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1.0 INTRODBUCTION - STRATECGIC VISION
AND ACTION PLAN

in early 2019, the Tillamook County Commissioners, in partnership with the Future's Council,
initiated a stakeholder driven planning process to develop a new strategy to inform future
investrnent priorities for the Translent Lodging Tax (TLT) funds. The County contracted Future
iQ, a research and constltancy company, to design and facilitate a data-driven and innovative
approach to thinking about the future of tourism in the County. This project has run from January
to June 2019, with over 300 local peopie having detailed input. This has included a good cross-
section of people from across the County and included local residents and industry representatives.

This wark has produced a number of key outtomes, including:
* Tied together previous worl, including previous community listening sessions.
+ Engaged the key community members and industry ecosystem and networle,
« [dentified a preferred future, called ‘Connected Balance'

» Created a sustainabitity framework and working definitien, that lays the foundation for a leng-term balanced
outcome,

+ Built a decision-maldng tool, to help guide future investments.

The project has aimed to produce cutcomes at two main levels:
« Stratepic vision and actien plan: The planning pracess was designed to identify a long-term strategic vision for

tourism in the County and identify a series of key enabling recommendations.

« Tactica! investment decision-making: The investment of the Translent Lodging Tax (TLT) funds is one of the key
1oois the County has to shape the future direction of the tourism industry. The project has produced a decision-
making framewaork and tool to help the County Commissioners set priorities for investment. These priorities have
been established and validated with local stakeholders.

DATA INSIGHTS:

+ The stakeholder planning approach aliowed the issies of ‘over-tourism’ and sustainability to be addressed. It has
resuited in deep thinking about the future of the industry and the impact on the community.

+ This has been a pioneering conversation in the community, tackling the tough issues about the potential negative

Datalnsight impacts of tourism grawth. A number of participants expressed appreciation that the County was leading this

discussion and was focused on finding the right balance between economic activity and carmmunity impact,

fu“";_u e i{;] Titamook County, Oregon - Strategic Vision end Action Plan for Tourismi-related Facility investments 4



11 PROJECT TIMELINE

The Strategic Vision and Action Plan is the culmination of seven months of detailed stakeholder
engagement and research waork. This work has been defined by a strong data-driven approach
combired with an exiensive stakeholder engagement methodology. The Strategic Vislor and
Action Plan brings together the insights gained through these approaches to groduce a locally-
driven ahjective roadmap for the future, that identifies key initial acticn steps.

ODATA INSIGHTS:

+ The planning process included four critical streams; backeround research, future-oriented think tank, comrmunity
engagement, and the production of a strateglc action plan,

« The timeline was designed to allow sufficient time for data analysis and validation betwaen cach step. it was alsa
Datalnsight timed to help shape the investment decisians for the TLT funds in 2019,

fUtU e ]Q{ Tillamook County, Oregon - Strategic Visfon tid Action Plan for Teurism-related Focllity Investments 5




1.2 STAKEHOLDER DRIVEN PROCESS

Throughowut the initlative, there has been considerable work carried out in order to engage
stakeholders and provide the opportunity for rebust input. This worl included:

+ Stakeholder surveys
= Think Tank workshop
+ Community workshops

+ Reconvened Think Tank workshop

Public meetings.

Stakeholder engagement metrics

STAKEHOLDER SURVEY

2 7 G Over 270 detailed
+ SUIVey responses

RECONVENED THINK TANK

Qver 40 people THI
sondes G0+ NK TANK WORKSHOPS

Over 60 local
6 8 + stakeholders

COMMUNITY OPEN HOUSE
Open house COMMUNITY ENGAGEMENT
discussion 5@"' WORKSHOPS
Warkshops held

across the County

DATA INSIGHTS:

» The data collected from the engagemnent represented a good cross section of peaple from the County. This
distribution was baeth geagraphic and interest area. Approximately 30% of respandents to the survey were not
involved in the tourism industry.

Datainsight « The planning process has revolved around a core group of some 50-80 stakeholders who have participated in many
of the sessions, and therefore provided cortinuity throughout the process. This have beer complemented by input
from an additional 250 people who have varying degrees of involvement in the tourism sector but share an attribute
of being concerned local residents.

futi_} e i [;} Tiliomoak County, Oregan - Strategic Vislon ond Actlon Plor for Tourlsm-related Focllity Investrients 6



1.3

The extensive stakehoider-driven process was underginned by objective data-driven analysis.

This

visualize the data in an objective manner, This process inciudes a methodical building of layers

of irt

The

Throughout the project, data was collected and presented in the

OBJECTIVE DATA-DRIVEN STRATEGY AND ‘TOOLBOX'

approach helps draw together the collective insight and intelligence, and then analyze and

sight and understanding which helps identify consensus-based strategic actions.

broad steps that were followed included:

Background research - examined the themes and data from previous community listening
sessions, studies and reports.

Thinl-Tank worlshop - expiored emerging trends and created future scenarios for the County.
Examinad preferred and expected futures.

Community workshops and online survey - began to prioritize ideas and investment areas. This data was

alsa reviewed and syntheslzed by the Future Council.

Reconvene of Think-Tank - began to identify key recommendations and actions. Provided input in design of the
decision-making tool.

Community Open House - validated findings and pravided critical input into decision making tool weightings.
Expelctedand Prefarred

Steang Reglonal Colisborativa Approsch
| 1 z 2 4 H (3 T A 4

following marner;
+ Project web portal that allowed access to key infermatian "l @
+ Publication of the Think-Tank report Toamene @
+ Worlshop presentations which synthesized data : @ @
+ Survey data presented in a data visualization platform on the portal ' @ @ ®
5
£ a
DATA !NSIGHTS g tnstrasility 2 bivest mart Fanus, @ @
' % s & & & @
+ The project portal can be used to access the data visualization ' N .
and report. https://lab.future-ig.com/tillamaok-tourism-
investment-strategic-action-plan/ 3 za‘;mm?w, @
Struggles sy
Datalnsight - Overall, the data suggests strong consensus about preferved : @ $
future directions and investment priozities, This was validated ;
in muitiple methods, which creates a high level of confidence H

futuresil

1 2 K a 5 3 7 3 B

that it is reflective of the desires of the community. In . Lol Foquse llaborstion
addition, it has been reviewed and supported by the Futures
Councli and other local stakeholders. S

Tillameok County, Oregon - Strategic Visfon and Action Plon for Tourfsm-related Facility Investments
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various decisions,

21 SCENARIC FRAMEWORK

The following diagram was develeped with

the regional stakeholders at the Think-Tank
workshop. It creates four plausible versions

of the future, built around the main themes

of Sustainability and investrment Focus and
Collaboration Facus. (These detailed scenarios
are reported in the Think-Tank report that can be
accessed at: https:/flab.future-ig.com/tillamoolk-
tourism-investment-strategic-action-plan/ ).
Think-Tank participants were presented with

the scenario matrix, defined hy the two ‘Future
Splitting Questions' defined by the continuum

in each major axis. Brief descriptions were also
attached to the end points of each driver axes,
The scenarios describe the characteristics of
Tillamook County in 2030 under the conditions of
the each scenario.

DATA INSIGHTS:

2.0 CREATINGC SHARED VISION AND BIRECTION

The planning process used a scenario planning methodology to explore future directions and
implications, This approach helps understand the full range of impacts and consequences of

$Sirorg foous on bu'dng regorat coaberaton erd corngcivity acress e county The emphass & on

bu'drg niercornec'ed regoral sca'e product and vistor experiences, wWiich spans agoss he various
amen'tes and regonal destralon ‘ocatons

Strang feglotial O ive Appraach

Focus s primadly on destration

1 Nenagamant, ensueng uism is

nigatny broader sustanab iy

| metres and outcomes The

= envronmental and socetal impact

are carery cons'dered, and

Ivestment s made o sty
iwestment n driving grealer fmoderats polantal negative vistor

vistaton to he County's high impact, ard erharce positie

wvolia dastnations. impact

Focus s pimanly on diving
rusry ecorome vave The
prionly is burd rg the growh

and tourism dependent and

re'ated busnesses [avestment
is made primariy 1 oonc and
ropuar areas There is srong

tnduesery Growth Focers

Lacally Forrsed Collaboration

Storg focus on locat co”zboraton and commun caton vidn focal sectors and
communies. The fcous is primardy en driving focal eneff and valua. Al a regicnal
scae, lhers are fragmented and dsiomied co'aberaton efforts, and 4 ek of overs!|
co-crdnaton ard co'aboraton.

* The four scenarios provide a glimpse inta the future. In this way, they allow an exploration of the potential of
different fulure pathways, and a way ta explora the impact over time.

» These scenarios were developed by the Think Tank participants. They were based on the scenario frameworlk and

Datal nsight participants insights about the future regional characteristics.
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2.2 ALIGNMENT AROUND PREFERRED FUTURE

A key outcome of the planning process was to identify a shared vision far the future, which
could then be supported by strategic actions. Using the scenario framework, participants in

the Think

preferred futures. These were located within the 10C-cell scenario matrix, The following diagram
shows the remarlable cancentration of shared views about the location of the expected and
preferred future. The ‘Connected Balance' future is one where there is a ‘Strong Regional Collaborative

Tank and subsequent engagement sessions were asked to identify their expected and

SNI04 INAWIDOYNVYIA NOLIYNLESAa

Approach’ and a strong push towards a ‘Bestination Management Focus’.
EXPECTED FUTURE - 2030 PREFERRED FUTURE - 2030
STRONG REGIONAL COLLABORATIVE APPROACH STRONG REGIONAL COLLABGRATIVE APPROACH
1 3 1 I /\ i i { i E 1 2/ l ! 2 |
T WONDERS OF CONNECTED 7 W:ONDEF(S OF i B CONNECTED
TILLAMOOK COUNTY ' BALANCE TILLAMOOK COUNTY i
2 i 2 : 1
o o
-3 1
S {ooe® |
g P B Py © ...‘““ _ g T
2 1 2 8| ¢ it YL = 2 2 |3 ; -
jrsg % Je® g [t ) % -

o meia gl s ? [ = 1 1 2Pl 2 g ihiag
g Al - —— S E 8 e TYAND NVEST el
& SUSTAINABILITY ARD - INVESTMENT FOCUS' = &= SUSTAINABILTY-AND --— INVESTMENT FOCUS
é BN hs o zF L/ g = \J iz i .'-:':A-':L/

._ o = D
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1 Hooa) s feiaba e
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STRUGGLE ALGNE A | PROTECTED SILOS STRUKGGLE ALONE © PROTECTED SILOS
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Datalnsight

future> i

LOCALLY FOCUSED COLLABORATION LOGALLY FOCUSED COLLABORATION

DATA INSIGHTS:

« The planning process was very successful in helping the stakeholders align around a shared vision, also calied
a Preferred Future. The vast maiority of participants identified the scenario called 'Cannected Balaace' as the
Preferred Future occur.

« The Connected Balance future Is predicated on a significant pivat in facus towards managing the impact of tourism
on the destination and finding ways to bulld stronger regional and County-wide approaches.

+ These tesults were validated in the community engagement workshops, which produced an almost identical result.
The broader online surveys also affirmed a _strong desire to pivat tawards a destination management focus.

THemook County, Oregan - Strategic Visfon end Action Plan for Tourdsm-refeted Focility investmients




2.3 RECOGNIZING THE IMPORTANCE OF TOURISM

The tourism industry is a major local ecenamic driver, and in 2018 employed over 2,200 people
and generated over $240 million in annual visitor spending in Tillamook County (Source: Visit
Tillamoaok Coast). Tourism will continue to be an important econemic driver, and the challenge
is how to direct this industry in new ways and directions, without unintentionally reducing
ecenamic impact,

Querall, how Impartant do you think tourism is to the future of Tillamook Caunty?

45,96%
450 -

40% -

35%%

33.82%

0% ~

25% -

20% -

16.18%

% of Totai Respondents

15% -

10% -

2.57%

147%

S

Vety important Extrernely Important

%
-

Not at all important fot sgimportant Somewhat important

DATA INSIGHTS:

+ The community surveys revealed a very strong recognition of the impertance of tourism, with nearly 80% of people
responding that it was *Very Important’ or ‘Extremely’ Important to the future of Tillamook County.

+ The importance rating was very similar from different parts of the County, with the South County area belng sfightly

Datalnsight lover.
+ This data helps highlight that the key topic and debate shouid be focused on how the tourism evolves, and how its
tmpact or the communities is managed to produce a positive outcome.

fu‘tu (=Y ][;} Tillamoak County, Oregon - Strategic Visfor and Action Plan for Tourlsm-related Facility investments 10



24 TILLAMGOK COUNTY SUSTAINABLE TOURISM -
WORKING DEFINITION

This pfanning process has helped define and evolve a working definition of sustainable tourism
in the context of Tillamook Catinty. This working definition was developed in collabaration with
the Futures Council and was tested and validated at every community engagement session and

1

worksho. It provides a basis to measure changes in tourism's impact on the local communities over time.

Tillamoek County Sustainable Tourism ~ Worlding Definition:
« |s integrated with our local communities in a way that is respectful and functional;
+ Provides visitors with authentic, place-based educational experiences that leave them feeling enriched and inspired;
« Creates lasting year-raund financial and social benefits for local residents, businesses, and communities across our County;
« |s supported by public policies with organizational support and funding; and,

« Maintains, or contributes to, the health and vibrancy of our natural eavironment.

How impertant do you think each of the dimensions of Sustainable Tourism are for Tillamook County?
Scale: 1= Not important; 10 = Critically important

Contrbutes to she health and vibrancy of our natural eavilonment ¥ 0124
Integrated with our jocal cammunities in a way that is respectful and functionat 9.046
8.875

Creatas fasting financial and sodial berefits for locals

Supported by pubiic polictes with organizational support and funding

Erovides visltors authentic. place-based, educational experlences

Average Importance

DATA INSIGHTS:

« Stakeholders perceived alt five dimensions of sustainable tourism as critically important to the future of Tillamook
County. However, people judged the THlamook County Tousisen Industry was currently only daing ‘barely okay' in
terms of perfarmance against the dimensions of sustainable tourism.

Datalnsight « In general, stakeholders perceive that tourism growth might have some minor pasitive impacts {and sorme negative)
and that the County is net well enough prepared for additional growth in visitation.

'f:utu e i E} Tillemosk County, Oreqon - Stretegic Vision and Action Plon for Tourlsmi-related Facility Investments N




2.5 JDENTIFYING KEY PRICRITIES

The community workshops and survey process included an exhaustive examination of priority

areas for attention and investment, This was explored in group discussions and in written surveys.
The following six topic areas continued to surface as the top priorities, The order of the first several
changed marginally depending on the question (i.e. ranking, importance, investment etc.), however the

top six areas remained highly consistent.
1. Invest in infrastructure that helps the community suppart the tourism sector, including iterns like affordable housing.
2. Pratect highly sensitive ecological areas from the impacts of tourism across Tillamook County.
3. Invest in infrastructure and the toels to manage the impact of tourisrry; to avoid congestion and overuse of areas,
4.Improving the tourism products and associated infrastructure (eg: trails, parking, signage).
5. Educate visitors to be respectful and good stewards of the natural and recreation resource,

6. Building collaboration within and outside the County to support coardination, solutions and management of the
tourism industry.

Please rank the following tepics in terms of priority to focus on over the next 5 years, Scale: 1= Lowest pricrity: 10 = Highest priority

Pratect highly sensitive ecological areas fram the Impacts of tousisrm across Tillamook County

fnvast in infrastructire and the tools to manage the impatt of tourism; to avald congestion and overise of arpas

Imgroving the tO‘;lfiSl’n products and associated infrastructure {es: trails, parking. sigrage)

Tovsest in infrastructure that helps the community seppart the taurism sector, including items ke affordable hausing

Educate visitors to be respectful 2rid good stewards of the natwal and recceaticn rescurces

Buifding colfaboration within and cutslide the County to suppert caardination, solutlons and management of the toutism ingustry
Spread the tourlsm peales and atiract the rlght Kind' of tourist to Tl#amook County?

Improve the lacad residents understanding and appreciation of the t_lerleﬁts of the tourlsrn indusiry s Tlllamook Caunty
improving the visitor experlence, su they have an enriching rewarding time

Pramating Tilameok Lounty to attract mare visitors

Average Prlority

DATA INSIGHTS:

+ ‘Investment in infrastructure that helps the community support the tourism sector, including items jike affordable
housing, was the top identified area when people were asked specifically sbout investrrent aver the next 5 years.
This was especially the case for people involved in tourism industry.

Datalnsight - People notinvolved in tourism (approx. 30% of respondents), rated 'Protect highly sensitive ecological areas from
the impacts of tourism across Tillamaok County’ as the top investment area. This reflected the narrative In the
community workshops.

ﬂ_j’ti_} > ]Q Fillermook County, Oregan - Strategic Viston ond Action Plan for Tourism-related Facllity Investments 12



3.0 CRAFTING A FUTURE TOURISM INVESTMENT STRATEGY

While the tourism industry is a major local economic driver, parts of the County are now experiencing what is perceived
as ‘over-tourism’, where the negative impacts of disruption and congestion are overwhelming the local facilities. Finding
the best way forward will require a careful balancing of the impacts on the community, together with the economic
benefits, The pianning pracess has facilitated extensive citizen and stakehalder engagemnent ta identify how future
investments can help the County meet the multiple goals of reducing negative impacts and congestion and deliver
angoing value to local residents. The strategic framewark is built around this balancing act.

Tillamook County Tourism -A careful balancing act

INDUSTRY BALANCE OF 3 COMMUNITY
VALUE % INTERESTS IMPACTS

t

SUSTAINABLE TOURISM
The way out of the "growth paradex’
15 ta build the industryon &
sustalnatle tourist model where it
Is viewed through the lens of:

« Pugt ta Impact managemant

+ Sack collabarative safutions

FUTURE INSIGHTS

To create the future 'Connected Balance’ will require a significant pivot and refacus in the development af the
taurism industey. There is a sense of urgency in this pivot, as the community is approaching a tipping poird in terms
of ‘over-tousism,

Futurelnsight + Adopting a sustainable tourism approach is the oniy viable way out of the 'growth paradox’ The growth paradox is
where the tourism industry grows because of the m‘mnStc appeai of aregion but is then ultimately degraded and
overwhelmed by that tourism, destmymg the ;ntrmsm appeal The phenomena is often termed ‘loved to death.

fut{_] e ]@ THlomonk County, Oregon - Strotegic Viston and Action Flan for Tourlsrm-reloted Faciiity Invesiments 13



317 CHALLENGES AND SENSITIVE TCGPIC AREAS

Throughout the planning process, there were discussions about the challenges that the County
faces regarding tourism, and the difficulty in dealing with over-tourism impacts, These topics

are charged with emotion, especially as peopie experience their quality of life and contentment
being eroded or compromised. The planning has highlighted a clear desire for a pivot of focus
from industry growth to managing the impact of tourism on the destination and community.

A significant part of the challenge is that some of necessary toals and systemic changes are not
in place. In exploring ways to manage tourism, the following key challenges were identified:

= Currently, Tillarmoak can’t contro! numbers of people » Community is close to resident
visiting the County ‘alienation’ or tipping point

» The broader tourism ecosystem arcund Tillamook is + The challenge of managing change and the
stilt driving visitation darger of inflammatary rhetoric

+ Potential danger of unintended consequences » Lack of a ready-to-depioy toolbox

Can’t stop Others are Danger of
people canting driving visitation over-tourism

Patential to Locals are Lack of tools
damage the gatting frustrated or solutions
environment

FUTURE INSIGHTS:

+ Overtourism is now becorning recognized as a phenomenon across Europe and parts of the USA, Tillamook and
the Narth Coast of Oregon are right at the hard edge of this trend. Dealing with these chaflenges is a majar issue,
and Tillamook County daes not have the resources or system to deal with it on its own. It will requive collaborative
sofutions with the Portland metro area, and other Counties on the North Coast.

Futurelnsight
* Acritical challenge for Titlamaak is to find the way to tilt the tourism industry, so that it can continue to provide
strong economic benefit but is puts locals’ interests and quality of life to the forefront.

ﬂjtu (e i Q Titiornook County, Oregen - Strategic Vision and Action Plan for Towrism-related Facility Investments 14



3.2 OPPORTUNITIES AND UPSIDE

Despite the immediate challeriges that Tillamook County is facing with pressures from over-

tourism, there are some opportunities and upside potential. Over the last decade, Oregon has been

extremely successful in building a vibrant tourism economy, that has delivered substantial economic benefit

across the State. In addition, there is a prevailing culture and philosophy that supports sustainabllity and environmental

awareness. These aspects can be leveraged to help build a more empathetic tourism industry in Tillamook County.

Some of the immediate opportunities and upside include:

« Tillamoaok has a strong established tourism industry, » Therais a strang alignment within Tillamook County
that creates significant employment opportunity about the preferred future, which will hetp focus

« Travel Oregon's work an the North Coast, and the investment on critical solutions.
emerging North Ceast Tourism netwarlk is helping find » There is an existing quatity visitor communication
solutions to the big issues, especially centered around platform (Visit Tillamaok Coast), which, with some
Highway 101, tweaking, can help drive new messages to visltors.

= The broader conversation about sustainable tourism s There are resources to deploy via the Transient
is starting to shift and has attracted the attention Lodging tax {TLT) funds. Tillamuook County is still in the
of institutions, organizations and policy makers. relatively early stages in ‘over-tourism’ and is doing
The dangers and impact of over-tourism are being samething about it.

recognized at State and National levals.

Opportunitles Strong and Engaged local Emerglng focus
growing industry stakeholders on sustalnable
toutism

Accessto Netwarle forming Estabiishing
funding and witk surraunding leadership role
resgurces counties in tackling

chatlenges

FUTURE INSIGHTS:

» Tillamook County is at the forefront of proactively tackling destination management and mitigating the negative
impacts of over-tourism. This may help attract additional resources for innovative pitot projects.

+ Leaders in Tillamock County will need to engage With_ the tourism organizations at a State and Portiand level, to
Futurelnsight help craft new region-wide solutions that mitigate the threat and dangers of over-tourism.

futures ; Q Thlamook County, Oregon - Stretegic Vislon and Actisn Plan for Tourism-related Faciiity Investments 15



-+, Futurelnsight

4.0 TILLAMOOK-COUNTY TOURISM - STRATEGY
AND RECOMMENDATIONS

The propesed strategic framework and investment priorities aim to help the County achieve the
preferred future ‘Connected Balance’, This will require ongoing evolution of the tourism industry,
to build a sustainable industry approach and help offset the impacts on the jocal communities.

The framework is built around the preferred future and six strategic pillars. The strategic

piflars are the key strategic areas that underpin and support the vision. These were identified

and validated through the stakeholder engagement work and represent the repeated themes that
ermerged thraughout the process. The piliars alsa reflect the two major themes of Sustainability and
investment Facus and Collaboration Focus. The specific recornmendations under each of the pillars were
developed at the reconvened think-tank. '

FUTURE INSIGHTS

+ The strategic pillars represent a major refocus of priorities associated with tourism industry support in Tillamaok
County. There is a significant shift to Investments that help manage and mitlgate the impacts of tourism.

+ These strategic pillars link with evolving work and direction being undertaken by Visit Tillarmook Coast and the North
Coast Tourism Management Network. They also link well with the cutcomes of the North Coast Tourism Studio
organized by Travel Oregon in 2018,

]CU“{U (63 i Q Tittomook County, Oregon - Strategic Vislan ond Action Plon for Tourlsm-related Focility investments 16



417  COMMUNITY INFRASTRUCTURE TO
SUPPORT TOURISM INDUSTRY DEMANDS

One of the repeated issues flagged during the stakeholder engagement process, was how
increasing tourism is placing strains on community infrastructure. This covers the gamut
of Issues from waste-water treatment, emergency services, transpartatior: and worlkfarce
housing. Part of the concern expressad by stakeholders was that the community will be required
to invest in solutions, but there is limited opportunity to source revenue from the visitor, especially
far day visitors. Within the county, there are already developments underway to provide additional
warkforce housing, This will help avoid same affordabliity and shartage issues, Qver the next 5 years it

Is expectad that there will be needs to upgrade hospital facilities and enhance water and sewerage infrastructure in
central Tillamook.

Recommended Strategic Actions; The recanvened think-tank group identified a number of useful
strategic actions including:

« Continue ta support community centers and facilities that allow gathering and multipurpose
spaces for events, and function as response planning centers in the advent of an emergency.

« Build and support emergency services capacity, In order to be able to respond to increased
visitation pressure,

« Continue to suppart innovative solutions for housing and transportation for tourlsm
industry warkers, This will hetp alleviate pressure on housing and remove some related
cengestion from roads.

FUTURE INSIGHTS

» Understanding future trends in visitatlon will be critical to predict the 'right-sized” approach to
community infrastructure, If visitation rates begin to plateau, that will help the cemmunity ‘catch-up’in
terms of investment.

Futurelnsight + New models of pubtic-private partnerships will be needed ta support innovative transportatien and housing
soiutions.

+ The approach of seeking greater spend per visitor helps balance the economic impact and contribution of tourism,
with the quality of life and capacity issues within Tillamoolk County.
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4.2 TOOLS AND INFRASTRUCTURE TO MANAGE IMPACT

One of the key downsides of over-tourism is that locals often feel ‘elbowed aside’, This is
the basis of the feeling of alienation, that eventually leads to push back from locals, While
Tillamook is not yet reached a critical point, the early warning signs are evident. tn directing
and managing the tourism industry, it is essential that focal residents’ quality of life and
contentment is preserved,

[n Tillamook, and on the North Coast, the issue of congestion and localized over-use is exacerbated
by the restrictive nature of the Highway 101 corridor and by the heavily seasonal visitation patterns.
In recent years, the peaks and lows are becoming more even, mostly driven by increased visitation in the

shoulder and winter months. There are 2 number of approaches that were identified as promising to reduce the key
cangestion points and create a more harmonious living and visitation environment.

Recommended Strategic Actions: The reconvened think-tank group identified a number of usefu
strategic actions including:

+ Continue to aggressively support the exploration of transportation and congestion solutions.
Some of these will be local solutions, and some reguire regional sofutions. There was a
desire for more concepts like centralized parking and green shuttles, aimed at taking traffic
off major corridors.

+ The emergence of ‘shared-economy’ accommodation has changed the intensity and
duration of usage in houses in neighborhoods. This can result in iocalized overuse and
disruption. There is a need for some forward-looking regulation of such lodging to avoid
destroying neighborhood and community guality of life.

There is the potential to explore new tools, such as surge pricing, charging for access, and
voluntary visitor contributions to a local sustainability fund.

FUTURE INSIGHTS

* Looking into the future, it is likely that we will see technofogy salutions, such as advance alerts and the ahility to
“electronically ring fence' key areas. This is similar ta cusrent applicatiens that can manage traffic cangestion and
reroute drivers.

FU’[UI’EMngh’( + itislikely that new regulations and zoning will have to be considered to help manage density and intensity of
ledging, such as short term stays and rentals. This will be essential to preserve living neighborhoods and to aveid
large tracts becoming vacation properties.

fU{U o> ]Q Titinmook County, Gregor - Strategic Vision and Action Plan for Towrism-refoted Facility Investments

18



4.3 TOURISM PRODUCT AND INFRASTRUCTURE
(E.G. TRAILS, PARKING, SIGNAGE)

Tillarmook County has vast tracts of outdoor landscapes, recreation areas, trails and areas
for outdoor activities. These trails cover a wide range of experiences and focations, from

coastal hiking, foed trails, bike trails etc. However, these resources need to be better connected
to dissipate concentrations and localized overuse. There Is an urgent need to disperse impact in
key ‘pinch-point” areas. This is where certain locations exceed capacity, and facilities like car park,

trails and restroams became averwhelmed. These situations of focalized overuse lead to negative
visitar experiences, and the urintended consequences of pollution, degradation and safety issues.

Recammended Strategic Actions: The reconvened think-tank graup identified a number of useful strategic actions
including:
+ The averarching focus in Tillamool County should be creating multi-modal netwarks of connectivity.
This could have a dramatic impact an reducing congestion on key routes and provides safer
transportation.

+ The County has a potential abundance of high-quality trails; however, these need to be
better connected to spread impact. Consideration should be glven to a county-wide trail
and multimodal masterplan, to help identify key connections.

» There is an educational opportunity at trailheads, where the principie of stewardship and
responsible use can be reinforced.

» There should be a sustainability mechanism for tralls, to ensure there is a way to teverage
future revenue streams to support maintenance and management.

FUTURE INSIGHTS

+ Thera is an opportunity ta use TLT funds to leverage significant partner investments in large scale trail, such as
Federal, State and phitanthropic investment in iconic projects like the Salmonberry Trail. These iconic projects can
have muttiple benefits and provide great conneciivity for locals as weli as visitors.

Futurelnsight = A key focus of improving the trails and signage infrastructure is to create the opportunity for safe enjoyment,

Localized overuse leads to dangerous situations on roadside, access points and viewpoints.

» Innovative Ideas can be encouraged to find novel ways to move people off roads and key transpartation routes.
Signage and multi-madal cptions will spread people across different systems.
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4.4 PROTECT HIGHLY SENSITIVE ECOLOGICAL AREAS

The potential negative impact of tourism on the landscape and highly sensitive
ecological areas was highlighted throughout the planning process. It was one of the top
cencerns identified from the think-tank and throughout the engagement sessians and
surveys. Local residents place a high regard on the natural beauty and healthy nature of the
coastal and farest ecosystems. While much of the landscape is resilient to some levels of use,
the repeated concern was that particularly sensitive areas could be degraded or destraoyed with
unchecked use. This includes sensitive cliff face areas, rock pools, beaches and estuarine areas.
Protecting such areas from damage was consistently flagged as one of the most impertant priorities
and investment areas. It was recognized that some of this type of work is already underway, especially for example
Cape Kiwanda Management Plan.

Recommended Strategic Actions: The reconvened think-tank group identified a number of usefut
strategic actions including:

* Undertake a study to identify the most sensitive and immediate at-risk areas, to implement
protection.

+ Develep County-wide tourism use plans that map vulnerability areas, congestion areas and
potential ‘tourism development’ areas that would be more resilient.

+ Create a task-force that exarmines the potential for regulations and enfarcement to protect
key areas and influence visitor behaviar.

+ Initiate investment in implementing the Cape Kiwanda management plan,

FUTURE INSIGHTS

« Tillamook County has long had a tradition of relatively free and easy access and use of resources.
This Inciudes beach driving, fishing and hiking. However, managing increasing visitation will mean increased
restrictions on use, and could be a point of aggravation for locals,

Futurelnsight  + morderto sensibly manage sensitive areas, it will be important to identify and develop areas that can absorb the

traffic impacts of tourists. These are not necessarily ‘sacrifice areas! but more areas that have greater resilience or
are hetter suited to use.
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4.5  INFLUENCE VISITOR BEHAVIOR
AND TRAVEL PATTERNS

The relationship between the visitor and the local community is critical, especially in
order to create a sustainable tourism industry. Tillamook County needs ta enllst the
visitor to be a part of the sustainability solution. This will require an effort in education, so
pecple who are visiting understand the underlying community values and the regard for the
preservation of nature and the local ‘way of life'. Being able to influence visitar behavior will be
a key part of future solutions for destination impact management. it is recognized that there are a
number of very effective visitor education grograms already in place.

Recommended Strategic Actions: The reconvened think-tank group identified a number of
useful strategic actions including:

+ Thereis an immediate potential to reframe visitor communication piatforms and create new
messaging about tourism in Tillamook County. Visit Tillamook Coast has already begun this,
with a 'dialing-down’ of promotion; ané a 'dialing-up’ of targeted influencer messaging,

« Pursue an approach to partner with local and state tourism establishments and businesses
to push a shared message aimed at spreading peaks and valleys. Explore creative ways to
collectively incentivize and disincentivize visitation patterns,

+ Worlc with local industry and organizations to educate visitors to be respectful and good
stewards of the natural and recreation resource. Examples were Trailhead and Beachhead
volunteers who could help educate users and visitars.

« Support locat husinesses adjust and adapt to changes in the industry and begin to broadly
instill the principles of sustainable tourism as part of industry metrics.

FUTURE INSIGHTS

+ Visit Tillamook Coast has a key rale to play in helping reshape the messages to current and potential visitors. This
will require further refining of the messaging as it pivats from attraction to education.

» By embracing messaging about sustainable tourism and stewardship, Tlilamook County has the petential to appeal
Futurelnsight mote to visitars wha may prove to be more empathetic to local values and becomne partners in the management.
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4.6 REGIONAL LEADERSHIP AND INFLUENCE

Tillamook County has taken the lead on addressing over-tourism and the impacts it has

on Its residents. However, the visitatlon Is primarily being driven from the Portland metro
area and aleng the North and Central {oasts, While Tillamook may seek to moderate visitor
growth, other locations and entities may continue to drive increased visitation. Therefore,
itis logical to conclude that truly lasting solutions will require a broadscale systemic approach. In
addition, Tlllamook County is quite large and diverse, There are differing situaticns at the ends of the
County. There needs to be a focus to bring the whole County together on farger county-wide solutions.

Key Recommendations:

* Visit Tillamook Coast should maintain strong involvement in Morth Coast Tourism Managerment Network , as this
will help build regional solutions and find collective creative solutions,

+ County Commissioners should seel to convene leadership from Counties surrounding Portland and
bring Travel Oregon and Travel Portland together to find solutions for unintended consequences
of over-tourism emanating from the metro area.

+ Atalocal level, efforts should continue to facilitate engoing discussions about the need far
the tourism industry to evolve and adjust. It will be impaortant to lkeep the community and
key stakeholders involved in the ongaing dialogue. This is a role that could be fulfilled by
Visit Tillamook Coast and the Futures Council.

The County should continue to bring together communities from across the County, ta help
find shared collaborative solutions. This is likely to increase the success of initiatives aimed
at managing impact and will reduce the likelihood of creating unintended consequences in
new locations.

FUTURE INSIGHTS

» This area was rated lower in terms of investiment over the next 5 years; however, a lot can be accomplished with
small investment. The value of regional collaboration is that it will create shared solutions, and likely help attract
additionat resources to the County.

FUtUI’EIﬂSight « Longer term solutions to regional over-tourism may require adjustment of State priorities and legislative

amendment, Being able to exert influence will be essential to help leverage necessaty change.

fi_jtl_l e ]a Tilfomook County, Oregon - Strotegic Viston ond Action Plon for Towrism-related Facllity investments 22



5.0 NEXT STEPS ~ TILLAMOOK TOURISM 2.0

Tillarnook is ernbarking on a radically different approach te investment in the tourism industry.
This planning process and the stakeholder and community engagement highlighted the need
for a reset in terms of priorities and Investment areas. There is no appetite for investmeant In
directly growing the taurism industry, but instead a strong desire for investment in destination
impact management. There is a recognition of the need for building collaborative approaches
and solutions that are county-wide and reach out to surrounding areas, especially along the
North Coast and into the Portland metro area. Some of the initial transformationat next steps
afready underway include;

* Reset of Visit Tillamoo!c Coast (VTL) priorities. The Board and Executive of VTC have been actively
engaged in the planning process and have beeun to reshape their strategic direction. They are naw fotused
on their 3"R’s:
« Return an Investment: Goal is to increase visitor spending in businesses throughout the county and increase
visitor appreciation for the natural resources and environment.
» Return an Relationships: Goal is to help businesses and organizations achieve their goals and missions and
upgrade services and knowledge,

= Return on Responsibiity: Goal is to establish Tillamook County as the ‘Coast that cares'

+ Updating the Transient Lodging Tax (TLT) priotities. The County Commissioners initiated this planning work to help
inform how the growing TLT funding resource should be best deployed across the County. This is resulting in:
+ Reframed priorities for investment: The 2019 call for proposals will include a radically revised set of priorities,

which will reflect the outcomes of this planning work, and will focus on projects that manage destination
impact and collaboration.

+ Decision-making took: As part of this planning waork, a decision-making tool has been developed to help assess
TLT applications based on a four-dimensional scoring related to Sustainability, Destination Management,
Collabaration ang Return on Investment.

In addition, County leadership including Visit Tillamook Coast, Futures Council and County Commissioners, are exploring
how ta better collaborate and influence athar tourism entities and the State legistature, in order to help Tillamook
County manage the impacts of excessive tourism.

FUTURE INSIGHTS

» While the initiat steps will significantly change the focus of Investrments in tourlsm, theze is a lang way to ga. The longer
terms trends suggest tourism visitation pressures will continue to grow, especially from the Portiand metra region.

» Over the next 5 years, it is anticipated that new and r_ibv_e%_ teals will emerge. Technolagy offers the promise of greater
Futurelnsxght ahility to influence visit behavior and travel pétter‘ns{TiIlamodk sheuld be actively seeking to apply innovation as it
evolves and proves viable, T A e
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7.0 ABOUT FUTURE I(

Future iQ was contracted to design and facilitate the planning process to create the Strategic Vision and Action Plan
for Tourism-related Facility investments. Future iQ works in a number of sector areas, including teurism planning and
development, primarily in regional locations. Future iQ specializes in applying innovative tools and approaches to assist
muaicipalities, organizations, regions and indusiries shape their ecanomic and community futures. With nearly two
decades of experience, the company has a global centele spanning three continents. To learn mare about Future {0,
and our recent projects visit www.future-ig.com or by email at info@future-ig.com
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8.0 FOR MORE INFORMATION

For more information on the Tilfamook County Strategic Vision and Action Plan for Tourism-related Facility Investments
Services and TLT funds, please contact;

Rachel Hagerty, Chief of Staff
THlamook County Commissioners
201 Laurel Ave, Tillamook OR 97141
Email; rhagerty@co.tillamook.or.us
Phone: 503 842 3404 office

For more information on the community engagement work as part of the planning process, or for more information
about the Futures Councll, please contact:

Jennifer Purcell, Chair

Tillamook County Futures Council

Email: tillamookcountyfuturescouncil@gmall.com
Phone: 503 812 8377

For more information on the planning process, recammendations and data visuafization, please contact:

David Beurle, CEC

Future i)

Email: david@future-ig.com
Phone: 512 757 9180
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