Visit Estes Park COVID-19 Recovery Plan

Destination Organization Definition

“A destination organization is a community asset responsible for programs promoting a community as
an attractive travel destination and enhancing its public image as a dynamic place to live and work.
Through destination stewardship and brand importance, they strengthen the community’s economic
position and vitality which provides opportunity for all the people in the destination”

Destination International

Visit Estes Park will provide guidance, leadership, and community unity — “Together we are Mountain
Strong, we are in this together and we will get through this and recover successfully as a community”

Recovery Task Force Team - Chamber, EDC, EALA, Town, County

Managers Team and PIO’s Team — All PIO’s from entities in the region

Support local businesses through assistance with access to grants, loans, funds
Reorienting our marketing to be prepared for recovery timing

Identifying key trigger-based response phases:
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“To the Peak”- Community focused - (Estimated 4 weeks),

“Through the Decline”- Planning and support for local stakeholders - (Estimated 4 weeks)
“To the Recovery”- Re-entry into marketplace - (Estimated 4 weeks)

A three-phase plan that is estimated to take approximately three months)

Near Term Approach - During COVID: Trigger, “To the peak” - Phase 1

Start with the premise that everything has changed. Everything should be filtered through the new
normal and adjusted as changes occur

Lockdown: No promotion or advertising, shift to addressing needs and challenges with a Community
focus during phase 1 and begin recovery planning changes to current strategies

Local Market Focus — Support programs that help the local community

Re-orient strategic plan:

[ ]

Consider Destination Health, Economic, Cultural, Organization

Budget, staff, Partners/Suppliers, Remote Working Uncertainties (Internal)

Duration, impact, government actions, visitor behavior, Local Tourism Industry

Cancellations, tracking tourism businesses closed, tourism jobs lost, air access lost, events
cancelled, Key DMO Factors

Funding sources and security

Community focused, Stay at Home in effect, support the local community through volunteer
programs, support for business, be a trusted conduit of helpful information, provide releases
for local residents and supportive information for stakeholders

Create local website information as a go to source for businesses, visitors and the community



Additional Ideas:

Promote Take out Tuesdays and Thursdays - Restaurants

NEW: Stay Home Estes Park campaign: Feature through website, social media, email, points toward
two audiences: visitors, residents

Spotlight staff - Book recommendations, movies, favorite get outdoor things to do, dog walks

Video content, social influencers for good, feature local bloggers

Spotlight available business resources, things people can do virtually i.e. webcams, and the other
things we are doing

Virtual Weekend Getaway - # of impressions so far? Could use Skift, Travel & Leisure, Forbes, Men’s
Journal, PopSugar, Facebook, Instagram, Live Video Attendance to increase impressions

Mitigation of Covid-19 Impacts: Trigger “Through the decline” - Phase 2

Execute Plan for Assistance to local stakeholders: People begin to recover, support access to funding,
develop marketing support planning to get ready to re-enter visitor marketplace adjusting to the new normal

Adjust Strategies

Collect Data, Research and Insights

Develop long term impact models\

Collect Data, Research and Insights: visitor numbers, comp report, Pace reports
Analyze Data, Research and Insights watch trends

Develop adjustments to scenarios and triggers

Supporting the Industry

Identify new ways to generate revenue for stakeholders

Lobby on industry’s behalf to open doors and change policies where needed
Rally locals to support business

Empathize with industry, facilitate connection and keep spirits up

Open source approach to resources

Support local relief efforts

Support Community’s Needs

Priority: Be willing to step into a new role and address our community’s greatest needs

Be willing to collaborate
Coordinate active programs where appropriate
Continue to support volunteer efforts



Reorganize and Realign

Priority: Organizational and team adaptation to the new reality and shifting reality

Proactively develop a culture of empathy and caring
Proactive operations for a remote team

Realigning operational infrastructure

Reviewing and re=assigning roles and organizational structure
Using the right tools, systems, and technology

Adjust or develop new processes to support productivity

The New Normal Re-entry into marketplace: Trigger “To the Recovery”- Phase 3

Evolve Communications and Marketing based upon new internal and partner recovery plans
Execute new marketing and PR initiatives (See Appendix A and B)

Adjust for new normal in Group Sales

Support local Stakeholders through VEP service programs

Continue to support recovery of local businesses

Communicate based upon needs and current state
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Be present and responsible: transparent, informative, and visitor first
Keep Destination top of mind while being sensitive to audience realities
Authenticity

Highlight destination in creative ways

Inspire civic pride

Moving Forward: Do the next great thing for our community



Financial Impact Analysis

Covid-19 Impacts Forecast to VEP Budget:

Prior Year: Forecast:*

July 2019 - $439,807 July 2020 - $329,855

June 2019 - $384,066 June 2020 - $192,033

May 2019 - $153,035 May 2020 - S0

April 2019 - $82,559 April 2020 - S0
Difference: -$537,579

June at 50% of 2019 then return to normal-

June at 0% of 2019, return to normal -

July at 75% of 2019, return to normal -

July at 50% of 2019, return to normal -

$192,033 - Absolute best case
Total lost revenue - $427,592

S0 - Current estimated case
Total lost revenue - $619,660

$329,855 - Middle ground of all estimates
Total lost revenue - $729,611

$219,903 - Current estimated worst case
Total lost revenue - $839,563

* all models assume 25% of 2019 for March 2020, $O for April 2020 & $0 for May 2020.

Range of revenue lost for VEP $427,500 - $839,563 for 2020.

Total lodging budgeted revenue - $2,472,000

% lost range - 17.5% - 34%

Appendix A

Backbone Media: COVID Media Trends & Strategies (Here)

Appendix B

Turner: COVID-19 Media Relations Strategy & Recovery (Here)



' BACKBONE |

M E DI -




Current Media Action (March 16 — current)

Previously strategy to emphasize spring visitation to Estes no longer an option due to current
landscape — therefore over the last two weeks we have been focused on:

Communicate closure and safety messaging to
community and potential visitors (through organic

channels)
* Detailed landing page built out by Visit Estes

Park’s site
* Social messaging and sharing

Pause, cancel or reschedule any paid media that would

be in market March and April
» Afew vendors were unable to cancel due to the
long lead timing — OOH billboards along i-70 and
print ads in Elevation Outdoors and

DenverWestword
» These vendors were switched to from spring

messaging to general summer branding
messaging

‘a9 Estes Park, CO

Published by Kendall Akin - 22 hrs - @
Something to keep the kids and the kids at heart entertained, witdlife
Wednesday done differently
https://www.visitestespari.com/estes-park-wildlite-colorin.../

VISITESTESPARK.COM
Estes Park Wildlife Coloring Pages
Print one — or ali— of these fun wildlife coloring pages to color at home.

M Get More Likes, Comments and Shares
When you boost this post, you'll show it to more people.



Timing

The statewide "Stay At Home" order will remain in place until at least April
11. Larimer County's "Stay At Home" order is effective through April 17.
Both will most likely be extended longer.

This brings up major questions including:

When will it be safe for people to leave their homes and travel?

Will travel return “business as usual?”

Will there be pent up travel interest?

Will people have disposal income to spend on travel?

Will there be fear around events and shared spaces?



Travel Indicators

Monitor and follow trends in the travel landscape to help understand
user behavior and interest researching, planning and booking future
travel through platforms such as:

Google Trends/Search
We will use Google Trends as indicator of when consumers are starting to feel

confident enough to start searching for vacation related terms such as “mountain

vacations” “rebooking travel” "Estes Park vacations” search volume for all of
these terms have dipped in the last week to two weeks, once we see search
volume start to rise to around where it was before the COVID-19 this will let us
know consumers are ready to start booking vacations. example

OTA booking data

Monitoring travel data from Adara, Sojern, Expedia, TripAdvisor and more on a
weekly basis. The benefit of such is the ability to foresee up to a 20-week
forecast. With the ever-changing travel climate we’re experiencing due to
COVID-19, we will analyze both the short-and long-term trends for flights and
hotels. Backbone suspects national trends will lead the turnaround and that will
signal VEP to prepare for re-entry. example

Social indicators
Track social language, engagement and volume around travel content across
Estes Park, and other travel destinations.

£..'ADARA PRODUCTS SOLUTION
Trip Purpose: Leisure - Family
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Short Term Approach

We don’t know when media will go live, so we will approach a re-entry into advertising with flexible
commitments that can shift depending on information and trends.

We do know in the current media landscape there is an increase in traffic to most publications,
websites, social, TV/ConnectTV and most other mediums right now.

We will continue to develop our Estes Park Podcast, an audio visitors guide/storytelling that can
help inspire, educate and inform guests as they are on their journey to get to Estes Park




Short Term Approach

OTA Content — Online Travel agents such as TripAdvisor, Adara, Sojern and Expedia will help us identify and advertise to
people who are actively searching travel. This can be one of the first channels we start engaging with, knowing that users
we are targeting in this space are actively ready to book travel.

AiR Program — We feel the Athlete in Residence program can help share a voice of inspiration, safety and descriptive
emotional understanding to users with personal relatable messaging encouraging fravel by example to Estes Park. We
have earmarked additional funds to add distribution to this content and shooting video around these athletes.

Custom Content / Re-scheduled spring media — some elements of our spring media buy were able to be pushed to this
summer/fall to help ensure strong summer visitation to Estes Park — We feel these custom content stories will be flexible
and able to pivot to messaging that is relevant and appropriate to reengaging a changing travel space.

- sponsored cabin and lodging feature in Dwell

- gear related sponsored content in GearJunkie

- 5280 and Westword Denver related sponsored content

- Backpacker custom content story and video feature

- Leverage Pinterest platform to drive consumers to our blog content featuring appropiate messaging around
travel to Estes Park

Video content — between the “Estes Inspired” video series, ongoing summer and fall content shot by Cultivator, archived
content and the Athlete in Residence video content we feel we will have strong video assets to lead messaging across
social, ConnectedTV (Hulu), YouTube and other potential video platforms.



Estes Park Recovery

Drive Market — We don’t anticipate the travel rebound to be a single day turning point with the flick of a switch.
Travel will most likely slowly rebound with people visiting places that feel comfortable and safe. Estes Park fits well
as a “safe” drive market destination. Lodging is less reliant on large hotels, flights or public gathering places
(museums, beaches, ect...) the main attraction, is large, spread out and mostly accessed by car - which may have
significant appeal in this landscape.

Affordable Travel- With potential long-term effects on the economy, there may be less disposable income for most
travelers. Choosing a destination that is affordable will be important to travelers this summer/fall. Compared to many
other mountain destination destinations in the competitive set, Estes Park offers a great affordable travel value.

Summer Media plan — With so much unknown it will be important to make sure that visitation to Estes carries
forward in a way that is safe and responsible. While we generally have been focusing less budget towards a well
visited summer season, 2020 will be a year to leverage media, first the drive markets then larger national markets,
to keep healthy visitation to the community.

Over Crowding and sustainability messaging- In the event that Estes does see normal heavy visitation, it will be
important to be ready to communicate to guests ways to be sustainable, respectful guests and way to help avoid
large lines and crowds of people around Estes Park.
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