ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

Warren County Tourism
White Paper

Prepared by:
ConsultEcon, Inc.

Prepared for:
Economic Development Corporation, Warren County

September 2010




ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

Table of Contents

INTRODUGCTION ...ttt e et e et e e e e s bee e e e e e e e s snr e e e e e e s e nssennneammmnnnene 1

1. TOURISM BACKGROUND........cutiiiiiiiiiieiiee et e e e s s e e e e e e snnrneeees 2

2. TOURISM DEVELOPMEN FRAMEWORK ........oeiiiiiiiiiiiie e 3
2.1, TransportatiomACCESSIDIIILY .......coiiveieiiieiiii et 4.
2.2, AHIACHONBASE.......oiiiitieitie ettt b e be e sbe e s sn e e b eemeeeneea 6
2.3, ACCOMMOUALIONS .....veieiiee ettt ettt ettt ettt e et e e ssn e e sbe e e beeesabeeenbee e mmmmn I.....
S 01T o] 11 RS PS 10

2.4.1. Information Centers andt@rpretive CENters .........cccoiieiieeiiiee e 13
S T © 1 (o - o1 7= 1o ] [ 15
2.6, MarketinGFUNGANG ........ooiiiiiiiiie e e 19....

3. COMPETITIVE ENVIRONMENT ... .ot 21
3.1. Warren County TOUMSIM TIENAS .......ooiiiiiiiieiiie ettt sb e snneesneas 21
3.2, COMPELEIVECONIEXL ... ..ccetiie e ettt e e e st e e e e e e e e tae e e senaeeeeanseeeeenss s 24....
3.3.  Conclusions About the @IPELItIVE CONTEXE........cccverireieiiie et 25

4. TOURISM ISSUES ANDCHALLENGES ... 29

4.1, GaSHGNt VIlIAGE ....oooeeieiiie et enne s 29.
4.2. Organization for ToUsm DeVEIOPMENL..........cccuiii i 36
4.3. Visitor Tracking /Data COIECHON ...........oiiiiie i 37
4.4. Promotion and Devepment FUNIIQ...........ccoveiiiiiee e e e e e snree e e e e 37
4.5. Lack Of StraegiC PIAN...........cooiiiiiiiiiei e 38...

5. SUMMARY ittt e e e e e e e e e e e e e e e e e e e e e e e e e nn e e e e e+ S— 40

Warren County Tourism White Paper 1



ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

List of Tables

1 2010 Drive TiMe POPUIALIONS ........ceiiiiiiieeiiiiieeeiiiee ettt e e s 4..
2  Annual Average Daily Traffic Counts 1-87 and Average @mge Per Year ..........ccccveeneen. 5
3 AccOmMMOMAtioNS DY PrOPEITY SIZE.........occueeieieeeeeeeeeeseeeee e eee e e s e e eet s s een s s 8
4  Total Supply ath Demand and Occupancy Percentag®\afiren County bdging Facilities,
2003-2D09 ... e e e e e e — et e e e e e e rrr e e e e e e nrareeeeeaaannrreeeaeans 8
5 Percent Change in Lodging DemdaydMonth, 2003-200 Warren Canty ..........cccccceeeereveen. 9
6 Information Centers / Interpretive SitedMarren County, NY as &ied in 2010 Lake
George Area Vacation Guide yarren CountyTOUNSIM .........cooieeiiiieiiieeniee e 14
7  Annual Occupancy Tax RevenueWsgrren County Commutly, 2004-2009...........ccccveeeenee 20
8  Number of “Visitor Eventso Warren County1994 t02009 ...........ccceeivueeiriieiiieeeniieniee e 22
9  Comparative Touns Trends 2008-20009 .........ccueieiiiiieeiiiee e e e e e e s e e srre e e e sraeeeennes 25
10 Excerpts from PocosdMountains Visitor Bureau Bitegic Vision2008-20D ...................... 39

List of Figures

1 Hotel OCCUPANCY RALE ......cc.eiiiiiieiiii ettt en e 10
2 Percentage of U.S. Allis Using the INternet...........ccocvveeieiie e 11....
3 Information Sources Typically Used foigr Planning Among Online Travel Planners,

200 PP 12
4  Draft Diagram of Tourism Relanships in Wamn COUNLY..........ccooivieieiiiieeniiiee e 17
5  Warren County GUriSM INAICALOrS ........ceeiiiiieeiiiieecciie e e e 20....
6  Warren County Overnight Ben VISItS IN2006...........ccueieiiiineiiiiee e 23
7 Emerson Paviliom Cayuga COUNLY .........ccccueeeeiiereeiiiieeesieeeessieeessseeeessnseeeeesneeeessnseeens 31......
8  Canfield Casingl SaratOgebPriNgS .. .cccouveeeeiiieeeeiiiieeerreeeessteeeessreeessbeeessssreeessnseees smems 32..
9 Recent Images of Cdwade of Car8uilding.........cccceeeiiiiieiiiiie e 33
10 Scale of Existingvent Rental Facilitie Warren CONty ..........cooocveeeiiieieiiiiiee e 35

Warren County Tourism White Paper 2



ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

INTRODUCTION—WARREN COUNT Y TOURISM WHITE PAPER

The following white paper on tourism in Wamr€ounty was commissied by the Economic
Development Corporation, Warremthty. The purpose of the waikto review the current
situation and futureutlook with tourism aa key component in the ezamy of Warren County.
Tourism has increasinglyecome a major economic generatortifie County over the last half
century. The health armbmpetitiveness of the indug is crucial for the entinued well being of
the County and its residentSourism in Warren Cainty generates $450 millimin annual visitor
spending and generates 8,138 total jdb3his annual economic activity provides significant taxes
to the County thru the occupanand sales taxes that are playdvisitors to the CountyA recent
study indicated that an estimadeb60 million in local and state tees were generated by tourism
in Warren County?

The following white paper was prepared during thogefrom April to August 2010. During this
period the consultants had nearly 50 confidentid fa face meetings withdividuals representing
all components of the tourismdustry in Warren County as wel telephone tarviews with
additional individuals. The consultants alsaewed a large amount of information about the
current characteristics of visitan to the County, organizati@nd infrastructre for tourism
development and promotion, abelst practices for tourism development and promotion at the

County/regional level.

The following white paper is orgam@d in 5 sections as follows:
Tourism Background

Tourism Development Framework

Competitive Environment

Tourism Issues and Challenges

a k~ 0N E

Summary

! Tourism EconomicsThe Economic Impact of Tourismin New York State: Adirondack Focus, May 2010.

2 |BID, the split between local and state was $30.7 million in local taxes and $29.3 million in state taxes. Another
interesting statistic is that per capita sales tax receipiaimen County are almost twice what they are statewide,
indicating the importance of visitor spending in Warren County.

Warren County Tourism White Paper 1
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1. TOURISM BACKGROUND
Tourism activity in Warrer€County has been an important parthe County’s eenomic base for
well over a hundred years. Theoe area around Lake George was initially developed in the early

19" century. By the late f&century Lake George was a magnet for high-end tourists.

The first part of the 2DCentury brought manghanges to the tourisetonomy in the State and
around the country, and by the lgar950’s the automola and the airplane became the primary
modes of transportation for touss Air travel made it much easier the wealthyto vacation at
longer distances and the automohitel highway developments opengxitourist destinations such
as Lake George to much broader geographisacid-economic marketAlbany Airport, 44

miles to the south, is the old@stinicipal airport in the U.S., hang been established in 1908, and

provides good access for &iavelers to the Adirondis and to Warren County.

In the 1950’s, amusement developments targetgdrd a broad socioenomic market opened
throughout the Adirondacks and eesubsequently expanded otrex next decades. In Warren
County, Gaslight \age and Storytowiinow the Six Flags Great Eq& is an exaple of these
early amusement developments. The Six Flags Gseatpe theme park, which opened in 1954 has
been operating for over half a ceptuGore Mountain was first deleped as a ski area in 1964 and
both West Mountain and Hickory Ski Center diswe been operating for many decades. The Ski
Bowl in North Creek opened the 1930s and is currently beiognnected to Gore Mountain to
form one of the biggest ski ardaghe East. Significant investments have been made during the
last decade in existing attractions suckease Mountain and Six Flags Great Escape, and new
attraction elements have been developed indyitie Aerial Adventure Course in Bolton Landing
and New York’s first indoowater park at the Six Flags Great&se Lodge (across the street from
their outdoor water park Splashwater Kingdorfifjie Outlet Malls were also developed in more

recent decades, adding anothtraction for visitors.

Events have also played a key role in theist economy during the last decades with the
Americade and Winter Carnival @nts being among the most proemnih Likewise, the City of
Glens Falls itself has emerged as an urban destinaith the Civic Centeand the development of

restaurants and other supportintaileactivity. In addition to thelevelopment of tarist attractions,

Warren County Tourism White Paper 2
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there has also been the develepitrof new and renovated hotel/mgbrojects that have added to

the supply of availableooms in the County.

During all this change there hlasen some continuityk-or instance, the ka George Steamboat
Company has been operating sih8&7. Despite the changeglive marketplace, and a growing
number of tourists, the basic beaaf the lakes and auntains has been preserved, due in large
measure to the creation of the Adirondack Patk8®2 and the Lake Georg§ark Commission in
1961. The residents of the Coutdle great pride in thnatural beauty of Wieen County and it is
in fact, the County’greatest tourism asset.

The historic locus ofaurism activity in the County has beierthe summer and has been centered
on the lakes, (most notably Lake George) Mitlage and Town of Lake George, and Bolton
Landing. Winter tourism has &e developed only in the lasuiodecades, and this has been
focused around the three ski ar@athe County and most nbtg at Gore Mantain. Gore
Mountain was addettd ORDA (Olympic Regional DevelopmiAuthority) in 1984 and this has
resulted in significant and contimg new investments to create arfiehe larger ski areas in the
east, with over 230,000 skigisits in the 08/09 seasdn.

Warren County has a sigficant and mature tourist infrastucture located in a preserved and
conserved physical environmeni.ourism will continueto be a primary eaaomic driver for the

County.

2. TOURISM DEVELOPMENT FRAMEWORK

The framework for tourism development is gaflg focused around six core components:
transportation and accessibility;

organization;

accommodations;

hospitality;

® & & oo o

attractions’ base;

% There has been a long tradition of winter activities in many of the communities of Warren County, but it has
tended to be oriented to local/regional residents.
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¢ marketing and funding.

The following reviews the current contextWarren County by congment of the tourism

economy.

2.1. Transportation/Accessibility

Warren County has a good roadway transportatioastrincture to support tourism development.
The New York Northway ( 1-87) provides directtass north and south and intersects with 1-90 (a
major east/west route), 50 miles south at Albafyese interstate highways provide direct access
to major urban centers the northeastern U.S. anada. Information imable 1illustrates this
accessibility profile, along with poilation data by 2 hour drivarie from each diour locations:

Lake George, North Creek, Hague and Glens FBlepending on the lotian in Warren County
there are large numbers of potential day trip ttaiagailable to suppost healthy toust economy

in Warren County.

Table 1
2010 Drive Time Populations
Glens Falls Lake George  North Creek Hague
0-30 Min 172,379 136,829 10,696 10,747
30-60 Min 671,565 590,386 120,893 132,048
60-120 Min 951,117 998,081 1,135,871 1,301,648
Total 1,795,061 1,725,296 1,267,460 1,444,4F3

Source: ESRI and ConsultEcon, Inc.

Data inTable 2 provide annual average daily traff®ADT) counts on I-87, South of Warren
County and through Warreé@ounty. Data in this table showgthverage change per year from the
earliest year for which dawere available (1995) compared2008 AADT. Tl traffic volumes
have been generally flat in the southern patth@fCounty and increasingtine northern part of the
County. The biggest increases have beenatrptt of I-87 between Interchange 20 and

Interchange 22, where 1-87 represents a faster &y-qation between Glen Falls and Lake George.
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Table 2

Annual Average Daily Traffic Counts on I-87 and
Average Change Per Year

Average

-87 Traffic 2008 Change Per
Between Exits Location AADT Year "/
13-14 Saratoga Springs 65,781 4.0%0

Saratoga Springs
14-15 ; 50,105 1.2%

(Route 9 Crossing) °
15-16 Wilton 46,637 0.8%
16-17 Wilton 50,353 2.4%
Lr-warren Cy 1 oreau 40,723 -0.3%
Line
\{\;a”e” CtyLine - o eensbury 45,799 1.69
18-19 Queensbury 40,971 -1.49
19-20 Queensbury Route 254 34,934 -0.4p6
20-21 Lake George 46,738 7.69
21-22 Downtown Lake 30,962 4.2%

George
22-23 Lake George 22,298 -1.69
23-24 Bolton 14,623 3.7%
24-25 Chester 14,152 3.5%
25-26 Chester 14,389 4.1%
26S-26N Chester 9,763 -0.4%
Izlr?(';' ESSeXCY  chester 13,828 3.9%

1/ Average change per year from earliest year for whichwate available

(1995) between exits

compared to 2008DT.

Source: New York State Department of Transportation and ConsultEcon, Inc.

Also not to be overlooked is thétarren County is part of the tHitargest consolated metro area

in New York Statéand that much visitation #varren County will be irernally generied from the

metropolitan market. Thismpact will bemuch more likely tdoe reflected in sales tax collections

than in occupancy tax collections.

* This is the Albany-Schenectady-Arestam Combined Statistical Area which includes the Capital Region MSA,
the Glens Falls MSA, plus Fulton, Montgomery, and Columbia Counties. The media market {5I#1ges8 in the

u.sS.
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Warren County is alsoreadily accessible to millions opotential visitors from the major
metropolitan areas and smalkities in New York, New Jersey, Pennsylvania and New
England. The County is also withieasy reach of the Canadianrked, and regularly hosts many

Canadian visitors.

Warren County also has good aispanger accessibilityasscheduled air service available to/from
the Albany International Airportpcated 44 miles south of GleRalls and 76 miles south of North
Creek. Currently there is nostop service from Alany to Atlanta, Bémore, Birmingham,

Boston, Charlotte, Chicago,@@innati, Cleveland, DetroiEt. Lauderdale, Las Vegas,
Minneapolis/St. Paul, New YoifNewark, JFK and LaGuardia), i@ndo, Philadelphia, Tampa/St.
Petersburg, Toronto, and WashingtDi§;. At least halbf these cities are major gateway/hub cities
connecting to all parts diie world. Additionally tkre is direct service (@ stop) to Dallas/Ft.
Worth, Denver, Houstorgt. Louis, San Antoni@and Seattle/Taena. Six carries, Air Canada,
Continental, Delta, Southwestnited and US Air serve the Albamayrport. The Floyd Bennett

Memorial Airport is a genmal aviation airport thatlso serves Warren County.

Warren County is also serveg Amtrak (at ForEdward/Ticonderoga) by the NYC-Montreal

Adirondack rail line. In addition, Warren Cdwyrhas scheduled intetg bus service.

Warren County has exdient transportation infrastructureand accessibilityo support the

continued growth of the tourism industry.

2.2. Attraction Base

Warren County offers a ¢ range of existing attractionsc¢reational activitieand events that

have great appeal to a broad range of visitath varying intersts and socioeconomic
characteristics. In addition, tleehas also been a consistent floimew attractions, events, and
programs that will keep ¢hattractions base freslir the visitor. The badlone for these attractions
is the excellent transportation neiik, as well as the natural béaof the mountains and lakes of
Warren County. The attractionsxincludes major destination sites like Six Flags Great Escape,

® Canadian and other international visitation is more often dependant on the flmctdiatirency exchange rates,
than on accessibility.
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the Outlet Malls, the winter recréat areas including Gore Mountaes well as majoevents like
Americade, and eventstae Glens Falls Civic Centefn addition, the Countgffers a wide variety
of both passive and active recreatibpursuits such as hiking, biking, boating, wildlife watching,
and golf. In our discusmns with the operators afany of the attractions (many of whom continue
to make improvements to their sites), the maguwes for Warren County attractions seemed to be

related to area brandirond marketing support.

Warren County has a solid bas# attractions located throughat the County to support the

continued development dhe tourism industry

2.3. Accommodations

Warren County has a wide rangeacEommodations at varying ipoints and levs of service
available to the tourist (and Business, Visitiigends and Relatives(VFRisitors). These range
from the luxury Sagamore Restwta range of quality mid sizexd small motels. There are
branded motels including Best Western, Holitlay, and Clarion as well as independent B&Bs,
cottages for rent and campgrounds$ere are also a significant nuenlof second homes that also

provide accommodations opportunitfes.

The issues related to accommaatad are related to the distribution of properties/rooms in the
County as well as theeasonality characteristics oétmarketplace and accommodations
operations. This seasality has reportedly led tagh relative room rage While the County is
becoming more of a four seasdestination, the locatioof the bulk of the @ommodations in the
southern part of the County has made it hard teigge overnight opportunities for the ski areas to

the west and north in the County.

Data inTable 3shows the distribution of pperties by size based on the inventory available from

the Warren County Tourism Department.

® US Census reports an estimated 7,200 seasonal homes in Warren County.
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Table 3
Accommodations by Property Sizé
Property Size Number % to Total Cumulative %
5 rooms or less 37 14.6
6-25 rooms 124 48.8 63.4
26-50 rooms 53 20.9 84.3
51-100 rooms 27 10.6 94.9
101-200 rooms 10 3.9 98.8
201-300 rooms 2 0.8 99.6
301-400 rooms 1 04 100.0
Total 254

! Does not include RVs and campgrounds. A fesperties did not show the number of rooms.
Source: County web site listing and ConsultEcon, Inc.

Nearly 85 percent of the 254 peaties have 50 or fewer roorhdn addition, onlyabout a third of
the properties are open (or avaigbear round. Those that aqgen year round are some of the
smallest and the largesitith the exception of the Sagamore, ldrgest, which is seasonal. Another
factor which is illustrated by data Trable 4is the change in the sugfilemand relationship during

the last six years.

Table 4
Total Supply and Demand andOccupancy Percentage of
Warren County Lodging Facilities, 2003-2009

Percent Change Percent Change Occupancy
Supply from Prior Year Demand from Prior Year Percentage
2003 1,647,921 927,857 56.3
2004 1,656,921 0.5% 924,747 -0.3% 558
2005 1,661,999 0.3% 925,508 0.1% 55 )7
2006 1,744,740 5.0% 935,696 1.1% 53p
2007 1,871,811 7.3% 987,312 5.5% 52 )
2008 1,891,719 1.1% 997,694 1.1% 52)7
2009 1,876,571 -0.8% 926,338 -7.2% 491
Average 1,764,526 946,450 53.7

Source: Smith Travel Research and ConsultEcon, Inc.

" The Lake George Regional Chamber of Commerce/ C\¥81i4 properties in their on-line accommodations list,
and LakeGeorge.com lists 133 hotels and motels in their online list.
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From 2003 to 2009he supply of available rooms has grdwnnearly 14%, while the demand has
stayed relatively flat. Thisas resulted in lower occupancyes put downward pressure on
average daily rates (ADR) and created financial distfer some operators, particularly in the last
two years. A number of propesdidave closed and/or are for saldultiple Listing sites currently
show 26 properties for sale, most in Lake Geamgaresenting 740 roonosits, or about 10% of
the inventory in the County. There are industnyors that some acconodations operators may
be in serious financial trouble. This imbalanceupply and demand alswakes it more risky for
current owners to make improvements to their @riogs which can also leaodl a deterioration in

the quality of existing accommodat®in the County. Aadditional challenge ithe market is that
reportedly a large number of operators close fomiheer and seasonally relocate to other areas of
the country (this is also a factimr some retailers, particularly in Lake George). DatBaible 5
shows the change in lodgingrdand by month over the samgéar period, indicating a small
increase in demand during the winter seasomfiitveths of December and January), and a small

decrease in demand iretsummer and fall seasons.

Table 5
Percent Change in Lodging Demand by Month, 2003-2009
Warren County

Percent

Change
January 3%
February -2%
March -2%
April 2%
May 2%
June 0%
July -4%
August 1%
September 8%
October -8%
November -2%
December 7%

Source: Smith Travel Research
and ConsultEcon, Inc

Warren County Tourism White Paper 9
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The last decade has been a til@ldime for the accomodations industry n@nwide. Data in
Figure 1 shows the weekly U.S. hotels occupancy s&deting in 2000 antthe 52 week moving
average, which at thend of 2009 was at adl aime low. The currenseason has shown some
improvement but the indtry will still facechallenges going forward as the economy remains

weak.

Figure 1
Hotel Occupancy Rate
—Weekly Occupancy Rate  ===52 Week Rolling Average

e [ |
- f ] RIS .
il Vi VI
'»" oy r

45.0%

——

|

U.S. Hotel Occupancy Rate

—
——

40.0% l

35.0%

30.0% T T T T T
2000 2001 2002 2003 2004 2005 2006 2007 2008 2009 2010

http://www.calculatedriskblog.com/

Source: Calculated Risk Blog.

Warren County has a good arrayf accommodations to support the continued development of
tourism, but there are structural issues the accommodations secttrat may constrict

continued growth.

2.4. Hospitality
Hospitality covers a number of agties, including visitor inteface (generally thru visitor

information systems, visitor centers; data requeastisfulfillment); staff training; booking systems
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and local resident involvementggrams to help locaksidents appreciate the economic role of
tourism. Over the last de@there has been a revolutiorhimw potential visitors access
information on tourist siteasnd regions. In 199§yst over 20 percent &mericans planning to

make travel reservations used ifkernet. By 2009, nelgr70 percent were using the internet. Data

in Figure 2 show internet usage from Jul996 through November 2009.

Figure 2
Percentage of U.S. Adults Using the Internet

90%

*
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70% 1] B

60% T 1T11 [
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May-June '05
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Nov '09

Source: U.S. Travel Association 2010 Traveler's Okthe Internet Report and ConsultEcon, Inc.
* This year data included Spanish language questionshwdsalted in lack of comparability with other years.
Data inFigure 3 display information sourcesd booking patterns typicallysed for trip planning

by online travel planners in 200@\pproximately 85 percent of thesavelers use the internet as an
information source in phning their trip.

For on-line bookers in 2010, themost important sources are:
¢ Online travel agency (Expedia, Orbitz, etc.), 66%
¢ Company web sites (hotel, airline, etc.), 61%

¢ Search engine (Googl¥ahoo, etc.), 53%
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¢ Destination organization sites, 38%

¢ General Sites offering free brochures, 13%

Figure 3
Information Sources Typically Used for Trip Planning
Among Online Travel Planners, 2009
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Source: U.S. Travel Association 2010 Traveler's Use of the Internet Report and ConsultEcon, Inc.

The role of the inteet has increased dramatically andters are much morikely to use the

internet and social mediat least as a first line of findingformation about a désation, attraction

and/or accommodations. This cextthas put increased pressurdlantravel industry, operators as

well as DMO'’s (Destiation Marketing Organizations), to be technologically current.

ConsultEcon reviewed informatigources from the perspectivesoimeone shopping the area by

going online, making phone calls and visiting taginformation centersThe following are some

of our findings:
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¢ Online, we were not sure about the “officiaike George site, or vahthat meant. We
tried to book hotel online throlagone of the tourtsvebsites for Countgnd Lake George
but could not do it — and ultintely had to use an outside ditemake the reservation.

¢ The visitor center on I-87 serves an imporfanttion as a Gateway to Warren County and
the Adirondacks but does not give a good “firstpression of the region. When we visited
the one staff person at thenter was very unhelpful.

¢ Another challenge for the visites that the area code for ‘@i services amfacilities was
not typically included with the telephone nunbbsted in resource guides. Therefore, we
could not easily book somatig like a boat cruise whilgriving through Warren County,
and using a resource gaidWhen there was cghone reception, weiéd to go online with
our mobile device to luk up the area code but we were aioting through an area that was
able to handle dataatnsfer/ internet.

¢ Overall, it was challenging and cumbersoma assitor to navigate through all of the
various websites and imfmation sources for the County.oRr a competitive point of view,
the experience was not user friendly.

Another important source of contact/visitor infotroa is provided by wallkn visitor centers.
Currently there are 11 visitinterpretive centers in ¢hCounty as noted in tigarren County 2010
Year-Round Travel and Fun Guide. Information and visitor centease sought out by visitors to a
region either before or during their stay at stidation. We researell available information

centers in Warren County. Thdléaving summarizes our findings.

2.4.1. Information Centers and Interpretive Centers
Data inTable 6 show the characteristics thle 11 informationad interpretive cents that are listed
under “Information Centers araterpretive Site” within theWarren County 2010 Year-Round
Travel and Fun Guide published by the Warren County Tmaumn departmentThese centers are
located throughout the County and vary in saalaterials presented, ment, governance and
operating hours. The primarysitor information centein Warren County is the Lake George
Visitor's Center in the Village of Lake George. It isameasonally, while thathers listed that are
smaller venues, are open year rotindost of the facilities areun by either loal government
authority or chamber of commeragith the exception ahe Adirondack Information Center on I-

87 which is run by a private contractor/operator.

8 In the July 28, 2010 meeting of the Tourism Committee regarding discussions about the Visitor Center funding for

2011, Ms. Kate Johnson indicated that Yfisitor Center was open year round.
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Information Centers / Interpreti ve Sites in Warren County, NY

Table 6

as Listed in 2010 Lake George Area Mation Guide by Waren County Tourism

Information Center /

Interpretive Sites Address City State Content Hours Season Goveance
Adirondack Information 1-87 N Btwn Exits  Glens Falls NY info center on highway May 15-Nov 1, Saturdays Year-round Private operator
Center 17 & 18 through Thursdays, rom 9 am to
5 pm, and Fridays 9 amto 7 pm;
Nov 1-May 15, Fri-Sat. from 9
amto 5 pm.
Macionis Family Center for 4905 Lake Shore Bolon Landing  NY preserve - 11 mies of trails Mondays through ¥idb0 amYear-round Lake George Land
Conservation Drive to 4 pm. Conservancy
North Warren Chamber of Rt. 8 Chestertown NY information, recreation area (skiours tied to school season - Year-round North Warren Chamber
Commerce at Dynamite Hil & sledding), baseball & other  September to June (or end of of Commerce
(Town of Chester Recreation classes), open only on Fri.-Sat.
Area) 10 amto 4 pm; summer holidays
open Mondays through Saturdays
10 amto 4 PM and Sundays 10
amto 2 PM.
City of Glens Falls Tourism 65 Ridge St. Glens Fals NY rack cards in City Hall lobby BMbndays through Fridays, 8:30Year-round City of Glens Falls
Office can go see Alice Grether for  AM to 4:30 PM, or City Hall
more info. hours.
Lake George Visitor's Center 1 Beach Rd. Lake George NY information &ayispbout  Nov-Feb: Closed. Seasonal Owned by Vilage of
Lake George and region Feb 6-28: Sat. & Sun. 10 amto Lake George. Lake
4 pm George Regional
Mar 1-Apr 29: Closed. Chamber of Commerce
Apr 30-May 30: Fridays 12 pm contracts with Vilage to
to 5 pm, and Sat. & Sun. 10 am staff information part of
to 5 pm center. Vilage maintains
May 31-Sep 6: 7 days from 10 restrooms, grounds, etc.
amto 8 pm
Sep 7-Oct 31: 7 days from 10
amto 5 pm
Visitor Center at Town Beach Lake Shore Drive  Hague NY At Robert E. Héamorial 7 days per week 8 am—4 pm.  Year-round Town of Hague?
Park (beach, boating, park)
Rockwell Harmon Cottage 37 Main St. Lake Luzermne NY Restored cottage buit in 1852. Unknowren salled number ? Town of Lake Luzerne?
Tourism Center received automated options and
hours not one of them.
Adirondack Community 228 Main St. North Creek NY Exhibits and displays highlightiigies.-Fri. 9 amto 5 pm, and Sat. ~ ? Gore Mountain Regional
Information Center historical influence of the Hudson 9amto 4 pm. Chamber of Commerce
River on North Creek.
Heritage Center at the OneidE85 Sunnyside Rd.  Queensbury NY library, research, long-range Unknown - when called number ? Oneida-Warren County
Warren County Historical museum plan. received answering machine of Historical Society
Society Historical Society.
Chamber of Commerce Lean- Stony Creek NY lean-to / box with postings NA ? Stony Creek Chambe
to at the Four Corners Commerce
Warren County Tourism 1340 Rt. 9, WarrenLake George NY general information at offices Mondays through Fridays 9éear-round Warren County Tourism
Department County Municipal to 5 pm Department
Center

Source: Warren County Tourism Departmentififies listed and ConsultEcon, Inc.

of

From the perspective of the consumer, we weretabiach 6 of th 11 centers by telephone listed

in the Guide. The respses were not consistent and in sa@ames the information shown was not

accurate. As previously mioned, the visitor centem 1-87, which is ira “gateway” location for

the region serves an important function but doegineta good “first” impression of the region. In

calling the Lake George Visitor @&r, we received a fgff” response and we given the phone

number of the Chamber tdbtain more detailed inforation. In some casdélse “information center
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/ interpretive sites” listed werot answering their pimes, nor was there helpful information on the
answering machines. What is Idtas “information center / interpretive sites” was not always
representational of what the fagilictually was, such asthe case of Dymaite Hill, which was

really the North Warre@hamber of Commerce.

Another issue that was discussedur stakeholder meetings wasployee training Because of
the seasonal nature of muchtoé tourism industry, many of the workers in the industry are
seasonal and often have minimal training in theisoubusiness. This need for worker training was

noted by a number of our interviewees.

Another important component of hospitality is theywzat the local populatioviews the travel and
tourism industry. Often local residents in destions like Warren Qaty view the tourism
industry as a nuisance, and this is often conveysaitors in various wgs which reduce visitor
satisfaction with a destinationnformation and edutian for the local popation is often a key
component of a tourism delopment plan to assure that desits who interface with visitors
provide a positive experiender the visitors. Some destinatiogxgen organize local resident FAM
(Familiarization) Tours for local residents to acqtu#iem with the industrgnd key attictions and

services that thecommunities provide.

2.5. Organization

The organization for tourism promotion and suppoé& destination area edten crucial to the
overall competitive success of the arétavas interesting in our int@ews that thos operators who
were relatively new to the area were confourmtetiow things worked and how their properties
could best work with the indugt Some new operators had cofrem areas with strong DMO’s
with a strong brand and organizational capabilitiie apparently fractured nature of the tourist
organizations in Warren @Qaty, with its peceived politicization, has repgedly made it difficult
for them to effectivel work with their pees. The diagram ifigure 4 is an attempt to show the
current relationships of the major stakeholdetsimism promotion and development. What is
striking about the current situation is tha thounty has a wide ram@f stakeholders and
participants in the tourism esomy. In the general promoti@nea there is the Warren County

Tourism Department, the Chambers of Commarakthe Lake George ®/as well as a private
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group, LakeGeorge.com that tetodcover the whole County. Thergest of the Cdimbers is the
Lake George Regional Chamber@dmmerce. There aso an umbrella organization, The
Council of Chambers as well gee Adirondack Chamber of Comraey that deals tangentially with
tourism. In addition there are also large ismrindustry players who dbeir own marketing and
have access to corporate support systeas illustratedn the diagramKigure 4) there is no

central coordinating group or organization thatfcély represent the industry and its concerns.
There also appear to be limitemtums to bring the industry togethand forge a common agenda.
The Council of Chambers has sponsored a sefrieglustry dinners and programs to support the
industry. The Lake George RegabiChamber of Commerce, in a seyvof its membes, found that

a large number were imessted in substantive programs arfdimation to support their business.

The Warren County Tourism Department issues agpyanewsletter but itonsists mostly of
promotion oriented materialThere is very little otrend data, industry begtactices and research,
strategic planning or training for industry managers and workers.

There was a Tourism Prarion Citizens AdvisonlCommittee that could have been a bridge
between local businesses anddests and the Warren Countyursm Department, but that was
disbanded in late 2006.
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As part of our work we revieweghd contacted nine destinatameas considered competitive with

Warren County. Those reviewed include:

1.

© © N o bk wDd

Essex County, NY

Saratoga County, NY

Finger Lakes Region, NY
Berkshires, MA

Cape Cod, MA

Lakes Region (Belknap County), NH
Lancaster County, PA

Poconos, PA

Long Island, NY

We recorded a great deal of information altbetorganizations thaire responsible for

promotion and tourism development in theseargi Some of our keindings are as follows:

¢

All of the organizations respoibée for the destination’s nnleting are private, not-for-
profit organizations.

One of the 9 destinations reviewed sharesidsponsibilities with two entities — this is
the Saratoga CVB, which isggonsible for meetings andagip travel, and the Saratoga
Chamber of Commerce, which is respbfesfor the individual visitors.

Operating budgets range from approxinha&580,000 for the Lakes Region Association
(DMO for Lakes Region in NH) to $6.3 million for the Poconos Mountains Visitors
Bureau (DMO for Poconos, PA).

Primary source of funding for 5 of theDMOs reviewed is from occupancy tax
appropriations. The other 4 rely amtling from programs, sales, advertising,
memberships, other sources, and/or local and state governments.

Five of the 9 DMOs offer on-line servations on the DMQO’s web site.

Four out of the 8 DMOs fully outsource fulfillment; 3 do both in-house and outsourced
fulfillment; and 1 does it in-house.

One of the agencies is planning on elinimgmost printed materials and doing their
fulfillment digitally.

Within its competitive set, Warren County is the only destinatiom that relies on a government

entity (Warren County Tourism Department) to be the lead agency in tarism promotion and

does not have a clear DMO.
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2.6. Marketing/Funding
Marketing and funding for tourism delopment and promotion is centtalthe success of an area.
The hotel tax (and rental car tzxsome locations) is often ayksource of funding to support

tourism marketing and developmeas, it is in Warren County.

Tourism marketing in Warren Countyfinanced largely its occupangtax. Initiated January 1,
2004, the occupancy tax regas any facility providing lodging oan overnight bsis to impose a
tax of 4 percent for every ogpied room within itsécility. From 19880 2003 all public sources of
tourism revenue were funded through the Wa@eunty General Furigudget. The Tourism
Department was fully funddaly the occupancy tax fdne first time in 2007.

The occupancy tax has developei ithe preferred way to promdtaurism in many jurisdictions
throughout the United States.céording to a DestinatioMarketing Study, 53 percent of the funds
generated by the tax are typically allocated estination Marketing Organization (DM®)
Occupancy tax revenues are used by slightly riane a third of destinatis for convention center

purposes, and nearbne quarter of destinatie allocate the revenuedcenas and sport facilities.

In Warren County, the Board 8lupervisors Occupancy Tax Coaralion Committee distributes
ten percent of the money collectegthe tax to applicas whose events wilhcrease tourism in the
County. To determine ¢hamount of fundingn event will recei®, supervisors gsa point system
that analyzes the poteriteconomic impact the ewt will have on the comunity. In 2009 the
committee received 36 plicants seeking $635,00@ver $330,000 was digiuted, and all but one

of the applicants receivet least some funding.

Data inTable 7 show the annual occupaniax revenue byarren County community from 2004
to 2009. While the occupancyteevenue in the Village of LakBeorge decresad 4.8 percent
from 2004 to 209, the Town of Lake George’s occupptax revenue increased 12.7 percent in
that same period, resultingam overall increase of 3.8 pertéor both areas. Warren County

occupancy tax revenues increased 12.4 percentlidvena 2004 to 2009. Tik can be attributed

® Warren County
1% Destination Marketing Association Interratal 2007 Organizational and Financial Profile
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largely to Queensbury, which increased its reveifitem the occupancy tax 203 percent from 2004
to 2009. The decreaseBolton was likely atibutable to some pr@pties closing and being

redeveloped as residences.

Table 7
Annual Occupancy Tax Rerenue by Warren County Community, 2004-2009
2009
Percent 2009 Cumulative
Change, Percent  Percent to
Community 2004 2005 2006 2007 2008 2009 2004-2009 to Total Total
Queensbury $257,712 $334,647 $664,425 $844,044 $907,660 $780,932 203.0% 26.8% 26.8%
Town of Lake George 605,231 651,895 624,094 746,775 744,093 681,887 12.7% 23.4% 50.1%
Bolton 839,447 830,533 828,515 850,734 820,706 614,936 -26|7% 21.1% 71L.2%
Village of Lake George 627,086 653,117 615,426 652,014 629,657 596,913 -#.8% 20.4% D1.6%
City of Glens Falls 80,957 79,591 72,827 70,484 71,865 62,602 -22.7% 2.1% 9B.8%
Johnsburg 59,349 44,460 81,978 59,884 59,673 56,653 -45% 1.9% 9b.7%
Chester 33,563 35,574 35,899 45,415 43,300 34,702 3[4% 1.2% 96.9%
Lake Luzerne 29,968 34,007 31,199 33,324 30,086 26,154 -12.7% 0.9% 97.8%
Horicon 20,208 29,459 21,076 21,928 21,457 20,921 3.6% 0.7% 94.5%
Hague 15,749 16,442 17,591 19,411 19,179 17,996 1413% 0.6% 99.1%
Warrensburg 20,807 20,965 18,340 18,142 17,076 17,412 -16.3% 0.6% 9P.7%
Stony Creek 7,793 23,979 19,949 23,053 27,776 4,174 -46|4% 0.1% 99.9%
Thurman 0 2,360 2,412 2,860 4,648 3,972 NA 0.1% 100.0%
Total Warren County $2,597,871  $2,757,029 $3,033,734 $3,388,067 $3,397,174 $2,919,253 2.4%1 100.0%
Source: Warren County and ConsultEcon, Inc.
Figure 5
Warren County Tourism Indicators
=®==Tourism Budget in Dollars =M= Occupancy Tax Collected in Dollars Lodging Events
$4,000,000 4,000,000
$3,500,000 — 3,500,000
/..__-\
$3,000,000 7./ ~ 3,000,000
$2,500,000 .//”\ 2,500,000
$2,000,000 / \v‘ 2,000,000
$1,500,000 4 1,500,000
$1,000,000 1,000,000
$500,000 500,000
$0 T T T T T T T o
2002 2003 2004 * 2005 * 2006 * 2007 2008 2009

Source: Warren County and ConsultEcon, Inc.
Note: Years that include asterick (*) include budget/payments to Paul Kaza Assoc.
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Data inFigure 5 shows the recent pattern for three indicgtlwdging “eventsas reported by the
Tourism Department; occupancy tax collectedt #oe Tourism Department budget. While the
Tourism Department has grown substantially esithe introduction of the occupancy tax as a

revenue source, lodging “aws” and occupancy tax collections have declined.

3. COMPETITIVE ENVIRONMENT

3.1. Warren County Tourism Trends

Data inTable 8 shows the number of “utsr events” to Warren Gmty from 1994 thru 2009,
based on calculations byethVarren County DepartmerasPlanning and Tourisrt. These
calculations are based on surs@f the accommodations industigformation provided by D.K.
Shifflet and Associatesgarding the number of day trip visigoto the Adirondack region and other
factors. Survey data wast collected for 2001, therefore this dagd is not available. As noted in
the data, there have besgnificant changes in the data frgmear to year. The biggest negative
swings in lodging occurred in @0, 2003, 2005,@7 and 2009. These swings suggest either some
important intervening events, or bring into questimmnature of the visitdracking system. Most
destinations show a less volatile change in visitaftiom year to yar. There have been significant
events, however, inclir, the recent recessionparcting travel patterns tianwide, as well as the
stories about the pollution of Lak&eorge and the boating disasivhich claimed 20 lives (in
October 2005) that havesulted in negative publicity for Lake George.

1 Accurately counting visitors to a destination (unlesistamd) is extremely difficult.While there are standard

definitions that are generally agreed upon (for instance a “tourist” is someone who takes a trip at least 50 miles from
home to a destination, attraction, etc.), actually beingtahladerstand the number of annual individual travelers is

key to any effective planning. The derivation of “visitor events” seems to be a particular Waurdgy @#inition,

which makes it hard to use for comparison purposes, or for business planning.
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Table 8
Number of “Visitor Events” to Warren County 1994 to 2009
Percent Percent Percent Percent
Change from Change from Change from Total Visitor Change from
Campers  Prior Year Lodging Prior Year Day Trip  Prior Year Bvents  Prior Year
1994 1,185,654 2,480,180 3,665,834
1995 1,127,440 -4.9% 2,609,947 5.2% 3,889,933 7,627,320 108.1%
1996 956,219 -15.2% 2,651,760 1.6% 4,010,220 3.1% 7,618,199 -0.1%
1997 884,278 -7.5% 2,656,103 0.2% 5,461,350 36.2% 9,001,731 18.2%
1998 1,137,997 28.7% 3,164,184 19.1% 4,660,696 -14.7% 8,962,877 -0.4%
1999 1,192,782 4.8% 3,747,280 18.4% 4,559,781 -2.2% 9,499,843 6.0%
2000 1,242,613 4.2% 3,222,751 -14.0% 4,465,364 -2.1% 8,930,728 -G.I%
2001
2002 1,246,051 3,286,045 5,491,223 10,023,319
2003 1,543,187 23.8% 2,634,106 -19.8% 4,664,474 -15.1% 8,841,767 -11.8%
2004 1,703,632 10.4% 3,358,713 27.5% 5,652,746 21.2% 10,715,091 21.p%
2005 941,769 -44.7% 2,792,351 -16.9% 3,734,120 -33.9% 7,468,239 -30.3%
2006 833,617 -11.5% 3,439,306 23.2% 4,272,923 14.4% 8,545,846 14.4%
2007 781,757 -6.2% 3,093,630 -10.1% 3,875,387 -9.3% 7,750,774 -9.3%
2008 582,898 -25.4% 3,749,205 21.2% 4,332,103 11.8% 8,664,206 11.8%
2009 640,038 9.8% 3,023,622 -19.4% 3,663,660 -15.4% 7,327,320 -15.4%
Total 15,999,932 45,909,183 62,733,980 124,643,095
Average 1,066,662 3,060,612 4,182,265 8,309,540

Source: Warren County.

However, these visitor calculations are not uskiubusiness planning as this analysis likely

overstates the actual number of indisval visitors to the County.

The Northern New York Travel driTourism Research Cemntat the State Ungrsity of New York

in Potsdam sponsored a 2006 ewrait impact study by DavidsdPeterson Associates (DPA) of

ten counties in the Adindack and Thousd Island/Seaway region$ New York. The study

estimated the overall impact of tourism on ghesgions as well as tirapact for each of the

counties with the regiong-or Warren Countyit estimated thahere were 1.36 itfion overnight

person visits (one person magione stay in onecaommodation) in 2006Approximately 58

percent (or 786,000) stayed imatel, motel or resorg3 percent (or 315,00@) campgrounds, 10
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percent (or 130,000) in cabins or cottages, aper®ent (or 124,000) withiends and relatives, as
shown inFigure 6.2

Figure 6
Warren County Overnight Person Visits in 2006

Friends and
Relatives, 124,394,
9%

Cabins / Cottages,
130,283, 10%

Hotels/ Motels/
Resorts, 785,930,
58%

Campgrounds,
314,555, 23%

NOTE: Person visit is equal to one persoaking one stay in one accommodation.
Source: Davidson Peterson Associates.

DPA had conducted a similar stuiey2003 and the differences be@n 2003 and 20Qere slight.
For Warren County in 2008, was estimated that there wdr&7 million overrght person visits
(one person making one stayone accommodationd number slightly higher than the 2006
estimate. The acoumodations proportion wadgtly different as wellless people stayed in
commercial accommodations and mioreampgrounds. Approxinely 55 percent stayed in a
hotel, motel or resort, 25 percemicampgrounds, 10 percent in gabor cottages, and 10 percent
with friends and relatives. Howayén 2003 the numbeaf available hotels/motels/resorts’ rooms
was 5,909, compared 6553 in 2006 representing excrease of 10.9 percent.

There is no accurate count of day-trippgerthe County. Based on the attraction survey
methodology used by thl&ounty there is likely doué counting of actual vigirs to the County.

21n 2006, this assumes 6,553 total hotel/motel/resorhsoat an average total annual occupancy rate of 52%:;
1,467 cabin/cottage/condominium units at an average total annual occupancy rate of 54,%6Z&ndmpground
sites at an average seasonal occupancy of 46%.
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3.2. Competitive Context

The competitive context fdNVarren County tourism f&irly complex. Whilethe County has large
markets to draw visitorfsom, there is also a laegamount of competition f@hose visitors. In our
interview process wasked informants what they coresield the major congition for Warren
County tourism. We recorded nearly 20 differamtas in the northeastepart of the country?
These ranged from nearlmcations such as Saratoga arsddx counties to d@ésation areas in
New England, New York andew Jersey and Rasylvania. In terms ohdividual Warren County
businesses, the competition migtstaabe internal to Warren Countyhe tourism business is very
competitive nationwide witindividual busnesses in the same locatioften competing against
each other. In this type of &imess environment, the destinatereas also corefe against each
other so the destination marketing organization ines$tighly focused to dekr prospects, so that

individual business can thrive.

Data inTable 9 show the competitive conteixt Warren County versus othareas of th country.
The data in Table 9 suggeshat Warren Countyas performed less wdiian the Country and the
State over this most recent meti While visitor volune and spending hasdn down across the
board, the declines in Warren County have beeatgr compared to the®).and New York State
as a whole. In addition, the occupancy tax ctitb@s during this peod were also downThis

may suggest that Warren County may be loag market share toother destinations. The travel
and tourism business is an indkyg competitive business and consumers haseoroad choice of

destinations to choo$em, so there is a cotat need to keepdestination competitive.

When we shopped tharious destinations we were struckthg ease of access, via the internet to
some destinations, which allod/es to book roomseamlessly, accesganmation and make
transactions via social medidhe current fragmented system Warren County made it more
difficult to do many of these pes of transactions. When wejuired why this was the case, we
were told that because the Couistynvolved, it isdifficult and there areften legal barriers to

doing certain types of things that arersoonly done by compiéor destinations.

13 Some informants actually included competitive areas outside of this geography.
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Table 9
Comparative Tourism Trends
2008-2009
us? NY State® Warren County *
Visitor Volume (3.3%Y (3.4%) (15.4%)
Visitor Spending (7.3%) (13.8%) (14.19%)
Source:

! Tourism EconomicsThe Economic Impact of Tourismin New York State, May 2010
2 US Travel Association[ravel and Tourism Works for America, June 2010

3 Warren County Tourist Office data tabulation — total visitors — comprised of three components: campers (8.7%
of total); lodging (41.3% of total); and daytrip (50% of total). Campers we®e88f; lodging was down
19.4%; and daytrippers were dows.4%.

“ Traveler leisure spending, US Travel Association
® Based on Warren County occupancydabections. Delinquent taxes may aaat for some of this decline.

3.3. Conclusions About the Competitive Context
The issues and challenges thia currently in focusand confirmed by our interviews of key

tourism industry informas in the County can be described as follows:

Lake George is a mature tourist destinatiod recent note in thew York Travel section

captures the sentimeoit many observers: “avoidake George Villge, a tacky lakede strip mall”
(NYT, April 25, 2010). There is a sense thatkeaGeorge Village is “pads prime”, losing market
share, that property owners and others hav&em their properties current, and that the
community may be living on its storied past. Withere are those who would and have vigorously
disagreed with this characterization with some reabene is enough truth in the assertion to raise
concern and for the tourismroonunity to address this potential negative brand imagdere is a
need for every tourist attractiamd destination to beontinually respondintp changing market

and consumer demand in order to maintain aad gnarket share. Thmtential negative brand
image for Lake George points to a need to ldgve clear brand identity for Lake George and the
County that draws on its prime assets and resgoritie needs and interesif today’s tourists.

1 The Lake George Regional Chamber of Commerce has been working to initiate a Main Street type program in the
Village to help address some of these issues.

Warren County Tourism White Paper 25



ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

Lake George is a highly seasonal destinationke many recreationaestinationshe tourist
season in Lake George is highly seasonal, miist lodging properties gnopen inthe summer

and fall seasons. The Lake George Visitor aterpnetive Center, in thheart of Lake George
Village for instance, isnly open full timgrom June to Octobéer. Some properties, particularly the
branded hotels stay ep all year, but thbusiness is still heavily concentraiadhe summer/fall
season. The Sagamore, in Bolton Landing expetiedewith a full yeaseason, but after poor
business, went back to a seasonal operation. gimg industry peoplhat we interviewed felt
that it was a chicken aregjg situation and that it would be extrely difficult to extend the season

significantly in Lake George gdeause too many of the busiresslosed in the off season.

Warren County is becomiy a four season destation, but tourisn marketing is 8ll focused on
Lake George® While Lake George has been the histariger of tourisn in Warren County,
during the last decades there have been significeestments in other @as of the County that
have shifted the mix of tourist atitions, and the seasdityeof touristic activity. North Creek, the
home of Gore Mountain, for iretce has taken orf@ur season quality Wi investments in a
number of venues and accommoadias. The Great Espa in Queensbury hasntinued to make
significant investments that have extended timairket and they hawexperimented with a
lengthened season. West Mountain Ski Center ogeafitgear round, not i for the winter ski
season. The Glen Falls Civic Cenhosts events year round thehg visitors irio the County.
Warren County is a large and dise geographic area, and is beawgninore of a four season’s

destination and tourism marketing should reflect this diversity.

There is a duplication of marketing effortOne of the issues that erged in our interviews and
research was that there is a duplication of efifoiérms of marketinghaterials and sources of
information. The Warren Countyourism Department as well as the Lake George Regional
Chamber of Commerce and CVBdaa private group (Lake Georgers) publish (and/or maintain

online) similar marketing materials as well agasate guides to conveniti and meeting space.

5 In the July 28, 2010 meeting of the Tourism Committee regarding discussions about the Visitor Center funding for
2011, Ms. Kate Johnson indicated that Yfisitor Center was open year round.
% This may not be reflected in the occupancy because many visitoese regional residents.
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The County tourism office web siebranded as the “Official Guidéd the Lake George Area, but
it is unclear what that reallyeans. LakeGeorge.com appdarse the digital alternative.

There is no one or no organitian to take the lead on coordinigig new touristinitiatives and
strategic planningfor the County. There does not appear to beadl@rganization to interface with
internal and externaburism industry stakeholders. @kVarren County Tourism Department
focuses much of its attention producing marketing material, imt&l communication with County
businesses, research, fulfillment and interfacirth tie wholesale tourist industry providers. Each
of the other Chambers of Corarnce and the Lake Geyw CVB are focusedn their own more
localized geography. There is rast overall County tourist advogacrganization, and as one of
our interviewees said, “The business communitysdue speak with a unified voice.” The County
Tourism Departmat might be gpected to fill the advocacy role, bag civil servats reporting to

the County Supervisors it may be inappropriatetfem to be advocates for the industry to the
Supervisors. In many compdnle destinations 6hDMO —Destination Marketing Organization,
which is often a private non- profit organizatiqtays this role. Arxample of the current
situation is the Ad Ho€ommittee that was assemibley EDC to work witithe promoter of the

Centurion bicycle racing event to try dadd this important event for the County.

Lack of consensus within the tourist industrnyAn important finding of our work is that there
appears to be a lack of consesnsuthe tourist industry aboutykessues facing the industry. The
dispute around the Gasligifillage site may be indicative ofithinability to comeo a consensus
over issues related to supportingl@eveloping tourism in the Coun'ty.In our interviews we
heard many ideas and opinions, and in some t&sed opinions that wegdtributedto someone
who we then subsequently interviewed andalisced that the convey@ginion was not as
portrayed. There also seemed t@back of a forum for people the industry to come together.
The closest might be the Council of Chambers, bmopgpgether the local embers in the County.

There are

" The Council of Chambers reportedly did vote to support the rehabilitation of the Cavalcade of Cars building at
Gaslight Village.
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many sophisticated industrygylers in the community who hagecess to proprietary market
research and other important infatmon to help them make busssedecisions, and then there are
others who do not have access e tipe of information. Therare some we interviewed who fell
that the County Tourism Deparént is doing a good job supfing the industry and there are
others who felt that the Countyiirism Department is not particularly effective in supporting the

industry.

Mixed Messages About Countrand” / Position. Warren County web site promotes/brands
Warren County as Lake Georgéhe rationale is that Lake Gearis the primary generator of
tourist visits and generates substantial bed tais. also the recognizabimage for the County.
Warren County, however, is a larged diverse area (nearly as laageour smallest state) with a
wide range of attractions andasenal activities. May people that wanterviewed had mixed
feeling about this brandin If we look at the branding for &sx County/Lake Pladtwe note that
Essex County is branded as four regions—muehdistate might brand different regions. This
branding of Warren County as La&eorge should be carefully reviewdd.addition to reviewing
the regionality of the brand terms of what geographic areaaghe County that are being
promoted, it is impoént to establish a kadentity for the Canty overall in termef what it offers
potential visitors.

Increasing Competition.As noted throughout ik paper there is aneasing competition for
visitation in the northeasharket. This will bexgected to continue antensify over the next
years. The competition will be manifested ioréasing use of the inteshand social media to
engage potential visitors, a need to continuallyestfra destinationwith new offerings of attractions
and accommodations. Also important will be tleed to move quickly respond to this
competitive contextln work that wehave been doing in a gulfast Florida destination, the DMO

was able to respond withanfew days to the oil spill with nemessaging and offets their market.

Economic Outlook. The economic outlook remains chaligng. The most recent communication
from the US Travel Association aurrent industry trends descriliee current situation “as one of

suspended animation. That isegvglint of recoverys met by a worrisomgend. The economic
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recovery has, unfortunately slowed." The bright spot has beeretemergence of business travel,
but leisure travel stilis in the doldrumslt is likely that this sitution will be persistent and bring
with it a share of business failurdsis also likely to blunt thefforts of many seamal destinations

to expand their shulder seasons.

4. TOURISM ISSUES AND CHALLENGES
There are a number of issues andlleimges related to the continugrdwth of the tarism sector in
Warren County. These include:

¢ Future of the Gaslight Village site

¢ Organization and Coordination for Tourism Development

¢ Visitor Tracking / Data Collection

¢ Lack of Strategic Plan

¢ Lack of a Clear Brand Identity/Raitially Negatre Brand Image

4.1. Gaslight Village

The issues that have déwged around the Gasligkfillage site ad the reuse of hCavalcade of
Cars building is in some wayddicative of the current issuedated to tourism development in
Warren County. The Gasligkillage site is a key & in Lake George th&bused a project that
was emblematic of tourism development after Wuvlar 11 with the advent of mass auto oriented
travel and the developmiénesurgence of the ameraent park indust. Gaslight \llage was a key
part of the entertainménfferings in Lake Gege thru a number of decades. When the project
closed in 1989 there was an aif# to redevelop the site forcanvention center to take full
advantage of the rapidly developing conventionrass during the last twadecades. At least two
feasibility studies were conductéd 1999 and 2006) whiitcsuggested that tleewas a market for a
convention center in the range 80,000 square feet (SF) ofepflat space ia building of

approximately 70,000 SF.

18 Travel Industry Association, US Travel Outlook, August, 2010
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The competitive environment in nearby Lake PlgEissex County) and Sémga Springs (Saratoga
County) where modern conventioanters had been developednhade it essential for Warren
County to consider developing a convention getatée able to congte for thismportant
convention business. The recoemded site for a Lake Georgenvention center in the 2006
feasibility study was #h Gaslight Village siteSubsequent events resulted in part of the Gaslight
Village site being requed for environmental mitigation and ptawere developed to create a park
like environment and to reserverpaf the site for developméenf a community scale project,
described as the Westdgik Conservation Initiativand festival space. Abke debate over the
nature of the community project developed basidalty different ideas emerged; try to reuse the
existing buildings on t site (theatre and Cavalcade ofsauilding) or demolish the current
structures and develop eitheraasew event building and/or apen event space/structure that
might include the poteial for temporary tent stalures. Because of the tigite control of the site
(County, Town and Villagas tenants in common) in order to proceed wiiter appvach, some
consensus needs to be develodadbur stakeholder intervieve®nducted for the overall tourism
white paper review, we did ask respondents to cention the Gaslight Véige site. Many did not
comment and considerecktissue a local Lake George issuth little relevance to developing
tourism in Warren County. Ftlmose who did comment the follavg points/issues emerged.

These points may or maytrige factually grounded.

In support of retaininghe Cavalcade of Cars building (notarder of importace) the following
points were recorded in our interviews and research:

¢ The building shell is of a ze (estimated net 10,000 +/- SF public use) that it would
be marketable for a wide range of uses.

¢ There is a sunk cost in theisting building infrastructuréhat would be lost if the
building were demolished - the building is a simple steel frame structure.

¢ If the building is demolished there is no guaeanthat anything would replace it - this is
possibly due to environmentalstections, and available funding.

¢ There is a need for a common event spadee used by the community and to
supplement the smaller hotel’s need for event space.

9 Olympic Center in Lake Placid is 92,000 SF andwa, 199,000 SF Conference Centonnecting the 1932 and
1980 Olympic Center is slated to open in 2011. IntS8geaSprings, the 32,000 SF Saratoga Springs City Center,
which opened in 1984, is undergoing renovations slated to be completed by autumn 2010

Warren County Tourism White Paper 30



ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

¢ There is a need for a year-round event spabtelfpdevelop business in the shoulder and
winter season - such a facilitpuld help to fill this need.

¢ There is still the need for a much largenvention center in Warren County and this
space might be the core of that development for the future.

¢ The Lake George Regional Chamber of Commerce & CVB needs a public venue to
“sell”.

¢ Concern that if Cavalcade is demolished, neptvent space will Hauilt as there is a
need to create sedimentation treattragra on the site as part of park.

¢ Concern that if State money is used on the(&tedemolition) then the site can’t be used
for paid parking.

In support of demolishing the @acade of Cars buildg (not in order of importance) and
proceeding with the alternativegpl the following poits were recorded iaur interviews and
research:
¢ The building is obsolete and basically uale for contemporary activities, without
completely rebuilding it, and bringing it up current building cde standards.
¢ Cost too much money to save, and rehttéiit and the source of funds is unsure.

If we rebuild it, why not start with a newgqect that could take advantage of the most
current building and code requirements, nmeatket demands and have broader appeal.
Examples of such smaller scaled, communitgrded event projecthat were noted are
the Emerson Park Pavilion in Cayuga County (showfigare 7) and the Canfield
Casino in Saratoga County (showrFigure 8).

Figure 7
Emerson Pavilion inCayuga County

Emerson Park
Pavilion

Source: http:/mww.co.cayuga.ny.us/parks/emerson/info.html
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Figure 8
Canfield Casino inSaratoga Springs
e.
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Source: http://www.saratoga-springs.org
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¢ There is currently money availabledemolish the building and provide modern
infrastructure to the site, but there is nentlfied funding to save and redo the current
building.

¢ Grant funds are available to cover the aisiemolition of the buildings, and site
development.

¢ There is already enough conference/eveatspn the County in the 10,000 SF and lower
range - what is needed is a bigger evafce/convention space to help expand the
market.

¢ The Lake George area is seasonal and reusing the Cavalcade building will not change the
basic seasonality characteristics of the market place.

¢ Itis unclear who would progde governance, operation and on-going maintenance for the
project. It would operate at a loss amoluld require an anml operating subsidy.

¢ There has been no coherent busineas ptesented for saving the building.

¢ Neither the County, Town or Village hag@aod track record in building and managing
projects.

¢ Gaslight site is “great enti to Lake George - would Ioefit from open air pavilion and
gathering/festival area “liken South St. in Glens Falls”.

¢ Need large festival area in Lake George for events like Americade and car shows.

¢ Need to address sedimentation (and its treadnmext to Lake so as not to ruin beach
experience and affect visitationleach park in Lake George.

¢ Need to determine if buildg is in flood plain.
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The issues related to the Ggist Village issue can be amacterized athe following:

1. Technical (physical) reuse of existing building.A number of experts and others have
reviewed the Cavalcade building and there does not seem to be a consensus on what
would be needed to restore the buildingdaontemporary conference/convention/event
use. Some of those we interviewed ftkdt the building hado residual value while
others felt that there was value in the corgructure, which was built well over twenty
years ago. The building is a very light glei, steel frame, shed type, open, high ceiling
one-storey, three season building withinsdlated walls, limited wind bracing and a
concrete slab floorFigure 9 shows the building.

Figure 9
Recent Images of Cavalcade of Cars Building

Source of images: ConsultEcon, Inc.

There is much “opinion” on what would be imved in restoring the building. Capital cost
estimates range from $675,0@0upwards of $2,000,0Q6 rehabilitate the buildintf.

Some have estimated atht might take to redevelop theilding at a low level or fixer-
upper but it is unlikely that anything lesatha complete redevelopment would generate
any significant reveue and be competitive in the magkate. It mighin fact confirm a
down market trajectory for Lake George iéthroject was done inde than a first class

20 A series of studies evaluating the buildings was undertaken by the firm of Clark, Patterson, Leg {$anua

2009); the Phinney Design Group (February 10, 2010); and Charles C. Barrow, P.C. Consulting Engineer (August
2008); some of our interviewees also did back of the envelope reuse estimates based on theaeekpigearea

and this range of costs was confirmed.

Warren County Tourism White Paper 33



ConsultEcon, Inc.
Economic Research and Managemer@onsultants September 1, 2010

way. Gaslight Mlage closed over 20 yeaagio and the site has beara dilapidated state
for many years, which certainly has not leelghe overall image of the communitihe

rule of thumb for those in the building reuse bungss is that it is likely to cost as much to
retrofit and rehabilitatea building as it will cost to bild new. Any savings that might
occur should be considered windfalls.

2. The Reuse Vision.There does not appear to beocasistent vision fothe reuse of the
existing building. This is reflected in theri@us estimates of cost to rehabilitate the
building. These reuse visions seem to range a sort of clubhouse for the community
to a modern, four season convention/event fgcilithere seems to be a feeling that if the
building is saved (based on the recent petith Lake George among business persons as
well of some of the individuals interviewédor the tourism white paper) it can make a
significant impact on the tourism market inkeaGeorge, particulbrin the winter
season. The difficulty with this that the inherent demand plefof the events market is
also highly seasonal, with only about 13%aahual events occurring in the months of
November, December, January and Febraaoording to the Pinnacle Convention
Center feasibility study of 20866 The addition of brandegkar round lodging facilities
in the area will help to suppdttis goal of increasing winter visitation, but each of these
facilities also has associated convention/event spaces. The nearby Fort William Henry
Hotel and Conference Centerogen year round for instanc&his lack of a consensus
vision for the project makes it difficult to guogether a business plan that responds to
guestions about cost and market viability @hich to base public investment decisions
regarding the project.

3. The Market. The current supply of meetingé conference space in Warren County
ranges from over 25,000 SF at the SagamodeRnaring Brook to a few thousand SF at
some of the properties in Lake Geordée single largest spa in the available
properties is characterized by smaller (therage size of the largest meeting space of 18
facilities reviewed was 3,500 SF from rargjet20 SF to 10,080 SF) facilities. These
meeting and conference facilities are most often associated with hotels or other
accommodations as shown by data from our review of facilitiegyure 10. Because
thesemeeting and convention spaas often loss leaders, the economic return is in the
room rentals that support the convention/meeting space.

2L pinnacle Advisory GroupMarket Financial and Economic Impact Analysis, Proposed Warren County
Exhibition/Trade Center, prepared for Warren County Board of Supervisors, June 19, 2006
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Figure 10

Scale of Existing Event RentaFacilities in Warren County
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Consult Econ, Inc.
The Pinnacle feasibility stly conducted in 2006 concluded that whas vemlly needed to
allow Warren County to generate significant rimyginess was a much larger convention

center space than would be madailable bythe rehabilitation of th Cavalcade of Cars
building. A review by Mc@liuray ConsultingGroup (December 23, 2009) concluded in
their letter report that the Opera House shoulddraolished and that the Cavalcade of Cars
building might be saved, but that the follavg steps should be undertaken:
¢ Engage a Project Manager to oversee the project’s preliminary phases
¢ Commission a studip determine the Marketadditions and the Warranted
Level of Investment
¢ Utilize the Market Sidy to establish a Project Budget and create a Project

Timeline
¢ Find As-built drawings ofhe existing facility and/ocommission aengineering

study of the buildings
35
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¢ Commission a Conceptual Design of thew Warren County — Lake George
Multi-Use Facility

¢ Utilize the Market Studyand Conceptual 3gn to prepare @ost Estimate and
a Pro forma to facilitatBnancing of the project

¢ Evaluate the future phases (Deg@onstruction) of the project

The rehabilitation ofthe Cavalcade building W likely do little to help reposition Warren
County as a significant player in gen&ting new conventiorand event business.

4. Governance, operations and funding.Because of the tripartiwnership/control of
the site (County, Town and Village) howetavalcade of Cars building would be
governed, funded and operated needs tmhsidered in any reuse plan. Through our
interviews it was suggested that the L&e&orge Regional Chambef Commerce / CVB
could operate the facility andtetct users to the site andilding. Suggestions were also
put forward to utilize occupancy tax receifssupport the rehahbidition of the building
by loan guarantees for capital costs and pg@kyalso for operating subsidie®ecause
this is a relatively modegiroject in terms of developg additional tourism for the
County there is certainly a question aswihat would be a reasonable contribution of
occupancy tax receipts to the project, if theoject was deemed eligible for receiving
such funds.

4.2.0rganization for Tourism Development

As noted previously in this paper the curremasrization for tourism promotion and development
is not responsive to the tourisndirstry. There is a lack of foahlines of communication between
the County Tourism Depanient and the industry. There wsmsne years ago a Tourism Promotion
Citizens Advisory Commigte but that was disbardlby the Supervisors Tosm(?) Committee in
late 2006. There also appetrde no formal line of commugation between the Occupancy Tax
Coordination Committee drthe Tourism Committe@ther than overlappg membership by some
Supervisors, who are memberdoth Committees. In reviemg the minutes of both committees
over the last roughly five years, there were only twat jmeeting of thesevo committee$2006,
2009). lItis clear from these minutes th& Trourism Department is viewed primarily as a
fulfillment and marketing agencyThe Occupancy Tax Coordinati€ommittee is the de facto

strategic funding arm for ingdtry funding requests.
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4.3. Visitor Tracking / Data Collection

Visitor tracking, market researemd data collection is geneyadl key function of a destination
marketing organization. This reseh forms the backgund for competitivanalysis, marketing
campaigns, effectiveness evaluatand strategic planning. For Yken County, this research is
largely done by the Warren County DepartmerRlahning (in association with the Tourism
Department) via an annual occupancy sufe¥his data is the badisr information, previously
reviewed inTable 8in section 3.1 of this paper. Théspublished as an Inter-Departmental
Working paper. Because ofethodological issues and survey sieeresults of the survey are, as
the report states, “..not meant to obviate the feea detailed market sly necessary for business

planning.”

. We did hear in our interviews thanse of the information in the proprietary
databases of individual businesssse often at oddsith the data from th&ourism Department in
terms of visitation &nds, competitive areas andchadcter of visitor partiesBecause of this, there
was a lack of confidenda the effectiveness of the work that the Tourism office is doing to

promote tourism to the County.

4.4. Promotion and Development Funding

The occupancy tax, as ivas chamber of commerce incommearivate busineswarketing dollars
provide the source of fundingrftourism promotion itWarren County. The county’s approach to
the use of the occupancy tax iglfaunique. In most jurisdigons the occupancy tax goes to a
destination marketing organization which is cherggh promoting and del@ping tourism in the
jurisdiction, and/or into the gera fund. The county’s approatdreturn some dollars to each
community as well akind competitive initiativeso develop additional toism spending allows for
flexibility and a spreading of thdollars around the Countas well as prading seed money for
new programs. The applicatiorriio for this funding is administed by the Tourism Department,
but the Supervisors Occupancy Tax Coordinafommittee makes the dat@nation for awarding
the funding. This process hagpeared to work well, but besuone of the key criteria is
increasing room nights and agancy tax it may be missing emportant component of visitor

22 The County Tourism Department does receive refiams Smith Travel Research (STR) that track the
performance of the hotel industry by month.
% Interdepartmental Working Paper, 2009 Warren County Occupancy Survey and Report, 24 May 2010. p. 1
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economic impact. This is the impact of salesctallections from visitoreutside of the County,
who may be day trippers. Warr@ounty has among the highest papita collection of sales taxes
of any County in New York state, which furthepports the role of bottay trip and overnight

visitation to the County.

4.5. Lack of Strategic Plan

In our work, interviews and review of documertdatiwe were sursed to see very little in the
way of strategic planning for tourism develagamand promotion in éhCounty. There were
however some interesting projetitat have been proped, such as the First Wilderness Heritage
Corridor, and the redevelopmenttbé Gore Mountain/Nortreek area to create one of the largest
ski areas in the east. As nof@dviously in this paper, marmydividual property owners have
invested significanfunds to improve and expattigeir properties. lour review of competitive
destinations we noted the inclusion of stratggdans developed by these destination marketing
organizations as important flodation documents fautlining and guidingppportunities for

growth; project funding anckésibility testing; and develogmt. For Warren County, the
development of a strategic tourigan will be inportant, as will be defing an idetity for the
County based on its strengths, market trends radlyosind regionally and ¢hneeds and interests of
current and potential visitors. S€able 10for Destination Marketingssociation International’s
(DMAI) Super-trendexcerpt from the Poconosddntain Visitor Bureatrategic Vision plan.
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Table 10
Destination Marketing Assaiation’s Super-Trends

Destination Marketing Association’s Super-Trend$’

DMAI has categorized eight "Super-Trends" that are shaping the tourism promotion business of tg
which will have an important impact in the foreable future. These trends served as a frame
for discussion from which the PMVB established an action plan to conduct its business on b

our region's tourism industry.

+ Customer Sector: “Proliferating Preferences” -Travelers and travel providers are seeking and
responding to an ever growing range of choicgsdnes to visit and experiences they buy.
Destinations and their stakeholders will havddgelop even more targeted and responsive value
programs to capture and retain this business.

¢ Competitor Sector: "The Battle for Attractions” - Destinations will have to work even harder to
heard through the noise of an increasingly crowded and complex marketplace, particularly as
travel buying experience continues its migration to the Internet.

¢ Economic Sector: “Dodging Asteroids” -The travel, tourism, hospitality and meeting sector is
increasingly vulnerable to various economic shocks ag@nergy prices, natural disasters, terrori
and threats of cataclysmic effects such as health pandemics.

& Technological Sector: “Smartand Friendly Websites” - The website is now an absolute necessi
for doing business. In knowledge intensive businessa@mwients such as travel, the most success
competitors tend to be those that continue to edpleilatest technological and information strateg

+ Social Sector: “The Electronic Society” -The traditional concept of community is increasingly
being extended, and in some cases replaced, bglyielectronically mediated relationships. Social
networking and user generated wehtent will be increasingly important as a competitive strengt

+ Political Sector: “The Quest for Relevance” -The increasing disintermediationtb® visitor
services marketplace; the risenefv business entities contesting for the attention of visitors and
meeting organizers; the wealth of free inforigramade available online, and increasing local
competition for funds formerly earmarked for destination marketing all conspire to erode or
marginalize the traditional role of destination nadirky organizations as the marketing entity of a
particular locality.

¢ Legal Sector: “Mixed Signals From Government” -The travel industry has never been more
affected by the policies, practices, legislativeraiges and economic strategies of governments, sg
of which are contradictory or conflicting and wihisometimes pit regions, destinations and interes
groups against one another.

¢ Geophysical Sector: “Places and Spaces'Increasingly, travel customers are becoming more
segmented in their interests. This includes not only the things they want to seetandiso
ecosystems and natural resources of the area.
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Source: Poconos Mountains Visitor Bureau

24 Excerpted from Pocono Mimtains Visitors Burea8trategic Vision 2008-2010.
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5. SUMMARY

Tourism is an important part tife Warren County economy. Tam in Warren County generates
$450 million in annual vitor spending and generat8,138 total jobs. Thbasis for the tourism
economy is the naturbkauty of the lakes drmountains and the aced® many millions of
potential visitors that live within a day’s drivethbie County in both thnortheasterb.S. and
Canada. Supporting thisurism development is axcellent transportatiogystem, a rich array of
accommodations type and price p@nt a wide range of attractigrevents and other activities.
Venues in the County range from the urban ameniti€slens Falls to theore rural and rustic
mountain and lake communiie The County also has array of four seasaitractions that cater

to both day trippers and overnight visitors.

While the county has a substial tourism infrastructe there are also sorstructural issues which
may impact on the continued health of the touesmnomy. Not the least tfese is the weakness
in the national and inteational economies. In addition the travel and toumsiastry is incredibly
competitive. The Countynay compete dactly with up to 20 diffeznt destination areas in the
northeastern U.S. (not to mentiareas outside the northeast).isTédompetitive context is very
complex and the need foretiCounty to be organized to compiet¢his environmetwill be critical
to its continued healtand ability to generateljps and income for its selents and businesses and

taxes to support the courdand local governments.

The competitive issues facingetlCounty and its toigm industry include the context of Lake
George, the historic center for tam in the County begha mature and highly seasonal destination
and becoming less importanttte overall tourism economy aset parts of te county are
developed. The lack of consensus withinttwgism industry as wells the duplication of

marketing efforts make it difficult to achieve tim@st cost effective and strategic approach to
growing the overall visitor base tioe County. As a mature destiion the challeng® maintain
hospitality is often also difficutind a challenge thaeads to be addressed as part of a strategic

approach to tourism development.

The County has all the requisitesriorease market share and mmmic impact and be a leading

destination in the Northeast. This potentialybeer, may be hamperég the current organization
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for tourism development, the lack of a strategic plan, poor tracking déta performance of the

industry, and the lactf consensus on how the industry researare used to irease visitation and
attendant economic impact.
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