
LTAC 
STRATEGIC
PLANNING Our vision of sustainable tourism is to 

reinvest community resources to enhance 
the lives of both residents and visitors.



AGENDA
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• Introduction 

• 2023 overview: highlights and lessons learned

• Planning overview: opportunities, challenges and key metrics

• Looking ahead

• Discussion

L T A C  S t r a t e g i c  P l a n n i n g



OUR COMMITTEE
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• Owen Rowe (Chair)  -  Elected Official

• Nathan Barnett (Vice Chair), Old Consulate Inn  -  Collector

• Natalie Maitland, Fort Worden Hospitality -  Collector

• Kate Philbrick, Northwest Maritime Center and Swan Hotel -  Collector 

• Katy Goodman, Centrum  -  Recipient

• Danielle McClelland, Port Townsend Film Festival  -  Recipient

• Denise Winter, Key City Public Theatre -  Recipient

• Mari Mullen, Port Townsend Main Street  - Non-Voting

• Dana Petrick, Jefferson County Chamber of Commerce  -  Non-Voting

• Cindy Finnie  -  At Large Position - Prior Collector

• Shelly Leavens – Communications & Marketing Manager - Staff Liaison 



2023 OVERVIEW

HIGHLIGHTS 
& LEARNING 
OPPORTUNITIES



2023 
HIGHLIGHTS

Launched a new 
community grant program 

New committee members, new chair 
and co-chair, and dedicated staff  to help 
steward this group of volunteers and 
provide accountability for the fund

Started the process for looking 
further out and aligning with City, 
community, and regional tourism 
goals
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2023 LEARNING 
OPPORTUNITIES

Collaboration

Meeting 
Schedule

Data

Marketing is a team sport. We need 
more than one person or organization 
working together to achieve the 
results we want based on our vision.

Many special meetings meant it was 
hard to gather a quorum and set 
expectations for committee time.

Decisions are harder to make based 
on assumptions and guestimates 
versus data from reliable sources



2023 STRATEGIC PLANNING PROCESS

APRIL MAY

Strategic planning 
retreat

Hire Marketing 
Manager: 50% 
position
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AUGUST

Adopt vision 
statement

Issue first round of 
grant awards and 
refine criteria

SEPTEMBER

Bring in new 
committee members

12 hours of  LTAC 
one on one 
interviews with 
Marketing Mgr

OCTOBER

Issue second round 
of grant awards

Review draft 
strategic plan and 
draft 2024 budget



Ongoing analysis of how we fit in the 
visitor experience ecosystem





Ongoing refinement of how we work 
within the City’s Advisory Board system



Retreat and Interviews



“ … e c o n o m i c a l l y ,  e n v i r o n m e n t a l l y ,  a n d  c u l t u r a l l y  d o e s n ’ t  d e t r a c t ,  a n d  w h e n e v e r  
p o s s i b l e ,  e n h a n c e s ,  o u r  l o c a l  c o m m u n i t y .”

“ I t  m e a n s  w e  i n v e s t  i n  p e o p l e .”  

“ I t  m e a n s  t h a t  w e  c r e a t e  a n  
e c o s y s t e m  w h e r e  w e  c a n  n o u r i s h  
o u r  c o m m u n i t y  w h i l e  a t  t h e  s a m e  
t i m e  w e l c o m i n g  a n d  e d u c a t i n g  
t o u r i s t s  a b o u t  o u r  a r e a ”

SUSTAINABLE TOURISM 

“… h e l p s  b u i l d  a n  e c o n o m y  w h e r e  p e o p l e  c a n  l i v e ,  w o r k ,  a n d  
h a v e  a  h i g h  q u a l i t y  o f  l i f e  i n  t h e  p l a c e  w h e r e  t h e y  l i v e . ”  

“ S u s t a i n a b i l i t y  r e q u i r e s  a  h o l i s t i c  
v i e w  o f  c o s t s  a n d  b e n e f i t s ,  t h a t  i n  
t o d a y ’ s  s o c i e t y ,  e n c o m p a s s e s  
e c o n o m i c s ,  c l i m a t e ,  &  c o m m u n i t y ,  
w i t h  l o n g  t e r m  g o a l s .”  



OPPORTUNITIES 
& CHALLENGES



T h e  m o s t  r o b u s t  e l e c t r i c - p o w e r e d  m o b i l i t y  s y s t e m  f o r  a  s m a l l  t o w n  i n  WA

A  v i s i t o r  e x p e r i e n c e  t h a t  i s  f r e e  o f  s i n g l e - u s e  p l a s t i c

E v e r y  1 5 - m i n u t e s  e l e c t r i c  b u s  
s e r v i c e

A  c a r - f r e e  v i s i t o r  e x p e r i e n c e

A  s i n g l e  t i c k e t i n g  s y s t e m  f o r  a l l  
e v e n t s ,  s h o w s ,  a n d  p r o g r a m s

Big Thinking
L e t ’ s  t h i n k  b i g  –  w h a t  i s  o u r  B i g  H a i r y  A u d a c i o u s  G o a l  ( B H A G ) ?  
M i n d s e t  s h i f t  f r o m  w h e t h e r  w e  a r e  d o i n g  t h i n g s  r i g h t ,  t o  w h e t h e r  
w e  a r e  d o i n g  t h e  r i g h t  t h i n g s .  

H e a l t h  c a r e  &  h e a l i n g  a r t s  t o u r i s m

L o d g i n g  t a x  c o n t r i b u t i n g  t o  
w o r k f o r c e  h o u s i n g  a f f o r d a b i l i t y

L o d g i n g  t a x  b e i n g  u s e d  t o  s u p p o r t  
d i s a s t e r  p r e p a r e d n e s s



“…our fund isn’t  big  enough to make an impact in 
housing.”

“ T h e  e n t i r e t y  o f  P o r t  To w n s e n d  i s  
i n  o u r  s c o p e  t o  s e r v e ,  t h e  w h o l e  
c i t y  l i m i t s ,  b u t  d e n s i t y ,  
w a l k a b i l i t y ,  a n d  t r a n s i t  m a t t e r s ,  
h o w  d o  w e  k e e p  i n f r a s t r u c t u r e  
c o m p a c t ? ”

FOCUS: Geographic & 
conceptual scope

W e  h a v e  b r a n d e d  o u r s e l v e s  a s  a  
V i c t o r i a n  S e a p o r t  a n d  A r t s  
C o m m u n i t y .  W e  h a v e  a  l o t  o f  h i s t o r y  
t h a t  e x t e n d s  b e f o r e  a n d  a f t e r  t h e  
V i c t o r i a n  E r a ,  a  s t r o n g  M a r i n e  
Tr a d e s  s e c t o r,  o u t d o o r  r e c r e a t i o n  
o p p o r t u n i t i e s ,  a n d  f a r m s  a t  o u r  
d o o r s t e p .



We  h a v e  t o  t a k e  c a r e  o f  b a s i c  n e e d s .   C a n  I  g e t  a  t a b l e ?  W h e r e  c a n  I  u s e  t h e  
r e s t r o o m ?  H o w  d o  I  g e t  t o  F o r t  Wo r d e n ?  W h e r e  c a n  I  g o  o n  a  c o l d ,  r a i n y  
e v e n i n g  w i t h  m y  k i d s ?

“ W e  w a n t  t h e  C u l t u r e  o f  P T  t o  
s h o w  u p  i n  t h e  v i s i t o r  e x p e r i e n c e .  
I t  i s  p r e s e n t  w i t h i n  o u r  h i s t o r y ,  t h e  
k e y  i n d u s t r i e s  l i k e  o u r  m a r i n e  
t r a d e s  a n d  o u r  m i l l ,  a n d  w i t h i n  t h e  
a b u n d a n c e  o f  a c t i v e  e x p e r i e n c e s :  
f i s h i n g ,  k a y a k i n g ,  b i k e  r e n t a l s ,  a n d  
t r a i l s .”

Visitor Experience, first and 
foremost

“ W h e n  p e o p l e  a r e  t r a v e l i n g  t h e r e  
a r e  d i f f e r e n t  c o n n e c t i o n s  p e o p l e  a r e  
m a k i n g  t o  p l a c e  a n d  e a c h  o t h e r.  &  
t h e r e  a r e  n e w  t r e n d s  i n  t o u r i s m ,  
s e r v i c e  t r a v e l ,  e c o t o u r i s m ,  g r o u p s  
o n  v o l u n t e e r  v a c a t i o n s .”  



“ T h e r e  a r e  s o m e  l a r g e r  s o c i a l  i s s u e s  a t  p l a y  w h e n  w e  l o o k  a t  c a p a c i t i e s  f o r  
s u s t a i n a b l e  t o u r i s m .  T h e  p a n d e m i c  c h a n g e d  t h e  h o s p i t a l i t y  i n d u s t r y  a n d  p e r c e p t i o n s  
o f  w o r k e r s  a n d  c u s t o m e r s  a n d  e x p e c t a t i o n s .  W e  a r e  s t i l l  r e c o v e r i n g  f r o m  t h a t  a n d  
r e c a l i b r a t i n g .”

“ I t  c a n  b e  a  d e l i c a t e  b a l a n c e .  O n e  
p e r s o n ’s  p e r c e p t i o n  o f  t o o  m u c h  o r  
t o o  l i t t l e  d e p e n d s  o n  b u s i n e s s  
g o a l s ,  p e r s o n a l  p r e f e r e n c e ,  e t c .  F o r  
e x a m p l e  ‘ n o t  h a v i n g  a  p a r k i n g  
s p a c e ’  i s  b i g  f o r  t h e  c o m m u n i t y.”

Capacity & culture for change

L i m i t a t i o n s  e x i s t  f o r  t h e  h i s t o r i c  
d i s t r i c t s ,  s i g n  c o d e ,  t r a n s i t  r e a c h ,  
a n d  a t t i t u d e s  a r o u n d  t h e  g r o w t h  o f  
t h e  v i s i t o r  e c o n o m y.  

H o w  a r e  w e  i n v o l v i n g  f u t u r e  
g e n e r a t i o n s  i n  o u r  c o n v e r s a t i o n s ?  



Our indiv idual  capaci ty  i s  l imi ted  but  we can do  more  
together .  Partnerships  can help  make BHAGs poss ib le .

“ C o n t r i b u t i n g  t o  a  w o r k i n g  
e c o s y s t e m  i s  i m p o r t a n t  t o  p e o p l e  
w a n t i n g  t o  v i s i t  t h i s  p l a c e ,  
o t h e r w i s e  w e  a r e  j u s t  t a l k i n g  
a b o u t  w h a t  w e  a r e  d o i n g  i n s t e a d  o f  
s u p p o r t i n g  w h a t  w e  a r e  d o i n g  s o  
t h a t  i t  c a n  b e  s u s t a i n a b l e ”

Relationships and 
partnerships across sectors

P u b l i c  e d u c a t i o n  f r o m  o r g a n i z a t i o n s  
t h a t  v a l u e  a n d  r e l y  o n  v i s i t o r s  w i l l  
b u i l d  a w a r e n e s s  o f  t h e  
i n t e r c o n n e c t e d n e s s  o f  t h e  l o c a l  
e c o n o m y  a n d  v i s i t o r s ’  c o n t r i b u t i o n s  
t o  o u r  q u a l i t y  o f  l i f e .



How much more  t rash  & emiss ions  are  we creat ing  in  our  
community  as  we grow the  v is i tor  economy? We have a  
responsib i l i ty  to  protect  our  mar ine  environment .

W e  a r e  s u r r o u n d e d  o n  t h r e e  s i d e s  
b y  w a t e r.  D o w n t o w n  i s  b u i l t  o n  f i l l .  
W e  r e l y  o n  b r i d g e s  &  f e r r i e s .  

H o w  w i l l  c l i m a t e  c h a n g e  &  n a t u r a l  
d i s a s t e r s  a f f e c t  o u r  p r i o r i t i e s  f o r  
i n v e s t m e n t ,  &  h o w  w i l l  o u r  
i n v e s t m e n t s  a f f e c t  h o w  w e  a d a p t  
t o  c l i m a t e  c h a n g e ?

Our environment & public 
safety

D o  o u r  e m e r g e n c y  r e s p o n d e r s  h a v e  
t h e  c a p a c i t y  t o  s c a l e  u p  i n  t h e  
s u m m e r ?  

A r e  o u r  l o c a l  b u s i n e s s e s  &  r e s i d e n t s  
p r e p a r e d  t o  h e l p  v i s i t o r s  n a v i g a t e  a  
n a t u r a l  d i s a s t e r ?



KEY 
METRICS



M

Lodging Tax Fund Growth

Interconnected Planning

Results Show Up in Numbers

And … Hearts & Minds



DATA TO HELP US 
MAKE DECISIONS,

KEY DATA Volume of and types of  experiences

Lodging types, vacancies and rate study Sales tax paid by visitors v residents

Number of  visitors seasonally, annually Use of  paper, digital, in-person, and social engagement

Demographics of  our visitors Travel distances and length of  stay

Attendance at all the big events Total economic impact from tourism

Transit & transportation use by visitors Groups v families v couples v individuals

Weekday v weekend visitation21 L T A C  S t r a t e g i c  V i s i o n i n g

TELL A STORY & 
MEASURE GROWTH



LOOKING 
AHEAD 
TO 2024 
AND 
BEYOND



MILESTONES
1 YEAR 2 YEARS
Re-established key 
relationships and 
Integrated our work 
with Comp Plan and 
OlyPen Master Plan

Planning and budget 
based within our 
BHAG, data and 
City’s vision

Collected & 
reported back on 
data

Actively planning for  
infrastructure project 
using reserve

Established a 
marketing working 
group and 
marketing plan

Public and business 
community more 
informed around 
visitor economy
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3 YEARS
Seeing results from 
targeted shoulder 
season visitor 
economy

Sustainable tourism 
is actionable

Thinking bigger, 
more data driven, 
storytelling and 
collaboration are in 
our DNA

5 YEARS
Fund has grown due 
to growth in lodging 
and seasonal activity

12 YEARS
Funding is freed up 
to contribute to 
workforce housing 
affordability



STRATEGIC FOCUS YEAR ONE
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Begin to 
Re-establish Key 
Relationships

o Local organizations serving visitors, operating events and lodging
o Local businesses relying on visitors, businesses in key sectors
o Regional tourism sector – county LTAC, OPTC, TCC, WA Tourism 
o Vital services like transit and emergency services

o Prioritize types of  data and methods for collection
o Contract to help collect data
o Analyze and report back on key data points with consistency

Establish marketing 
working group and 
marketing plan

Collect, analyze 
and report back 
on data

o Invitations to existing partners and new individuals with expertise
o Develop an actionable marketing plan together

o Infrastructure work tied to Comp Plan
o Marketing work tied to OlyPen Master Plan and Arts & Culture Plan
o Shoreline Master Plan – Climate Plan
o Non-Motorized Transportation Plan

Integration with
other Planning



STRATEGIC FOCUS YEAR 2
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Planning and budget 
from data & 
relationships

o Marketing and fund direction based in data and analysis
o BHAG based in people and relationships
o Infrastructure project based in integrated planning effort

Public and businesses 
informed around 
visitor economy

o Public education campaign that includes key 
business sector conversations and leans into the 
story that data tells – people-centered and 
economic development centered

o Local organizations serving visitors, operating events and lodging
o Local businesses relying on visitors, businesses in key sectors
o Regional tourism sector – county LTAC, OPTC, TCC, WA Tourism 
o Tapping vital services like transit and emergency services

Cultivate Key 
Relationships



MILESTONES
1 YEAR 2 YEARS
Re-established key 
relationships and 
Integrated our work 
with Comp Plan and 
OlyPen Master Plan

Planning and budget 
based within our 
BHAG, data and 
City’s vision

Collected & 
reported back on 
data

Actively planning for 
infrastructure project 
using reserve

Established a 
marketing working 
group and 
marketing plan

Public and business 
community more 
informed around 
visitor economy
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3 YEARS
Seeing results from 
targeted shoulder 
season visitor 
economy

Sustainable tourism 
is actionable

Thinking bigger, 
more data driven, 
storytelling and 
collaboration are in 
our DNA

5 YEARS
Fund has grown due 
to growth in lodging 
and seasonal activity

12 YEARS
Funding is freed up 
to contribute to 
workforce housing 
affordability



THANKS FOR 
YOUR INPUT!



DISCUSSION

Please fill out our post-
meeting survey
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