


TABLE OF CONTENTS

03
04

06
07
08

LETTER FROM BOARD CHAIR

ABOUT VTT

4 Who We Are
5 What We Do

ECONOMIC IMPACT OF
TOURISM

TWO-YEAR STRATEGIC PLAN

OVERNIGHT VISITOR
ATTRACTION

9 VTT Brand Evolution

10 Target Audience & Budget
11 New Website Launch

12 Content & Paid Media

13 Event Sponsorship

14 Marketing KPIs

20

25
30

TOURISM ADVOCACY &
ECONOMY

17 STR Situation & Optimizing Plan
18 Investments in analytics

18 Lodging Asset Optimization

19 Industry Connections

DESTINATION STEWARDSHIP

21 Stewardship to Date

22 Sustainable Truckee Gift Cards
23 Stewardship Projects

24 Visitor's Experience

FY 25/26 FISCAL PLAN

TTBID FUNDING & FISCAL
OUTLOOK

31 TTBID Background

32 Competitive Landscape

33 Why Visitor Funding Matters
34 Restoring TTBID Capacity
35 What 2% Makes Possible

36 Long-Term Impact



TO THE TRUCKEE TOWN
COUNCIL AND OUR
COMMUNITY,

Nestled in the granite peaks of the Sierra Nevada, Truckee has long been celebrated for its
authentic mountain character, storied history, and world-class outdoor adventures that
draws travelers from across the globe. As stewards of this commmunity and its economic
health, our Board of Directors strives to leverage the power of tourism to enhance the
lives of our residents while safeguarding the mountain environment and community that
defines our home.

As evidenced in the pages of this FY 25/26 annual report, tourism remains the backbone
of our local economy. The revenue it generates directly supports our infrastructure, local
businesses, and the essential public services that sustain our quality of life.

The TTBID was created by lodging businesses to ensure that visitor spending is reinvested
locally in a way that strengthens our economy while respecting the character and values
of our community.

This fiscal year reflects both meaningful progress and thoughtful transition. Visit
Truckee-Tahoe continues to prioritize attracting overnight visitors who align with
Truckee's values, supporting off-peak visitation, investing in visitor education and
stewardship, and collaborating closely with the Town of Truckee and regional partners.
These efforts are guided by balance: between economic vitality and environmental
protection, and between visitor experience and resident quality of life.

As the tourism landscape continues to evolve, our shared goal remains clear: to ensure
tourism is managed as a positive force that benefits residents, businesses, and future
generations.

Thank you for your continued partnership. We appreciate the opportunity to serve our
community in this important role and look forward to continued collaboration as we build
on the strong foundation reflected in this Annual Report.

Sincerely,

Kerrie Racicot
Board Chair, Visit Truckee-Tahoe
Tahoe Truckee Vacation Properties



WHO WE ARE
BOARD OF DIRECTORS

VTT is guided by a Board of Directors made up of local lodging stakeholders and

community leaders. The Board meets monthly on the third Thursday to oversee strategy,
manage the TTBID budget and ensure alignment with our mission.

Kerrie Racicot Dana Moraru Tony Owings Kyle Overracker Stefan Moore David Polivy
Board Chair Vice Chair Secretary Treasurer Board Member Town of Truckee Seat
Tahoe Truckee Vacation Tahoe Signature Independent Martis Valley Gravity Haus Mayor & Council Member
Properties Properties Homeowner Lodge Truckee-Tahoe Retail Business Owner

Tahoe Mountain Sports
Tahoe Mountain Life

STAFF

STAFF
Jackie Calvert Tracy Weingard
Executive Director Director of Brand &
Marketing

BOUNDARIES

No changes to boundaries; remain within municipal limits of the Town of Truckee.



ABOUT VISIT TRUCKEE-TAHOE

MISSION VISION

We promote, protect and enhance Our vision is a thriving community that welcomes
Truckee as an authentic mountain town. all people to enjoy and protect Truckee's mountain
environment now and for future generations.

GUIDING PRINCIPLE

We serve our lodging business members, partner with key organizations and
balance our actions for the well-being of our community.

TRUCKEE TOURISM ECOSYSTEM

NEVADA COUNTY
LEADERSHIP

Truckee Stewardship Council
Convene and collaborate on long term
systemic solutions. Resorts +Large
Organization Leaders.

Nevada County Leadership Forum
LODGING Collaborate on peak period, near-term solutions.
PAYORS Government + Operations Leaders

Truckee Community
Inform residents, business owners & boards about
VTT's role, responsibilities and results

Truckee Lodging TTBID Payors
Build lodging industry cohesion.
Convene Hoteliers, Property
Managers, & Independents




ECONOMIC IMPACT OF TOURISM

In 2024, Truckee's tourism economy plateaued, following year over year declines since COVID-19
peak visitation years. This flattening indicates a meaningful return to growth is still yet to come.
Visitor spending increased slightly and sector level trends - particularly in short-term rentals and

retail, show signs of reduced spending.

$245.7M $62M

TRAVELER SPEND TAXABLE LODGING SALES
7% increase YoY from 2.2% decline YoY from $63.4M
$243.9M in 2023 in 2023

$67.8M $104.7M

HOTEL TRAVELER STR TRAVELER SPEND
SPEND

Traveler spending Traveler spending from

from hotel guests Short-Term Rental guests
increased from $64.4 decreased from $107.1 million
million in 2023 to $67.8 to $104.7 million, a 2.3%
million in 2024, a 5.3% decrease.

rise

$209.3M

OVERNIGHT VISITOR SPEND

A .6% modest increase from 2023
of $208.1M, reflecting a
stabilization from previous years.

6X

MORE SPEND THAN DAY
VISITORS

Overnight lodging guests
represent 85% of Truckee's total
visitor spending and spend nearly
6x more than day visitors.

CORRELATION BETWEEN OVERNIGHT STAYS
OVERNIGHT & SPENDING BY COMMODITY

VISITATION

Accommodations ($M)
Food Service ($M)
Arts, Ent. & Rec. ($M)
Retail Sales (SM)

300

P
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Overnight Stays (000s)
\
\
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COMMODITY 150
Food service 100
increased by 79.7%

and retail increased 50
by 42%

@
3

Spending ($ Millions)
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ECONOMIC DRIVER FOR OUR
COMMUNITY

In 2024, California generated $157 billion in visitor spending, with
Nevada County contributing $519 million to that total. Truckee
accounted for 47% of this spending—$245.7 million—underscoring
its central role in the county’s visitor economy and overall economic
vitality.

This level of spending led to $62 million in taxable lodging sales,
which translated to $7.4 million in TOT—now the third-largest tax
revenue source for the Town of Truckee. These dollars directly
support vital community services like snow removal, workforce
housing, TART Connect and more.

2022 2023 2024

$13.7M

VISITOR PAID TAXES

Without this contribution,
each household would have
to pay an additional $2,078 in
taxes each year to retain
current local services &
infrastructure. Visitor paid
taxes from non-residents
make up ~16.5% of the Town
of Truckee’s total
expenditure budget.




TWO YEAR
STRATEGIC PLAN

(FY 25/26 - 26/27)

OVERNIGHT
VISITATION
ATTRACTION

Elevate brand
perception

Drive off-peak
visitation

COUNCIL

COUNCIL
ALIGNMENT: ALIGNMENT:
Enhanced

Economic Vitality Comma

DESTINATION
EXPERIENCE &
STEWARDSHIP

05 Enhance the
experience

06 Support climate
action &
advance
sustainable
tourism

COUNCIL
ALIGNMENT:
Environmental

Sustainability




OVERNIGHT
VISITOR
ATTRACTION

OBJECTIVE

Attract overnight visitors by elevating Truckee's
perception as a sustainable, community-centric,
vibrant mountain-and-lake town destination, and
drive midweek and shoulder-season visitation
while maintaining sustainable peak periods.

01
02
03
04
05
06

Brand Evolution

Driving Demand Thoughtfully
New Website & Al Planner
Content

Paid Media

Event Sponsorships




A UNIFIED BRAND FOR
VISIT TRUCKEE-TAHOE

This year, VTT launched a new master brand for Truckee that unifies messaging, visuals, and
functionality across every platform. The brand provides a clear and consistent foundation for our

marketing, helping ensure Truckee is not only visible, but meaningfully differentiated in a
crowded marketplace.

Just as important, the work was built from the inside out. More than 40 local stakeholders
contributed insights that shaped the brand's values, personality, and essence, ensuring it

reflects the true character of Truckee. This community informed foundation will guide our
marketing and visitor communications going forward.

MOUNTAIN IiEAR'I' ¥
SMALL-TOWN SOUL.

VISIT

MOUNTAIN HEART.
SMALL-TOWN SOUL.

ESCAPE TO
THE BEAUTY
OF AUTUMN IN
THE SIERRA.

66 WE PROMISE TO INSPIRE AND EMBRACE
OUTDOOR ADVENTURERS LOOKING FOR
A TRUE MOUNTAIN TOWN COMMUNITY.




DRIVING DEMAND,
THOUGHTFULLY

Our approach to overnight visitation is rooted in intention. We focus on influencing demand in
ways that support Truckee's economy while protecting the community, environment, and
experience that make this place unique.

By being thoughtful about who we attract and when we attract them, we are able to drive
meaningful visitation without amplifying peak period impacts.

ATTRACTING THE RIGHT

VISITORS il

ENTHUSIAST

We prioritize audiences who share Truckee's
values and are more likely to travel ' & ECO-CONSCIOUS
responsibly, stay longer, and support local i

businesses. L

Connected TV and premium digital outlets
enable precision targeting at scale. We

_ INCOME
targeted 50 plus segments with an emphasis

This approach combines premium placements with highly targeted digital distribution to
reach the right people with the right message.

on sustainability minded audiences. Top
performing segments were Eco Friendly
Travel, Adventure Travel, and Traveling
Sustainably.

6690 MEoiasorup TancETs DRIVING OFF-PEAK
VISITATION
= o Timing is as important as audience. 66%

of our paid media investment is directed
to shoulder seasons, and all press trips,
influencer visits, media familiarization
tours, and VTT sponsored events are
scheduled during spring and fall.

$150K -

$125K -

" $100K - $87,692

34%

By shifting activity outside peak periods,
we support local businesses during
slower months and reduce pressure on
infrastructure during the busiest times.

$75K -

$50K -

$25K -

$0K -



BRINGING TRUCKEE TO
LIFE DIGITALLY

The relaunch of the Visit Truckee Tahoe
website was an investment designed to
reflect the brand, elevate the user
experience, and better support how visitors
plan trips.

sl

With Al powered trip planning built
directly into the site, we are seeing visitors
move from inspiration to action faster and et s T e 1
more often. The result is meaningful Ce—
growth in engagement and clear
momentum across the planning journey.

Al POWERED TRIP PLANNING

As one of Mindtrip's early partners, we brought Al trip planning to Truckee ahead of many
destinations. The new website made the Al planner more visible and intuitive, driving
significant growth in adoption and usage. Paid media and email support awareness and
encourage deeper planning engagement.

WEB 350 Al 7.2k ITINERARY 6.1k

sessions K ACTIVATION S pyz=r=rys CREATION  pwr=r,y.vys

Best Things to Do in Truckee, California Tuckee  Wnen  2wavelers  Gudget & ceaearp 0

- Top Attractions in Truckee

« = Donner Lake

A picturesque alpine lake that's perfect for boating, fishing, swimming, or si
relaxing with beautiful mountain views. The area is rich i istory thanks to (U
infamous Donner Party.

- & Donner Memorial State Park

Offers scenic hiking, picnicking, and a fascinating visitor center that tells the
of the Donner Party. A great spot for both history buffs and outdoor lovers.

+ 63 Donner Lake Overlook

Stop here for breathtaking panoramic views of Donner Lake and the Sierta b 77

mountains—an ideal spot for photography or a serene moment.

- @Historic Downtown Truckee & Visitor Center

ASK OUR AI TRIP

from the 18005, ique shops, art galleri PLANNER FOR MORE
er dslicious food at local re ramsdThatdnwmcwn is 2 hub for ocal cu IDEAS

* 3 Donner Lake View Swing 02

- Let our AI trip planner craft
your perfect fall escape —
just tell it what kind of
Truckee magic you're
craving.

Chat with AI Planner

Ask anything

DESIGN YOUR
AUTUMN TRIP
WITH OUR Al
PLANNER.

. Yy #AN W - >
TRUCKEE i LAID BACK & ALWAYS GETTING
ARE YOU? o1 LOVING IT. AFTER IT.




INSPIRING TRAVEL AND
DRIVING ACTION

We pair compelling seasonal storytelling with targeted paid media to reach high value
audiences and encourage travel beyond peak periods. Content builds inspiration and
connection, while paid media helps extend reach and capture intent as visitors plan their trips.

INSPIRING TRAVEL THROUGH HIGH
IMPACT VISUAL STORYTELLING

Ongoing production and investment of high-quality
creative content (photo, video, and editorial) that
showcases authentic Truckee experiences across seasons.
deployed across owned, earned, and paid channels to
maximize visibility and resonance.

soca. 804k encace- 246K
REACH prrrvys MENT

A FULL FUNNEL PAID MEDIA MEDIA MIX
APPROACH

MobileFuse
$15k

Our paid media mix supports the full visitor
journey, from early inspiration through trip Expedia

planning and booking. L
/ Google
: $75k
Connected TV and social drive awareness with ;;tTOk \

high value audiences, while search, travel
platforms, and performance media capture
active intent and drive conversion. A balanced cTV

mix delivers both brand impact and $30k
measurable results.

M
PAID 8.14M $:7t:
IMPRESSIONS +328%




DRIVING VISITATION
THROUGH STRATEGIC
EVENT SPONSORSHIP

Event sponsorships remain a targeted tool for driving overnight visitation, particularly during
shoulder seasons and midweek periods. While overall sponsorship funding decreased by XX%
this year, strategic investments in a small number of high performing events continued to
generate meaningful overnight stays, regional draw, and economic impact.

For many of these events, VTT sponsorship plays a critical role in enabling the event to take
place in Truckee, helping organizers secure venues, attract participants, and deliver experiences

that drive visitation and community benefit.

TRUCKEE TAHOE USASA FUTURES SUMMIT
GRAVEL TOUR LACROSSE

1,319 398 1,870

Total Estimated Room Total Estimated Room Total Estimated Room
Nights Nights Nights

Despite reduced sponsorship funding this year, these results demonstrate the continued value
of event partnerships as a tool for driving overnight visitation. With additional resources, VTT
would prioritize expanding support for events that align with shoulder season and midweek
travel goals. Future sponsorship efforts will continue to focus on:

° Shoulder season timing
° Multi night stay potential
° Regional and out of area draw



IMPACT ACROSS THE

VISITOR JOURNEY

This year's efforts were designed to influence the full visitor journey, from inspiration through booking.
While engagement and trip planning activity increased significantly, results confirmed that many travelers
prefer to book directly with lodging partners for familiarity, loyalty benefits, and confidence.

»
AWARENESS

12.0

Strong organic growth despite new
site launch.

SEO AVG
POSITIONING

8.14M

Scaled paid reach while holding an

PAID
IMPRESSIONS

efficient $0.67 CPC.
SOCIAL
REACH +158%

Viral amplification showing content
resonance.

0=

CONSIDERATIO N

198k

More trip planners moved into
active research.

WEBSITE
SESSIONS

246k

Audiences connecting emotionally
with destination content.

SOCIAL
ENGAGEMENT

47k

Building cost-effective channel to
nurture consideration.

EMAIL
DATABASE

(e

INTENT

10.7k

BOOKING
ENGINE
SESSIONS +10%

Many more visitors moved from
inspiration to lodging shopping.

135

More people started the booking
path, showing stronger intent.

BEGIN
CHECKOUT

08%

VTT inspires the journey, drives
planning, not transactions.

CONVERSION
RATE

This year’s results demonstrate strong demand creation and planning engagement, while providing clear
insights into how travelers prefer to convert. These learnings will guide refinements to booking
integrations and partner strategies in the year ahead.




TOURISM
ADVOCACY &
ECONOMY

OBJECTIVE

Advocate for Truckee's $245.7 million tourism economy by protecting the
integrity of overnight visitation, strengthening coordination among tourism
stakeholders, and supporting data-informed decision-making that benefits
assessed lodging businesses and the broader community.

01 Investments in analytics

02 Lodging Asset Optimization

02 Other Activities




SHORT TERM RENTAL
OPTIMIZATION PLAN

Support the addition of STR program optimization to the Town Workplan to address findings

in the Town of Truckee 2025 STR Report identifying 222 inactive permits (18% of total
inventory) reporting $0 in annual revenue and $0 in TOT contributions..

01

02

03

04

TOGETHER, WE CAN

Explore opportunities to improve permit utilization, which would recover an
estimated $700k-$900k in annual Transient Occupancy Tax (TOT) and
Measure K while generating a secondary benefit of $7.2M in direct visitor
spending for Truckee's grocery stores, restaurants, and retail shops.

Evaluate administrative pathways to address the 268-person, +16-month
STR waitlist, ensuring the program remains accessible and functional within
the existing permit cap so that these individuals can contribute
meaningfully to our communities service needs.

Address the Town TTBID filing data that reveals a structural shift since 2015
where professionally managed inventory is declining. Because the current
cap prevents Property Managers from replacing lost inventory, they operate
in a state of managed decline, causing significant economic leakage
through the loss of local payroll, service contracts, and stable employment
for Truckee residents.

Partner with the Town to monitor regional market shifts, including the 9%
contraction in TOT, to ensure Truckee remains a fiscally resilient destination



STR UTILIZATION &
ECONOMIC ACTIVITY

222 permits are currently sitting idle as 268 people sit on a 16+ month waitlist. This bottleneck
stifles the very revenue mandated to fund our workforce housing (Measure K) and essential
Town services. Our goal is to move from stagnant placeholders to active contributors to
Truckee's quality of life.

1,033

222 “ACTIVE HOMES"

“INACTIVE HOMES"

15%
0, 55 Days
0% i Utilization
y Ut|||z?t|on ' Avg STR Pherr/nit rents 55
acancy rate remains ni ts/year
steady at 50.6% I
- +20% 'GM .
$909K $4
Lost TOT Revenue STRTOT Con’;rlbutlon in
FY 24/25
in FY 24/25
-$7.2m o $104.7M
Total Lost +6.9% Total Economic Activity

Economic Activity from STRs



DATA DRIVEN TOURISM
MANAGEMENT

Investing in analytics to understand who is visiting Truckee, how they spend, and how tourism
supports our local economy—so decisions are grounded in data.

QUANTIFY DIGITAL INFLUENCE

We invested in the Tourism Economics Website Impact Calculator so we can

measure how online trip planning through our website translates into visitor
spending, local jobs, and tax revenue

JULY - NOV 2025 VISITATION

Total Influenced
Visits

Influenced Visitor
Spending

Influenced local tax

—» visits our website » sStaysin Truckee: dines,
Receives email, sees shops, hikes, activities.

social media post, ., TOURISM
engages with ad, etc ECONOMICS

AN OXFORD ECONOMICS COMPANY

TRENDS TO INFORM OUR COMMUNITY

Visit Truckee-Tahoe's monthly lodging reports track occupancy, revenue, and
visitor trends. This data informs marketing, supports tourism partners, and
measures tourism’s economic impact.

FREQUENCY
2025/26 Winter
- 2025/26 - 2024/25 2023/24 e 24,034 total winter guest 1-2X/MONTH
nights
e FlatYOY
o +156% vs. 202324 TOTAL
SUBSCRIBERS
4,000 1 '8 1 3
OPEN RATE
S
° 51.54%
Dec Jan Feb Mar Apr
MIKEYDATA -N.4% -6.2% +5.6% +17.6%

Ml KEYDATA



STRENGTHENING
COMMUNITY AND INDUSTRY
CONNECTIONS

Beyond program delivery, Visit Truckee-Tahoe works to align lodging partners, commmunity
stakeholders, and regional leaders so tourism is managed collaboratively and responsively.

° Advocacy Platform implementation to proactively engage on policies and ordinances
affecting lodging and tourism, grounded in economic data and aligned with the FY
25/26-26/27 Strategic Dashboard.

° Biannual Hotelier and Property Manager meetings to share market trends, performance
insights, and regulatory updates, strengthening coordination across the lodging sector.

° Participation in local and regional forums, including Nevada County working groups, the
Lake Tahoe Destination Stewardship Council, and the Climate Transformation Alliance,
representing lodging and tourism perspectives on sustainability, transportation, housing, and
visitor management.

° Regular resident and lodging payor surveys to gauge sentiment, identify opportunities to
improve, and guide program refinements.

° Ongoing outreach and education with residents, businesses, and stakeholders to strengthen | i
understanding of tourism’s role in Truckee's economy and Visit Truckee-Tahoe's role as the
Town's designated tourism authority.




DESTINATION
STEWARDSHIP

OBJECTIVE

Enhance the Truckee experience for residents and
visitors alike and support climate action and
sustainable tourism initiatives that protect
Truckee's natural environment.

01 Stewardship Investment to Date
Q2 Sustainable Gift Cards
03 Stewardship Beyond Direct Spending

Q4 Visitor Experience




$1.4M+ INVESTED
IN STEWARDSHIP

Over the past five years, Visit Truckee Tahoe has made stewardship a core investment priority,
ensuring visitor spending directly supports the community and environment that make Truckee
special. More than $1.4 million has been invested in stewardship initiatives that protect natural
resources, support local infrastructure, and enhance quality of life for residents and visitors alike.

25% BUDGET
DEDICATED TO
STEWARDSHIP YTD

By dedicating approximately 25% of our
annual budget to stewardship, VTT
helps translate overnight visitation into
tangible local benefit. These
investments support transportation
solutions, trail access, land conservation,
downtown vitality, and watershed
protection, reinforcing a tourism model
that gives back to the place it depends
on.

S570K $88.6K S$65K $35K $17.5K

TART CONNECT TRUCKEE TRAILS TRUCKEE DONNER TDMA TRUCKEE RIVER
LAND TRUST WATERSHED

@TART JIVRTNY @ L@DMA foriver

TOUNDATION TRUCKEE DONNER SRR ARSEN: TRUCKEE RIVER WATERSHED COUNCIL
LAND TRUST




TRUCKEE SUSTAINABLE GIFT CARDS

FUNDING STEWARDSHIP
WITH VISITOR SPENDING

The Sustainable Truckee Gift Card keeps visitor dollars circulating in the
local community while directly funding stewardship. Every purchase
supports Truckee twice: 100% of the value is spent at local businesses, and
25% of sales are reinvested in stewardship projects that protect the
community and environment.

EVERY $1 IN
GIFT CARD SALES =

STEWARDSHIP LOCAL ECONOMY

TOTAL SALES

$200K $55K

TOTAL SALES 2025 SALES (38% YOY
SINCE DEC 2021 INCREASE)

VTT also uses the gift card strategically as a lodging booking incentive,
reinforcing local spending while supporting lodging partners.

COMING

WINTER IS 'AY COZY SPACE TO MAKE THIS
- ] catH WINTER

BOOK BY
NOV 30

GET A $150

GIFT CARD

$ STAY CLOSE
WHEN YOU BOOK TO THE FUN

Book by Nov 30

pE— Steps from Adventure n acious Mtn Homes Your Best Winter Yet
Over 1000 lodging options Ho

tels near slopes + town onvenience + Comfo From first chair to fireside




STEWARDSHIP
EMBEDDED ACROSS
OUR WORK

Even as operational capacity has tightened, stewardship remains embedded across VTT
programs. We use our platforms, partnerships, and messaging reach to protect Truckee's
environment, support quality of life, and shape visitor behavior.

1. Truckee Mountain Filtered
Extending Town sustainability initiatives beyond municipal channels by using VTT reach
and creative to amplify impact and adoption.

2. TART Connect
Promoting car free travel options and educating visitors on TART Connect and public
transit to reduce congestion, improve safety, and lower emissions.

3. Destination Stewardship ethos project
A two year regional collaboration to align destinations around a shared stewardship
message centered on slowing down, traveling thoughtfully, and respecting Tahoe's pace.

\l}

/| LAKE TAHOE m
| DESTINATION "5

| STEWARDSHIP wwmm

| COUNCIL _.""




ENHANCING THE
VISITOR EXPERIENCE

Enhancing the visitor experience starts with clarity, connection, and a sense of place. Through thoughtful
wayfinding, clear stewardship guidance, and visible expressions of community identity, VTT helps visitors
navigate Truckee with ease while reinforcing what makes it special. These efforts also foster local pride,
creating a shared experience that benefits both residents and guests.

VISITOR'S MAP

Designed to help visitors explore Truckee confidently and responsibly, the new Visitor's Map combines
wayfinding, local highlights, and stewardship guidance into one cohesive, branded tool.

SMALL TOWN.
BIG ADVENTURE.

Over 300 miles for hiking, iking, and
rall running, ncluding the Pacific Crst
and Tahos Aim Trais

VISIT LIKE A PRO!

+ Bring 3 reusablo water botle and il up 3t
43 Thuckee Mountain Unfitered stations.

Calfornia Commnity.

FLAG POLE BANNERS

The new flag pole banners extend the VTT brand into the
heart of downtown, creating a welcoming sense of place
the moment visitors arrive. Featuring fresh artwork
inspired by Truckee’s mountain character, the banners
reinforce community identity while helping downtown
feel cohesive, vibrant, and unmistakably Truckee.




FY 25/26
FISCAL PLAN




10 YEAR LODGING TREND IN TRUCKEE

After the unprecedented pandemic surge, gross lodging revenue is stabilizing and is
currently roughly 8% below the record highs we saw in FY 22/23. This 8% normalization
translates to a $650k decline in the Town's TOT budget, highlighting that when our lodging
market softens, the funding for our community’s top priorities—from workforce housing to
local transit—is directly impacted.

$80M 1
$70M 4 $671M $68.1M\“
$63M

$59.9M

$60M

-$650K
DECLINE
IN TOT

Reduction in
Town of
Truckee's
overall
budget

$51.3M
$50M
$43.2M

$40M - $39M
$34.4M  $34.5M

Lodging Revenue ($)

$30M -

$20M 4

$10M 4

$oM -

16117 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26
Fiscal Year

B Hotels B [ndependent Property Management I Budgeted Revenue

- (1) Truckee's lodging revenue is stabilizing and roughly 8% below
8% DECLINE SINCE
PEAK IN 22/23 the record highs of the FY 22/23 pandemic surge as of 24/25.

TOTAL LODGING YOV YOY % TTBID
REVENUE DIFF CHANGE % JLLEES Al
15/16 $28,102,610 2%  $562,052 10% $2,810,261
16/17 $34,419180  $6316570  22.48% 2% $688,384 10% $3,441,918
17/18 $34,521,610 $102,430 0.30% 2% $690,432 10% $3,452,161
18/19 43212940  $8,691,330  2518% 2% $864,259 10% $4,321,294
19/20 $38,988,690 -$4,224,250  -9.78% 2% $833,463 10% $3,898,869
10%/
20/21 $51,313,060  $12,324,370 3161% 2/1.25% $833463 12% $5,645,435
21/22 $67102150  $15789,090  30.77% 125% $838,777 12% $8,052,258
22/23 68053883 $951,733 1.42% 1.25% $850,674 12% $8,166,646
23/24 $59,944,583  -$8109,300  -11.92% 125%  $749,307 12% $7,193,350

24/25 $63,002,441.67 $3,057,859 4.85% 125%  $781,552 12% $7,560,292
25/26 $57,500,000  -$5,502,442 -9.57% 125%  $718,500 12% $6,900,000



TOURISM ENHANCEMENT
PROGRAM BUDGET TREND

While the market is normalizing, our organizational capacity is shrinking. Since the lodging
peak, our program budget—the dollars we actually spend on stewardship and
marketing—has declined by 40%. We have absorbed these cuts quietly, but we have
reached a breaking point where we can no longer meet the demands expected of us at

our current funding level.

$900.3k
$825.5k $816.4k _400/0
800000 - $716.4k
’ ORGANIZATIONAL
CAPACITY
400000 - $540.4K Since FY 22/23
7 $490k
g $376.6k | |
B 400000 - | | s
200000 - TOTAL OPERATING
BUDGET
For FY 25/26
0d.
20/21 21/22 22/23 23/24 24/25 25/26 26/27
FY 24/25 TE BUDGET FY 25/26 TE BUDGET
WEBSITE & TECH ADVOCACY
$110,503 STAFF & $47,300 STAFF &
10.3% CONTRACTOR 5.8% CONTRACTOR
$359,040 WEBSITE & TECH $278,660
33.4% $42,440 34%
52%

PROMO, BRAND,
EVENTS
$435,974

40.5%

(1)
/0 DIFF Staff + Contractor Stewardship/Mgt. Promo/Brand/Events
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-22.39%

-90.47%

STEWARDSHIP
$170,000

15.8%

STEWARDSHIP

PROMO, BRAND,
EVENTS
$434,499

53.5%

$16,200
2%

Web/Tech Advocacy

-0.34% -61.59% n/a



FINANCIAL HISTORY

20/21 21/22 22/23 23/24 24/25 25/26

Administrative $ 29,451 $ 58,500 $ 80,960 $ 81,774 $ 93,988 $ 89,175

Tourism Enhancement

Staff + Contractor $ 105,087 $ 178,500 $194,310  $289,827 $ 359,040 $ 278,660

Stewardship/Mgt. $ 123,564 $ 384,000 $ 425,141 $ 355,286 $ 170,000 $16,200
Promo/Brand/Events $ 145,203 $ 426,550 $ 439250 $ 428,188 $ 435974 $ 434,499
Website/Tech $107,853 $ 15,000 $ 36,000 $ 33,000 $ 110,503 $ 42,440
Advocacy $ 47,300

TE Subtotal $ 481,707 $1,004,050 $1,094,701 $1106,301 $1075517 $ 819,099
Annual Budget Total $ 511,158 $1,062,550 $1175661 $1188,075 $1,169,505 $ 908,274

Funds Held in Reserves

TE Contingency $ 27,943 $130,375 $ 155,230 $ 87,284 $ 82,433 $ 61,510
Reserves $ 39,423 $ 212,837 $ 224753  $ 416,778 $ 382,670 $185,000

Total Reserves $ 67366 $ 343212 $379983 $504,062 $ 465,103 $ 246,510
Reserves % of Op Budget 13.18% 32.30% 32.32% 42.43% 39.77% 27.14%
Surplus or Deficit* $ 968,716 $ 984,321 $928681 $920,233  $500,449 $ 246,510

*The net surplus (or deficit) from the prior fiscal year, representing assessment revenues collected less
expenditures, that will be carried forward into the next FY.



FY 25/26 FISCAL PLAN

In FY 25/26, the cost for Tourism Enhancement Programs (TE) is $819,099, reflecting a 31%
decrease year-over-year from FY 24/25 ($1.08M). This reduction aligns with a 8.8% decline in
TTBID collections from FY 22/23 ($850,674) to FY 24/25 ($781,552), and represents a
deliberate effort to right-size expenses to current revenue realities while maintaining
financial stability through a minimum 25% reserve target of our operating budget.

TOTAL FY 25/26 BUDGET

TOTAL
RESERVES ADMIN
$246,510 $89,175
21.3% 7. 7%
TOURISM
ENHANCEMENT
$819,099
70.9%
Administrative $ 89,175
Tourism Enhancement
Staff + Contractor $ 278,660
Stewardship/Mgt. $16,200
‘f§ Promo/Brand/Events $ 434,499
Website/Tech $ 42,440
BUDGE Advocacy $ 47,300
PHILOSOPHY: TE Subtotal $ 819,099
Budget allocations are
structured to preserve Annual Operating Budget $ 908,274
the programs that most
d.i rgctly drive Truckge’s Funds Held in Reserves
VISItﬁorﬁeicon?myf\;\./hlle TE Contingency $ 61,510
opt|m|2|ng or efficiency Reserves $185,000
and impact
Total Reserves $ 246,510

Reserves % of Op Budget 27.14%
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TTBID BACKGROUND

The Truckee Tourism Business Improvement District (TTBID) is a self-assessment
established by Truckee lodging businesses to directly benefit assessed lodging
payors, as defined in the Management District Plan. Assessment funds are reinvested
locally in programs that increase overnight visitation, occupancy, and lodging
revenue. By law, TTBID funds may only be used to benefit assessed businesses and
cannot be diverted for general government purposes.

Since its formation, the TTBID has proven effective. Transient Occupancy Tax (TOT)
revenue has grown from $2.8 million in FY 15/16 to $7.56 million in FY 24/25, reflecting
the value of overnight visitation and sustained destination investment. Today, TOT is
the Town's third-largest revenue source, supporting essential services such as snow
removal, transportation programs, workforce housing initiatives, and community
infrastructure, funded entirely by non-resident spending.

Independent research by Tourism Economics and Civitas Advisors further validates
this model, showing that destinations with TBIDs experience 2.1% higher room
demand and 4.5% higher hotel room revenue on average. In 2025, Truckee lodging
businesses reaffirmed their confidence in the district by voting to renew the TTBID for
a ten-year term (2025-2035).

As Truckee's visitor economy matures and competition among peer mountain
destinations intensifies, maintaining adequate TTBID capacity remains critical. The
following pages outline Truckee's current funding context and what it means for
long-term competitiveness, lodging performance, and community benefit.

“ At its core, the TTBID enables what individual lodging businesses,
particularly small and independent operators, cannot do alone: pool
resources to create sustained destination awareness, reach high-value
overnight visitors, and manage demand in a way that supports both
business performance and community expectations.




COMPETITIVE LANDSCAPE
& FUNDING REALITY

Truckee is a world-class mountain destination with extraordinary natural beauty, year-round recreation, and
authentic small-town character. Visitors come for the same reasons they choose places like Lake Tahoe,

Mammoth Lakes, Aspen, and Park City: access to outdoor adventure, vibrant downtowns, and communities
that value sustainability and quality of life.

—LAKE——
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CALIFORNIA

From a positioning standpoint, Truckee belongs in this peer set. From a funding standpoint, it does not.
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Today, Truckee competes nationally for high-value, sustainability-minded
visitors on one of the smallest tourism budgets in California. Out of 112

Tourism Business Improvement Districts statewide, Truckee ranks in the
bottom 11% by assessment rate.

M%

B TBIDs Above 1.25%

This funding gap directly limits Truckee's ability to market, steward, and [ At or Below 125%

manage the destination at the level expected of a world-class destination.

89%



VISITOR FUNDING AND
TTBID CAPACITY

Visitor spending is a critical contributor to Truckee's economy and community infrastructure. When visitors stay
overnight, the taxes they generate do far more than support tourism programs, they help fund essential Town
services that residents rely on every day.

More than 90% of visitor-paid tourism taxes flow directly to the Town of Truckee, supporting services such as
snow removal, transportation programs, workforce housing, and community infrastructure. These revenues are
generated entirely by non-residents and help offset costs that would otherwise be borne by local households
and businesses.

HOW VISITOR NIGHTS SUPPORTS

TRUCKEE, FY 24/25 IN 2021, TRUCKEE'S
D LODGING INDUSTRY
$7815K VOLUNTARILY
REDUCED THE TTBID
MEASURE K
Y ASSESSMENT RATE
15.1% TO SUPPORT THE

105 PASSAGE OF

TOT
e MEASURE K.
75.5%
TBID COLLECTION HISTORY
2% TO 1.25%

Today, as lodging revenues normalize and competition from peer $000K-~
mountain destinations intensifies, the capacity created by visitor £864K -
funding has not kept pace with expectations placed on Visit $833K $833K S839K

Truckee-Tahoe. At the current 1.25% rate, funding is increasingly
concentrated on core visitor attraction efforts, with limited ability to
invest in stewardship, visitor education, transportation messaging,
and destination management programs.

$800K

$700K $688K $690K

Restoring the TTBID assessment rate to 2% represents a return to
the baseline needed to manage a world-class destination
responsibly. This adjustment is funded entirely by overnight visitors
and comes at no cost to residents or the Town. It ensures that
tourism continues to support community priorities while
remaining competitive in a maturing tourism market.
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$500K
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@ 2% Rate (FY 15/16 - 19/20) @ 1.25% Rate (FY 20/21 - Present)



INVESTMENT
PRIORITIES AT 2%

Restored funding allows Visit Truckee-Tahoe to prioritize programs that deliver the greatest
benefit to the community, lodging partners, and the visitor experience. These investments focus
on managing demand, protecting quality of life, and supporting long-term economic health.

&

STEWARDSHIP & VISITOR
EDUCATION

Expand programs that encourage
responsible travel, car-free
transportation, and care for
Truckee's natural environment.

e BCycle & transit programs
e Visitor education campaigns

L

VALUES BASED
TARGETING

Focus on high-value audiences
whose behaviors support local

businesses, respect the community,

and reduce destination impacts.

e Stronger brand presence
e Expand into fly markets

SHOULDER SEASON
EVENTS

Increase support for events that
drive off-peak visitation and
strengthen year-round economic

activity.

e Support community-led events
e Build consistent seasonal
programming

oQo

(M

MEETINGS &
GROUPS

Develop a new demand segment
that supports midweek occupancy
and new hotel inventory without
adding peak-period impacts.

e Midweek, off-peak demand
e Support new hotel inventory



FUNDING SCENARIOS
AND LONG-TERM
IMPACT AT 2%

To understand the implications of maintaining the current assessment rate versus restoring it, the

projections on the following pages illustrate estimated funding outcomes over the ten-year term
of the Management District Plan.

If the assessment remains at 1.25%, Visit Truckee-Tahoe will continue to operate at reduced
capacity. Funding will remain focused on core visitor attraction efforts, with limited ability to
expand stewardship, visitor education, and destination management programs that protect
Truckee's environment and quality of life.

Restoring the assessment rate to 2% allows VTT to sustain a more balanced and resilient
approach. Over the ten-year term of the District, the difference between the two scenarios
represents approximately $3.3 million in additional funding capacity. This investment supports
long-term competitiveness, stronger stewardship outcomes, and greater alignment with peer
mountain destinations.

Without adjustment, cumulative TTBID revenue is projected at approximately $6.2 million. At the
restored rate, projected revenue totals approximately $9.5 million, an increase of nearly 35% in
capacity to serve the community and manage the destination responsibly.

BUDGET COMPARISON
1.25% VS 2% ASSESSMENT RATE
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ESTIMATED ANNUAL BUDGET IF
ASSESSMENT RATES REMAIN AT 1.25%

District
Year

Tourism .
Collection

Charge (2%)

Administratio
n (8%)

FY (July 1-
June 30)

Contingency
/Reserve (5%)

Enhanceme

nt (85%)

1 FY 25-26 | $459,137 $43,213 $27,008 $10,803 $540,162
2 FY 26/27 | $472,912 $44,509 $27,818 $11,127 $556,367
3 FY 27/28 | $487,099 $45,845 $28,653 $11,461 $573,058
4 FY 28/29 | $501,712 $47,220 $29,512 $11,805 $590,249
5 FY 29/30 | $516,763 $48,637 $30,398 $12,159 $607,957
6 FY 30/31 | $532,266 $50,096 $31,310 $12,524 $626,196
7 FY 31/21 $548,234 $51,599 $32,249 $12,900 $644,981
8 FY 32/33 | $564,681 $53,146 $33,217 $13,287 $664,331
9 FY 33/34 | $581,622 $54,741 $34,213 $13,685 $684,261
10 FY 34/35 | $599,070 $56,383 $35,239 $14,096 $704,789
TOTAL $5,263,497 | $495,388 $309,617 $123,847 $6,192,349




ESTIMATED ANNUAL BUDGET IF
ASSESSMENT RATES ADOPTED AT 2%

Collection
Charge (2%)

Administratio
n (8%)

Tourism
Enhancement

District Fiscal Year
Year (July 1-June

Contingency
/Reserve (5%)

30)

(85%)

1 2025-2026 | $459,138 $43,213 $27,008 $10,803 $540,162
2 2026-2027 | $748,394 $70,437 $44,023 $17,609 $880,464
3 2027-2028 | $770,846 $72,550 $45344 $18,138 $906,878
4 2028-2029 | $793,972 $74,727 $46,704 $18,682 $934,084
5 2029-2030 | $817,791 $76,969 $48,105 $19,242 $962,107
6 2030-2031 | $842,325 $79,278 $49,549 $19,819 $990,970
7 2031-2032 | $867,594 $81,656 $51,035 $20,414 $1,020,699
8 2032-2033 | $893,622 $84,106 $52,566 $21,026 $1,051,320
9 2033-2034 | $920,431 $86,629 $54,143 $21,657 $1,082,860
10 2034-2035 | $948,044 $89,228 $55,767 $22,307 $1,115,346
TOTAL $8,062,156 | $758,791 $474,244 $189,698 $9,484,89
o




A SUSTAINABLE
PATH FORWARD

Truckee's visitor economy is a powerful asset for the community when it is managed
intentionally, responsibly, and at the appropriate scale. Restoring the TTBID assessment
rate to 2% provides the capacity needed to protect quality of life, support local
businesses, and ensure tourism remains a positive force for Truckee.

This restoration reflects a return to the baseline that previously supported balanced
destination management. It is funded by overnight visitors and aligns Truckee more
closely with peer mountain destinations.

With restored capacity, Visit Truckee-Tahoe can continue advancing stewardship,
supporting community priorities, and positioning Truckee for long-term resilience in an
increasingly competitive tourism landscape.



