleviate problems and congestion as they see them coming. They can coordinate with the police department, the water department and urban forestry.  If things rise up causing these problems, they can coordinate with everyone and try to resolve it.  They need to continue to move forward with these zones so they can regulate it and enforce it.  

In response to a comment by Chair Alston, Mr. Riccio said at their last meeting they came up with making Zones 4 and 5 into one zone because it would solve transportation issues in the streets.

Mrs. Jilich added they also determined certain ingress and egress areas that would take the load off Anson Street.

Councilmember White said although Mr. Riccio said this will take a while, opening regular dialogue through a heavy season can be very valuable because when you step outside of  when you’re not in the busy season and discuss the ‘what ifs”, if  this group continues to meet regularly through the busy season it would have a lot of impact overall and creating valuable output.

Mrs. Jilich said she and Ms. Allen have been tracking the number of carriages                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                    going through Zones 4 and 5 for six months and will continue to do so for the year to get a better idea of how many are going in those areas.
Steven Herchak, president of the Charleston Tour Association, said he met with Mayor Tecklenberg a month ago and asked him about the comprehensive study that was mentioned in the recommendation. Mayor Tecklenburg told him a RFP had gone out for that. 
Mr. Somerville said the only study he was familiar with is the study involving traffic signals.

COORDINATOR’S  REPORT – Ms. David Allen
Ms. Allen gave the report on carriage and bus statistics for the last few months of the year from the last time the Commission met. The carriage statistics from 2015 compared to 2014 showed a decrease in the month of October and a slight increase for the months of November and December.
The bus permit statistics indicated the numbers fluctuated a little in comparison of 2015 and 2014 with the same outcome as the carriages – a decrease in October and a slight increase for the months of November and December for 2015.
The next meeting will be held Wednesday, April 27, 2016. 

There being no further business to discuss, the meeting was adjourned at 5:55 p.m.





Marcia L. Grant






Council Secretary
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