
 

The mission of the City of Sedona government is to provide exemplary municipal services 
that are consistent with our values, history, culture and unique beauty. 

CITY COUNCIL SPECIAL MEETING WEDNESDAY, NOVEMBER 9, 2022 

CITY COUNCIL CHAMBER S 

102 ROADRUNNER DRIVE , SEDONA, AZ  

 

 

AGENDA   3:00 P.M. 
NOTES:  

• Meeting room is wheelchair 

accessible. American Disabilities 

Act (ADA) accommodations are 

available upon request. Please 

phone 928-282-3113 at least two 

(2) business days in advance. 

• City Council Meeting Agenda 

Packets are available on the 

City’s website at: 

www.SedonaAZ.gov 

 

THE MEETING CAN BE VIEWED 

LIVE ON THE CITY ’ S WEBSITE AT  

WWW.SEDONAAZ.GOV OR ON 

CABLE CHANNEL 4.  

 
 

GUIDELINES FOR 

PUBLIC COMMENT 

 

PURPOSE: 

• To allow the public to provide 

input to the City Council on a 

particular subject scheduled on 

the agenda. 

• This is not a question/answer 

session. 

• The decision to receive Public 

Comment during Work 

Sessions/Special City Council 

meetings is at the discretion of 

the Mayor. 

• No disruptive behavior or 

profane language will be 

allowed. 
 

PROCEDURES: 

• Fill out a “Comment Card” and 

deliver it to the City Clerk. 

• When recognized, use the 

podium/microphone. 

• State your: 

1.  Name and 

2.  City of Residence 

• Limit comments to  

3 MINUTES. 

• Submit written comments to 

the City Clerk. 

1.  CALL TO ORDER/PLEDGE OF ALLEGIANCE/MOMENT OF SILENCE 
 

2.  ROLL CALL 
 

3.  SPECIAL BUSINESS                                             LINK TO DOCUMENT =  

a. AB 2760 Presentation/discussion/possible direction regarding the status 
update from the Sedona Chamber of Commerce and Tourism Bureau (SCC&TB) 
on the FY23 work program and budget. 

b. AB 2760 Discussion/possible direction regarding the future relationship 
between the City and the SCC&TB, possible request for organizational 
restructuring of the SCC&TB to better delineate between the chamber of 
commerce and destination management divisions of the organization, and the use 
of the proceeds of the 1/2 cent bed tax increase that was added in 2014.  

c. Discussion/possible action regarding future meetings/agenda items. 

 

 

 

 

 

4.  EXECUTIVE SESSION 

If an Executive Session is necessary, it will be held in the Vultee Conference Room at 106 
Roadrunner Drive. Upon a public majority vote of the members constituting a quorum, the 
Council may hold an Executive Session that is not open to the public for the following 
purposes: 

a. To consult with legal counsel for advice regarding matters listed on this agenda per 
A.R.S. § 38-431.03(A)(3). 

b. Return to open session. Discussion/possible action regarding executive session items. 

5.  ADJOURNMENT 

Posted: 11/03/2022                _________________________________________ 

By: DJ                                                              Cherise Fullbright  

                                                                        Deputy City Clerk 

Note: Pursuant to A.R.S. § 38-431.02(B) notice is hereby given to the members of the City Council and to the general 
public that the Council will hold the above open meeting. Members of the City Council will attend either in person or by 
telephone, video, or internet communications. The Council may vote to go into executive session on any agenda item, 
pursuant to A.R.S. § 38-431.03(A)(3) and (4) for discussion and consultation for legal advice with the City Attorney.  
Because various other commissions, committees and/or boards may speak at Council meetings, notice is also given 
that four or more members of these other City commissions, boards, or committees may be in attendance. 

A copy of the packet with material relating to the agenda items is typically available for review by the public in the 
Clerk's office after 1:00 p.m. the Thursday prior to the Council meeting and on the City's website at 
www.SedonaAZ.gov. The Council Chambers is accessible to people with disabilities, in compliance with the Federal 
504 and ADA laws. Those with needs for special typeface print, may request these at the Clerk’s Office. All requests 
should be made forty-eight hours prior to the meeting. 
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CITY COUNCIL 
AGENDA BILL  

AB 2760 
November 9, 2022 
Special Business 

 

Agenda Item: 3a 

Proposed Action & Subject: Presentation/discussion/possible direction regarding the 
status update from the Sedona Chamber of Commerce and Tourism Bureau (SCC&TB) on 
the FY23 work program and budget. 

Agenda Item: 3b 

Proposed Action & Subject: Discussion/possible direction regarding the future 
relationship between the City and the SCC&TB, possible request for organizational 
restructuring of the SCC&TB to better delineate between the chamber of commerce and 
destination management divisions of the organization, and the use of the proceeds of the 
1/2 cent bed tax increase that was added in 2014. 

 

Department City Manager’s Office 

Time to Present 
Total Time for Item 

1 hour 

3 hours 

Other Council Meetings March 23, 2022, June 15, 2022, June 29, 2022 

Exhibits A. SCC&TB Presentation  
B. DMO Organizational Structure Summaries 

C. Notes from other jurisdictions 

City Attorney 
Approval 

Reviewed 11/01/22 
KWC 

 Expenditure Required  

$ 1,670,211 (FY23 contract 
amount) 

City Manager’s 
Recommendation 

For discussion and 

direction only. 

Amount Budgeted  

$ $1,670,000 

Account No. 
(Description) 

10-5245-72-6722  
(Visitor Services) 
10-5245-72-6731 
(Tourism Management/ 
Development) 

Finance 
Approval 

 

SUMMARY STATEMENT 

Background: 

On June 29, 2022 the City Council approved a program of work and budget for contractual 

services from the Sedona Chamber of Commerce and Tourism Bureau (SCC&TB) for fiscal 

year 2023.  The total contractual services budget for FY23 was set at $1,670,211.  
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Item A. During the November 9, 2022 work session the SCC&TB will make a presentation on 

the year-to-date progress towards the activities, programs and projects included in the FY23 

work program.  The SCC&TB will also have an opportunity to provide information and data 

regarding the state of the local economy and local business sector performance. The 

presentation outline from the SCC&TB is included as Exhibit A.   

Item B. As part of the June 29, 2022 Council direction and based on a recommendation made 
by the Council work group established during the 2022 Council retreat (Kinsella, Lamkin, Ploog, 
Osburn) the second part of the November 9, 2022 work session provides an opportunity for the 
City Council to discuss the future relationship between the City and the SCC&TB and the 
possible request for organizational restructuring of the SCC&TB to better delineate between the 
chamber of commerce and destination management divisions and functions of the organization.  
The specific recommendation from the Council work group made at the June 29 meeting was: 
 

 “Clearer separation of the Chamber of Commerce from the Tourism Bureau would 
provide a better avenue to attain the City’s directed goals. The work group 
encourages pursuit of this separation during FY23.” 
 

Enclosed you will also find a document (Exhibit B) that outlines the various organizational 
models typical of destination marketing organizations (DMOs), their relationships to the local 
government (city or county) and notes related to when and why each is most often used. Staff 
also reached out to the seven destinations identified in Exhibit B that use the joint 
Chamber/Tourism Bureau model, as this is the model currently utilized in Sedona, to find out if 
they are experiencing similar issues and/or how they manage their relationships with the local 
funding agency.  Staff hoped the information could provide additional insight and/or lessons 
learned from other destinations using this model. Four responses were received.  Those notes 
are attached as Exhibit C. The information contained in Exhibits B and C is provided to help 
facilitate the conversation regarding future relationship and organizational structure.   

This agenda item also provides the opportunity for the City Council to discuss the use of the 

bed tax funds for destination management, specifically the collection and use of the ½ cent bed 

tax increase which was implemented in 2014 for use for tourism promotion purposes.  

Climate Action Plan/Sustainability Consistent: Yes - No - Not Applicable 

One of the items in the Climate Action Plan is sustainable tourism outreach, which includes 
engaging visitors on climate change initiatives and ensure visitors are aware of climate-related 
policies or actions. The Sustainable Tourism Plan identifies specific objectives towards these 
goals, and certain sustainability related scope of work items related to destination management 
are included in the FY23 program of work. 

Board/Commission Recommendation: Applicable - Not Applicable 

Alternative(s):  

MOTION 

I move to: for presentation, discussion and possible direction only.   
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DMO Organizational Structures 

Insights into the structural orientation of Destination Management Organizations (DMOs) around the 

country can be gained by investigating findings from Destinations International (DI), the main U.S. travel 

trade association for DMOs.  DI is also the association who provided the SCC&TB’s accreditation as an 

official DMO through the intensive DMAP process. In their Organizational Performance Report, they 

identify trends by the budget range of the DMO.  The following information relates to organizations with 

budgets in 3 ranges: $500,000 to $1,500,000, $1,500,001 to $300,000,000 and $300,000,001 to 

$5,000,000.  It should be noted that while DI has a wide range of memberships from around the country, 

smaller destinations with limited budgets are less likely to be represented in their reporting processes.  

Organizational Structure 

The vast majority of DMOs (87-97%) are structured as a standalone private or public sector non-profit, 

with over 90% of these non-profits registered as a 501c (6) entities.   A small number (2-5%) are 

positioned as an agency within a city or county entity.  It should be noted that while DI represents a 

wide range of membership organizations from around the county, smaller destinations with limited 

budgets (and more likely to be an agency within government) less frequently invest in membership and 

thus are less likely to be represented in their reporting processes. Very few of the entities were 

positioned solely as a Chamber of Commerce.  

Organizational Structure 

$500,001 to 
$1,500,000 

$1,500,001 to 
$300,000,000 

$3,000,001 to 
$500,000,000 

  Chamber of Commerce - 1% - 

  State/Regional/Provincial Government Agency - - - 

  City/County Government Agency 2% 5% 4% 

  Private/Public Sector Non-Profit 97% 93% 87% 

  Corporation/LLC/Joint Venture - - 2% 

  Other 1% 1% 7% 

 

Contracting Process 

The process for contracting with these entities varied with only 14- 24% going through a formal RFP 

process.  The largest percentage (50-68%) were contracted directly with the Government Authority and 

18-28% operated with no contract with the primary funding source (often these could be entities with 

direct funding from some form of a Tourism Improvement District.)  

Process Used to Award Destination Contracts 

$500,001 to 
$1,500,000 

$1,500,001 to 
$300,000,000 

$3,000,001 to 
$500,000,000 

  Request For Proposal (RFP) 24% 14% 17% 

  Government Authority (No RFP) 50% 68% 55% 

  No contract with primary funding source 26% 18% 28% 
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Contract Term 

Between 20 to 58% of these contracts were for a period of only a single year, with larger funded 

organizations often having terms extending for 5 or more years. 

Contract Term 

$500,001 to 
$1,500,000 

$1,500,001 to 
$300,000,000 

$3,000,001 to 
$500,000,000 

  1 Year 40% 58% 20% 

  2 Years 10% - 20% 

  3 Years 20% - 20% 

  4 Years 10% - - 

  5 or More Years 20% 42% 40% 

 

Board Composition 

The DMO Board averaged 13 to 15 members and incorporated a mix of representatives from the visitor 

industry, as well as non-industry and government sector representation.   

Board Composition 

$500,001 to 
$1,500,000 

$1,500,001 to 
$300,000,000 

$3,000,001 to 
$500,000,000 

Attractions Industry 2 2 3 

Government Sector 2 3 3 

Hotel Industry 2 4 4 

Restaurant Industry 1 1 1 

Sports Industry 1 1 0 

Non-Hospitality Industries 3 4 3 

Other Hospitality Leadership Industry 1 2 2 

Total Board Members 13 15 15 

 

Bed Tax Allocation 

The average bed/occupancy tax at a city level ranged from 4 to 7.5%.  Proceeds from these resources 

were deployed with 43 to 54% directed to the DMO.     

Occupancy Tax – City 

$500,001 to 
$1,500,000 

$1,500,001 to 
$300,000,000 

$3,000,001 to 
$500,000,000 

Tax Rate 7.50% 7.00% 4.00% 

Flat Fee - - - 

Destination Organization Funding Allocation 50.00% 43.18% 54.07% 
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Memberships/Partnership Types 

Between 29 to 48% of organizations were structured with dues paying members.  The larger funded 

organizations were less likely to have memberships or partnerships.   

Membership/Partnership Types 

$500,001 to 
$1,500,000 

$1,500,001 to 
$300,000,000 

$3,000,001 to 
$500,000,000 

  Dues-Paying Members 29% 40% 48% 

  Partnership Program 32% 33% 45% 

  We don't have memberships/partnerships 48% 40% 34% 

 

Looking more specifically at the structural orientation of key Arizona and western region DMOs, they 

can be generally oriented into three main categories:  

1. A standalone DMO – the most typical structure, including those that are funded by 

some form of “Tourism Improvement District”,  

2. An agency of a city or county – while there are exceptions, these are typically favored 

by smaller communities/destinations with more limited budgets, 

3. A combination of Chamber/Economic Development roles and a DMO – favored by 

destinations where tourism is “the primary driver of the economy” and there is 

significant cross over in membership of the various entities. 

Examples of each type of structure are noted on the following pages, along with the associated 

approximate population base. 

Standalone DMO 

Experience Scottsdale (241,000) 

Visit Phoenix (1,610,000) 

Sonoma County Tourism (489,000) 

Visit Napa Valley (138,000) 

Visit Santa Barbara (89,000) 
Visit Greater Palm Springs (45,000) 
Visit Monterey (Salinas 164,000)  
Visit Lake Tahoe and North Lake Tahoe (South Lake Tahoe 21,000 – Incline 
Village north 10,000) 

Explore Ashville (95,000) 

Visit Sun Valley (1,500) 
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An Agency of a City or County 

The Prescott Office of Tourism (46,000) 

Discover Flagstaff (77,000) 

Tourism Santa Fe (88,000) 

Grand County Economic Development (10,000) 

Town of Pagosa Springs (1,800) 

 
Chamber and DMO Combination 

Vail Valley Partnership (5,300) 

Aspen Chamber Resort Association (7,000) 

Jackson Hole Chamber (11,000) 

Park City Chamber and Convention and Visitors Bureau (8,400) 

Discover Kalispell (25,000) 

Show Low Chamber of Commerce (12,000) 

Pinetop Chamber of Commerce (4,000) 

 

  

Page 61



 

 

Standalone DMO 

 

Experience Scottsdale is a 501(c)(6) nonprofit, private company that has contracts with the 

City of Scottsdale and Town of Paradise Valley to conduct destination marketing efforts on 

behalf of these municipalities.  Given the broad composition of Scottsdale’s economic base, 

there is a separate Chamber of Commerce that represents the full range of business entities in 

the City.  

 

 

Visit Phoenix  is a non-profit organization that promotes the Greater Phoenix community . 

In partnership with nearly 900 member businesses, Visit Phoenix brings business to Greater Phoenix that 

would not otherwise come—from leisure visitors to group meetings to popular sports events.  Similar to 

Scottsdale, given the broad diversity of business in their economic base, a separate Chamber of 

Commerce exists. 

  

 

Sonoma County Tourism is the official destination stewardship organization dedicated to promoting 

overnight stays and creating a sustainable hospitality economy in Sonoma County, California.  It is a 

private, non-profit 501(c)6 organization, staffed by professionals in the fields of sales, marketing, 

communications, and administration. It is governed by a volunteer board of directors, with input from 

committees, stakeholders, and the general public.  Sonoma County Tourism funding comes from two 

sources: The Business Improvement Area assessment (BIA), and the Transient Occupancy Tax (TOT).   

While wine visitors are an important element of the county’s economic base, the diverse business 

community is represented by a number of separate chambers of commerce, with Santa Rosa and 

Sonoma Valley being the largest.  It is important to recognize that resources derived from a BIA are 

typically restricted to activities that market and promote a destination. 
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Visit Napa Valley® is the official destination management organization for Napa County. We promote 

the region as an attractive travel destination and enhance its public image as a dynamic place to visit, 

live and work. Primary funding for our activities and programs comes from a Tourism Improvement 

District (TID) special assessment on lodging. Additional funding is provided through partnerships with 

visitor-serving businesses throughout Napa County.  As with Sonoma County, resources derived from 

the Napa TID are typically restricted to marketing and promoting a destination.  There is a separate 

Napa Chamber of Commerce.   

 

 

Visit Santa Barbara is a non-profit 501(c)(6) organization jointly funded by the City of Santa Barbara, the 
County of Santa Barbara, the South Coast Tourism Business Improvement District (TBID) and by a 
membership of hospitality-related businesses. The primary mission of Visit Santa Barbara is to enhance 
the economies of the City of Santa Barbara, South Coast communities and Santa Barbara County areas 
through tourism marketing that increases business revenue, tax revenue and creates jobs. There is a 
separate Napa Chamber of Commerce.   

 

 

 

Visit Greater Palm Springs is the official tourism marketing agency for the Coachella Valley. Founded in 
May 1989 by a Joint Powers Authority comprising the cities of Palm Springs, Desert Hot Springs, 
Cathedral City, Rancho Mirage, Palm Desert, Indian Wells, La Quinta and Indio, Visit Greater Palm 
Springs was created as a public-private partnership to help grow the region’s tourism economy.  The 
mission of Visit Greater Palm Springs is to positively affect the destination’s tourism economy and 
quality of life for its citizens, serving more than 5000 GPSTBID partners and providing sales, marketing 
and public relations support targeting potential leisure travelers from around the world as well as event, 
meeting and convention groups. There is a separate Chamber of Commerce.   
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Monterey County Convention and Visitors Bureau mission is to generate community prosperity for 
Monterey County through the responsible promotion and growth of the tourism economy.  Its Visit 
Monterey brand is the main tool used to connect and engage prospective visitors.  There is a separate 
Monterey Peninsula Chamber. 

 

 

 

 

 

 

Two associations represent the Lake Tahoe region.  

The Lake Tahoe Visitors Authority markets the southern regions of the lake through their “Visit lake 
tahoe” brand.  The mission of the Lake Tahoe Visitors Authority is to market the South Shore of Lake 
Tahoe as a unique, world-class, year-round destination to the regional, national, and international 
marketplace, and to favorably impact the South Shore economy through overnight stays and tourism 
spending. 

North Lake Tahoe is a DMMO encompassing both the California and Nevada sides of the region and is 
operated through a cooperative of two organizations: North Lake Tahoe Resort Association and 
the Travel North Tahoe Nevada. Both organizations enhance North Lake Tahoe’s vibrancy and visibility 
by advocating for a sustainable year-round economy, building midweek and shoulder season visitation, 
supporting transportation and workforce housing solutions, sponsoring business education and 
providing visitor information services. 
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The Buncombe County TDA is the public authority created in 1983 by an act of the North Carolina 
Legislature to oversee the collection and investment of occupancy taxes paid by travelers who stay 
overnight in commercial lodging establishments.  They oversee the work of the Explore Asheville 
Convention & Visitors Bureau, which develops and carries out advertising, marketing, public relations, 
and group sales plans to inspire leisure and business travelers to visit here. 

The CVB’s focus to support economic vitality for our community by working to deliver balanced recovery 
and sustainable growth, encouraging safe and responsible travel, engaging and inviting more diverse 
audiences, and promoting and supporting our community’s creative spirit. There is a separate Napa 
Chamber of Commerce.   

 

Visit Sun Valley is a 501c6 nonprofit destination management and marketing organization (DMMO) for 
the greater Sun Valley area including Ketchum, Sun Valley, Hailey, Bellevue and beyond. In March 2022, 
Visit Sun Valley, changed its business name of 11 years from the Sun Valley Marketing Alliance to the 
Sun Valley Tourism Alliance. Visit Sun Valley is adapting and evolving with the current environment of 
the Wood River Valley, committing to the needs of community stakeholders and residents. With the 
pandemic transforming tourism, increasing the desire for vacation/second homes, and attracting remote 
workers, the group’s efforts have shifted to communicating and collaborating with local agencies to 
focus on the entire visitor journey. With this new environment, the group has identified that it does not 
need to create additional demand but rather shift to managing the level that is appropriate for the 
community, including its business owners, infrastructure and quality of life. There is a separate Sun 
Valley-Ketchum Chamber of Commerce.  
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An Agency of a City or County 

 

  

The Prescott Office of Tourism and operates as a division of Economic Development within the City of 
Prescott, with Experience Prescott.com as the official website.  The Office of Tourism acts as the official 
destination marketing organization for the City of Prescott.  There is a separate Prescott Chamber of 
Commerce representing the mix of businesses in the region. 

 

  

Discover Flagstaff is part of the Economic Vitality Division of the City of Flagstaff. Economic Vitality also 
includes the Flagstaff Pulliam Airport and the Community Investment Section, which consists of the 
Economic Development, Community Design and Redevelopment Programs.  There is a separate Greater 
Flagstaff Chamber of Commerce.   

 

 

 

 

 

TOURISM Santa Fe is one of the larger examples of a DMO 
housed within the City of New Mexico and works to promote economic development through tourism 
by positioning Santa Fe, New Mexico as a destination offering travelers world-class contemporary 
amenities in an authentic, beautiful, culturally and historically significant setting. They also assist in 
operations of the Community Convention Center and the area’s three visitor centers.  There is a 
separate Chamber of Commerce supporting the broader business community. 
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Grand County Economic Development – is a Department 

within Grand County and works to ensure economic 

diversification, tourism destination management, and film 

related activities. This entity has the responsibility to 

convene private, public, and community stakeholders to 

support a robust, resilient, sustainable, and equitable 

economy in Grand County. 

 

 

  

Tourism promotion and management is directed through the Tourism Department of the Town of 
Pagosa Springs.  The Town also has a Pagosa Springs Area Tourism Board which is a citizen’s advisory 
committee to the Pagosa Springs Town Council and Archuleta County Board of County Commissioners. 
The purpose of the Tourism Board is to make specific recommendations relative to expenditures of the 
4.9% Lodging Tax in Town and the 1.9% Lodging Tax in the County.  There is a separate Pagosa Springs 
Chamber of Commerce.   
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Chamber and DMO Combination 
 

  

Vail Valley Partnership - with a membership of 880+ organizations that spans the Vail Valley and 
beyond and which represents 80% of the local workforce, Vail Valley Partnership is dedicated to 
ensuring local business success and fostering regional economic vitality by offering local business tools & 
resources, promoting the Vail Valley to destination guests, and initiating economic development efforts. 

Beyond their expertise as a Chamber of Commerce, specific to tourism Vail Valley Partnership contracts 
with the City for defined deliverables such as group and meeting sales, data and research, and as a 
consultant on strategic partnerships.  They also develop and host the main digital visitor’s guide to the 
region. 

The Town of Vail and its Vail Marketing District handles summer and shoulder season destination 
marketing which is funded by the bed tax.  Vail Valley Partnership acts as a consultant to Vail Marketing 
District.  Winter ski related marketing is supported heavily by the Vail Resorts Management Company. 

 

 

 

 

 

 

 

 

Aspen Chamber Resort Association (ACRA) - is a 501 c (6) that functions as a hybrid chamber of 
commerce and destination marketing organization. ACRA is dedicated to supporting the Aspen business 
community, attracting visitors to the resort, and enhancing the visitor experience. 
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The Jackson Hole Chamber of Commerce - is organized to advance the general welfare and prosperity of 
the Jackson Hole area so that its citizens and all areas of its business community shall prosper, including 
but not limited to expanding marketing and outreach through public relations and events, maximizing 
member value, facilitate exceptional visitor experiences, and strengthening strategic alliances with City, 
County, State, and Federal bodies and agencies. 

 

 

 

 

 

The Park City Chamber and Visitor’s Bureau - is a community leader in Summit County, Utah, serving 
residents, businesses, employees, visitors, our natural environment, and our government and non-profit 
partners. We Convene important community conversations, Implement educational programs for 
visitors, residents, and businesses that support a vibrant economy, Market, promote, and initiate sales 
efforts that draw visitation aligned with the Sustainable Tourism Plan, and Collaborate on visitor 
management efforts that influence visitor behavior, enhance education, and leverage relationships in 
the community to mitigate tourism impacts. 

 

 

 

 

Discover Kalispell, the Kalispell Convention & Visitor Bureau, is a destination marketing and stewardship 
organization.  As a division of the Kalispell Chamber of Commerce it is funded through Kalispell’s share 
of the 8% state accommodations tax (Bed Tax) and the $2/rm night Tourism Business Improvement 
District (TBID) fee. Discover Kalispell is governed by Kalispell Chamber Board of Directors and the 
Montana Tourism Advisory Council that approves the allocation of the bed tax funds, and the Kalispell 
TBID Board of Directors and the Council of the City of Kalispell that approves the allocation of the TBID 
funds. The annual Discover Kalispell marketing plan serves to direct the initiatives and spending for the 
Kalispell CVB/TBID and inform and educate the board of directors, community stakeholders, Tourism 
Advisory Council and the City of Kalispell. 
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The Show Low Chamber of Commerce and the Pinetop Chamber of Commerce – are the main 
organizations charged with tourism promotion and management within the White Mountains of 
Arizona.  The two organizations, along with Navajo County and Summit Healthcare collectively showcase 
the region through the AZWM website.  They each also individually showcase individual assets on their 
own websites and operate visitor centers. 
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AB 2760 Exhibit C. Hybrid Model Chamber of Commerce / Destination Management 

Organizations  

Questions & Answers 

 

Respondents  

Chris Romer, President & CEO  

Vail Valley Partnership 

Edwards, Colorado (population: 5,300) 

 

Eliza Voss, Vice President Destination Marketing 

Aspen Chamber Resort Association 

Aspen, Colorado (population: 7,000) 

 

Diane Medler, Executive Director 

Discover Kalispell 

Kalispell, Montana (population: 25,000) 

 

Jennifer Wesselhoff, President & CEO 

Park City Chamber and Convention & Visitors Bureau 

Park City, Utah (population: 8,400) 

 

1. What do you feel are the advantages of operating as a joint Chamber of Commerce/ 

Destination Management Organization model versus operating as a standalone Convention 

and Visitors Bureau with a separate Chamber of Commerce to support business needs?    

 

Vail Valley Partnership:  It is a complete no-brainer for us. We used to be separate; our chamber 

and DMO merged in the late 90’s, and we took over economic development around 2008-ish. 

It’s a no-brainer in that we’re asking the business community for one investment instead of 

three, ditto our special district and municipal partners. The economies of scale – one operation, 

one board, one membership, one voice – far outweigh any negatives. We have been very 

intentional about how we operate and how we communicate, which has helped tremendously. 

In my experience, we would be spinning our wheels and wasting a LOT of money on overhead, 

staff, and other allocated costs by having separate organizations. We’d also be asking our 

partners (public and private) for more money to cover these allocated costs – that’s money that 

could be spent on mission work such as workforce programming, business retention, etc. 

Aspen Chamber:  Advantages to operating as a joint Chamber & DMO have been many in the 
case of our organization. Primarily with the business member database as a result of the 
Chamber side, we have a direct conduit to hear from businesses and understand the 
opportunities and successes in regard to tourism. Of course, we promote and engage businesses 
that aren’t chamber members on the DMO side, but it was a tremendous advantage to have 
the established Chamber organization, well known and respected within our community, be the 
overarching organization to house the DMO. I could see the advantage of separate 
organizations in larger cities where there is more diverse economic activity and drivers, but in 
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a town with a primarily tourism driven economy (now rivaled by real estate/construction) it is 
good business sense to have the DMO & Chamber combined as the health of the business 
community is intrinsically tied to visitors. 

Discover Kalispell:  We are a division of the Chamber but both organizations operate under one 

brand, Discover Kalispell (Discover Kalispell as the CVB/TBID and Discover Kalispell Chamber). 

We know that tourism lays the groundwork for attracting residents, industries, businesses, and 

talent to our area. We also understand that Kalispell is poised for growth, it’s important to align 

each industry that drives our economy, with the needs of our community and be intentional 

about the growth. 

Park City:  There are many advantages of operating a joint Chamber / DMO, especially in towns 

where tourism is the main economic generator.  Some advantages include:   

• Cost savings related to operating one organization under one umbrella compared to 

two organizations.  With two organizations, you’d have to budget for two CEOs, two 

administrative people, two finance people, etc.  You’re basically duplicating all operational and 

administrative costs.  Plus, you have the additional costs of operating two office buildings. 

• Synergies in programming and ability to get business buy in.  The TrailKeeper program 

is a good example.  That program would not have happened without the chamber leading, 

providing marketing and incentives to sponsors, brand development, collateral, signage, the 

administrative and financial management, and the solicitation to get business buy in to the 

program. The SCCTB also provided synergies with businesses and marketing exposure through 

their channels which gave incentives to businesses to participate.  Without the close synergies 

to the business community, that program most likely would not have gotten off the ground 

• Cost savings for businesses who would potentially have to pay membership dues to 

both organizations.  One organization is stronger than two. 

• Under one organization, it shows that tourism and general businesses are wholly 

intertwined.  The dentist (who many not naturally see themselves connected to tourism) 

benefits from his patient who works at Pink Jeep, for example.  It’s a more inclusive approach. 

• With one organization, we don’t compete for grant funding, attention in the 

community, private sector investment, etc. 

 

2. Is your primary funding source from your local governing body, or do you have other 

dedicated sources that provide funding? 

 

Vail Valley Partnership:  Our funding is about 31% membership dues, 36% programming 

revenue (including grants), and 33%contract for services (this is our tourism and economic 

development funding). Our grant funding through our foundation continues to grow and I 

expect the programming revenue to reach 40% or more in the near future and probably 

maintain around 50%. Obviously, membership and grants and programs are not dedicated 

funding. For that matter, neither are our contracts – they are all annual contracts (per state law) 

and we have specific deliverables and measurables that we must report on. 
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Aspen Chamber:  We are funded by 75% of a 2% lodging tax. We do collect about $175K in 
additional income from Group Sales Participation Fees, Co-Op Fees, Event Management, 
Sponsorship and Interest; however, the bulk of the budget ($3.9M) comes from lodging tax 
revenues, collected by the city and passed thru to ACRA per our contract.  

Discover Kalispell:  CVB’s funding is primarily from a Tourism Business Improvement District 

fee collected per room night, and also Kalispell’s share of the state lodging tax. 

Park City:  Yes, we get over 90% of our funding from the government through transient room 

taxes (or bed taxes) approximately $13 million this year.  We are a countywide destination 

marketing and management organization and we are funded through the Summit County 

Transient Room Tax. By state law, Summit County is required to invest a minimum 66% of the 

TRT to “establish and promote” tourism in the County.  Summit County invests a little more 

than that with us, 70%.  The other 33% by state statute can be used for tourism related 

infrastructure. We also receive some grant funding and private sector revenue, but 90% of our 

budget comes from the county’s tax collections. 

 

3. Has your local governing body/funding organization expressed concern regarding your 

organizational structure as a joint Chamber/DMO and the private membership aspect of 

that?  If so, what have you done to respond to conflict, and has it been successful? 

 

Vail Valley Partnership:  No, but to be clear our DMO funding comes from contracts with entities 

such as the Town of Vail (via Vail Local Marketing District) and Beaver Creek Resort Company 

(special district) with specific scope of work. We execute against this scope. These groups 

historically have seen benefit to our chamber connection as a conduit to the business 

community and the ability to engage businesses across industry sector for awareness and 

opportunities within various DMO activities. We have had some conflict regarding the 

Chamber’s role in advocacy. Nothing significant, and we work through it. There are as many 

positive encounters (the town appreciating our voice on state and national issues) as there are 

perceived negative encounters (the town less appreciative of our advocacy at a local level, of 

which we’re probably 75% supportive of town initiatives and 25% opposed to their actions). It 

becomes a reminder that our chamber advocacy efforts are unrelated to our tourism efforts. 

 

Aspen Chamber:  We have not had any concern/push back or frustration in regard to our model. 

 

Discover Kalispell:  No concerns expressed by governing body or organizations board of 

directors. Chamber and CVB have separate bylaws and annual plans and budgets. Chamber is a 

membership-based organization. The CVB does not have a separate membership, we work with 

the Chamber member businesses. 

 

Park City:  No. Not at all. This is not a concern in our area.  The elected officials see the value 

that the Chamber brings to influence business behavior and programming and see the structure 

as an overall benefit to the entire county.  It should be noted that many DMOs (who are not 

under a chamber) also have a membership/partnership model. Our elected officials see value 

in having the business community buy in to the programs, information and resources of the 

chamber/bureau.   
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4. Have residents expressed concern or frustration regarding the impact of increased tourism 

on your town based on your marketing strategies?  If so, how have you responded to meet 

the needs of residents, business owners, and tourists?  

Vail Valley Partnership:  Yes, this has happened around the west and the mountain region (as 

you well know in Sedona). The Town of Vail recently started the Engage Vail and Vail 

Stewardship process, and our role was to help promote and encourage business owners to 

engage in these processes. We have served primarily as the convener and the town has led the 

initiatives. I would encourage you to check out the Vail Stewardship effort – it is a good example 

and case study for destinations. 

Aspen Chamber:  Yes, as a well-established destination we have always have ebbs and flows in 

regard to residents’ frustrations in regard to tourism. About 12 years ago the directive from the 

community was to try and extend the summer season, but marketing to get people to come 

earlier in the shoulder season and stay mid-week during fall foliage. Recently through a 7 month 

engagement process(1299 resident surveys, 2 tourism town halls, 2 co-creation labs, 10 one-on-

one stakeholder interviews and deskside research) that ultimately led to the creation of our 

Aspen Destination Management Plan, the requests of the community has shifted to protect 

shoulder season as a down time for residents, we have pivoted to that model, and of course are 

now getting some push back from a few businesses that would like to see more marketing 

during shoulder season. We are engaging destination analysts to do stakeholder and resident 

surveys on regular quarterly intervals so that we can establish if this is just a loud minority of 

business who failed to participate in the initial engagement sessions, or if the needs have indeed 

shifted again. It’s extremely important to note that much of the visitor pressure our area has 

felt in the past 2 years is actually a result of new residents, and part time residents spending 

more time in their second homes as a result of covid travel restrictions. We are cognizant that 

pressure longtime residents experience is not just from a single cause. 

 

Discover Kalispell:  Residents are concerned about overall growth. Much of that angst gets 

directed towards tourism even though the growth is larger than increased visitations. CVB has 

expanded our operations and mission to include destination stewardship and destination 

development initiatives. Working alongside the Chamber we are in the middle of a Community 

Engagement Study, providing opportunities for residents and business leaders to provide input 

to help our organizations develop strategies to balance economic needs with our community’s 

long-term health and vibrancy. 

 

Park City:  Yes.  Periodically residents express concerns about feeling outnumbered, but 

generally they recognize that the quality of life and amenities that we enjoy are largely because 

of the taxes and visitors spend.  To address concerns, our organization works cooperatively with 

the City and the County to mitigate impacts of tourism.  As the experts in tourism, and with our 

connections to visitors, potential visitors, businesses, and employees, we can play a unique role 

in celebrating the power of the good of tourism and using our influence to mitigate the pinch 

points.  We underwent an 18-month process to create a sustainable tourism management plan, 
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that included a resident sentiment survey in that process, along with a tremendous amount of 

public input and engagement.  The Plan was launched just last month to tremendous support. 
 

5. How do you create a “firewall” between each side of your model’s functions (traditional 

COC vs. DMO)?  For example, do you have separate budgets, or do you co-mingle certain 

funds and positions?  Are there other areas in which you have separation?   

 

Vail Valley Partnership:  We do not have a firewall. Our staff are shared across our organization 

– some dedicated to tourism, some shared, some dedicated to workforce, etc. We report out 

based on the scope of work (contract) with the town and our districts and are held accountable 

to the results and not the organizational structure. The allocated costs (rent, benefits, internet, 

phone, etc.) are split across the entire organization and we allocate by headcount, not 

department. 

 

Aspen Chamber:  Our budgets are separate and distinct. The funds are never co-mingled. The 

DMO budget does pay a 2% administrative fee of the total budget to the Chamber side to 

compensate for the time the CEO and Office Manager handles on DMO initiatives, HR, and 

administrative work, but we receive an invoice for this monthly and pay a due to/due from 

invoice to transfer the funds between the budgets. We have a finance committee that meets 

quarterly to review both the Chamber and DM budgets, they then report into the Board of 

Directors, and once approved the city manager’s office receives a memo with the P&L and 

variance report for that quarter specific to the DM budget. 

 

Discover Kalispell:  The TBID and Bed Tax budgets are separate from the Chamber’s, no co-

mingling of funds. CVB operates separate and covers our share of cost for rent, office 

equipment, etc. TBID funds are overseen by a local board of directors (hotel representatives) 

and the City of Kalispell. Bed Tax local oversight is the Chamber BOD then at the state level by 

the Tourism Advisory Council. There are strict guidelines on how the TBID and Bed Tax funds 

can be spent and many layers of oversight. 

Park City:  There is no separation.  We operate one budget because so much of what we do is 

interrelated to the tourism economy, business education, and community building. 
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