
Deschutes County Commissioners
Budget Presentation

FY 26-27

APRIL 22, 2026



VCO Financial Reserves

FY26-27 BUDGET PRESENTATION                       VISIT CENTRAL OREGON 

Account Amount

General Reserves 500,000

Air Service Reserves 340,000

Total Reserves 840,000



COUNTY BUDGET – Revenue (DRAFT)

REVENUE FY25-26 FY26-27 YOY Variance

Deschutes County Room Taxes 3,306,000 3,557,697 251,697

Budget Carryover from LFY - - -

Marketing Co-op Investments 45,000 - (45,000)

Meet in Central Oregon 60,000 60,000 -

Visitor Center - Park Passes 4,000 4,000 -

Interest Income 5,000 10,000 5,000

Total Revenue / Resources 3,420,000 3,631,697 211,697
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COUNTY BUDGET – Expenses
EXPENSE FY25-26 FY26-27 YOY Variance

Future Fund - - -

Destination Stewardship - - -

Meet in Central Oregon
(Group Business Development) 280,000 315,000 35,000

Industry Relations 50,000 50,000 -

Advertising & Marketing 2,237,439 2,316,809 79,370

Operating 191,300 220,150 28,850

Personnel 661,261 729,738 68,477

Total 3,420,000 3,631,697 211,697
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COUNTY BUDGET (DRAFT)

Advertising & Marketing

EXPENSE FY25-26 FY26-27 YOY Variance
Advertising 1,767,041 1,793,935 26,894

Air Service Marketing - 5,000 5,000
Content Creation 119,000 119,000 -
Partner Postage - 2,000 2,000

PR / Social 18,848 16,874 (1,974)
Promotional Items 15,000 15,000 -

Visitor Guides 208,550 210,000 1,450
Digital and Data Resources 109,000 155,000 46,000

Total 2,237,439 2,316,809 79,370
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COUNTY BUDGET (DRAFT)

Personnel Expenses

EXPENSE FY25-26 FY26-27 YOY Variance
Employee Benefits 45,000 48,000 3,000

Payroll Taxes 75,000 78,800 3,800
Retirement Plan Expense 26,800 26,400 (400)

Staff Training & Development 30,000 50,000 20,000
Wages & Salaries 484,461 526,538 42,077

Total 661,261 729,738 68,477

FY26-27 BUDGET PRESENTATION                       VISIT CENTRAL OREGON 



COUNTY BUDGET (DRAFT)

Wages & Salaries (combined budgets)

REVENUE FY24-25 FY25-26 FY26-27
Deschutes County 3,236,105 3,306,000 3,557,697

Travel Oregon 1,055,200 983,620 1,028,090
Total 4,291,305 4,289,620 4,585,787

EXPENSE - 
Total Employee Cost*

1,088,065 982,855 1,029,738

Expense Ratio 25.4% 23% 22.4%

Staff Size *includes 10 FTE 
& 4 PTE

*includes 8 Full-Time Employees & 
3 Part-Time Employees

YOY Variance 46,883 or 4.8%
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COUNTY BUDGET
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RCTP BUDGET – Revenue

REVENUE FY25-26 FY26-27 YOY Variance

Travel Oregon RCTP Grant 983,620 1,028,190 44,570

Budget Carryover from LFY 53,800 TBD* -

Total RCTP Revenue 983,620 1,028,190 44,570
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*Per Regional Cooperative Tourism Program mandate carryover funds must be 
allocated to Grants and/or Regional Strategic Investments at each new biennium.  





In 2025, A NEW RIDE 
BEGAN…





WE INSPIRE













● Building awareness for direct 
flights.

● Top Target Markets: 
SEA, SF, LA, PHX
(Secondary Markets: DEN, LV, 
SLC)

●  High-value visitors 
 

PROMOTING
DIRECT FLIGHTS



VCO SUPPORTS NEW FLIGHTS

• Serves as the marketing 
arm for COAST

• Financially supports 
new flights

• Key player in getting: 
PHX, PDX and DFW



VISITCENTRALOREGON.COM

1.6M

PAGEVIEWS

+46% 
YOY

1.2M

SESSIONS

+46% 
YOY

92.5K
OUTBOUND 

LINK CLICS
+11% 
YOY



VISITCENTRALOREGON.COM/FIRE
REGIONAL FIRE & SMOKE MAP

1.6M

PAGEVIEWS

+46% 
YOY

1.2M

SESSIONS

+46% 
YOY

92.5K
OUTBOUND 

LINK CLICS
+11% 
YOY



VISITCENTRALOREGON.COM
OPTIMIZED 

CONTENT 

FOR SEO & 

GEO

UPDATES TO 

DESIGN & UX

WEBSITE

OVERHAUL
-37% page 

load speed

ACCESSIBILITY

& 

COMPLIANCE



VCO’s initiatives continue to be guided by 
data-driven insights.

DATA-DRIVEN STRATEGY



22.2% increase in organic impressions:
Q1 2026 saw 5.3M impressions, up 22.2% from Q1 

2025, indicating VCO appeared within not only more 
searches, but also more AI Overviews within Google.
*Please note that due to data limitations with Google 

Search Console, data cuts off for November 2024, 
meaning we cannot have accurate year-over-year 

comparisons for the entire year.

28.2% increase in organic engagement rate:
From July 1, 2025 - March 31, 2026, VCO has seen a 
28.2% increase in engagement rate, with an explicit 

focus on mobile experiences. For mobile devices 
Google alone, VCO saw an 8.5% increase in engaged 
mobile sessions, and a 44.2% increase in engagement 

rate overall!

SEO INSIGHTS

DATA-DRIVEN STRATEGY



10.7% increase in organic average session duration: 
From July 1, 2025 - March 31, 2026, VCO also saw 

a close to 11% increase in time spent on-site for 
organic users. On Google, mobile users spent just 

over 2 minutes per session, where as desktop users 
spent 4 minutes!

15.3% increase in organic views per user. 
From July 1, 2025 - March 31, 2026, VCO invited 

users to spend more time on the website and 
engage with more content. Views per user increased 
15.3% year-over-year, with most users on average 

seeing close to 2.5 page per mobile session.

DATA-DRIVEN STRATEGY
SEO INSIGHTS



PAID MEDIA HIGHLIGHTS
• Epsilon -> $445k 

in-destination spend

• Expedia -> 25k booked room 
nights and $8.6M revenue

• Azira CTV -> 3.5k unique viewers 
to visitors

• Outside/Warren Miller -> 19.6k 
qualified leads



PAID MEDIA HIGHLIGHTS
• Wellness messaging is capturing 

the older, high-value 
demographic. 

• Meta promotions on Meta 
focused on a “Winter Reset” 
resonated deeply with the 65+ 
traveler segment.

• Travelers are shifting toward 
longer-term trip planning, with a 
significant portion now mapping 
out their trips 91+ days.



DIVERSIFIED ADVERTISING STRATEGY





MARKETING CO-OP PROGRAM



WE SHARE



TRAVEL GUIDE
• Annual publication that promotes 

Central Oregon’s lodging, outdoor 
recreation, culinary experiences, 
businesses and more

• Promotes industry partners to a 
large audience

• 100K copies distributed
 



• Guide for planning a wedding 
in Central Oregon

• Showcases regional wedding venues, 
event locations 
& vendors

• 15K copies distributed
 

WEDDING GUIDE



• Promotes Central Oregon’s culinary 
experiences

• Supports regional restaurants with 
features and menus

• 20K copies distributed 
(Produced and distributed twice per 
year)

 

DINING GUIDE



• Print and digital resource for Dark Sky 
locations and activities around the 
region

• Continuous updates as more
places become certified and regional 
offerings increase (Version 2.0 produced 
and printed in late 2025)

• Resource for visitors, industry, and 
media

DARK SKY GUIDE



WE PROMOTE



OWNED MEDIA
MONTHLY EMAIL MARKETING

CONSUMER FOODIE EVENTS

60.8K OPT-IN

SUBSCRIBERS*

25.4K OPT-IN

SUBSCRIBERS

60.8K OPT-IN

SUBSCRIBERS*









PUBLIC RELATIONS
Media Outreach & Presence



PR WINS & UPDATES
• Met goal of securing media clips that 

establish Central Oregon as a diverse 
regional destination, rather than on one 
area or city

• Secured high-profile, national coverage, 
including USA Today, Outside Magazine, 
and Fodor’s Travel

• In-person media event in Seattle and in-
person desksides in San Francisco

• Plans for updates to Media page on site for 
optimization and visibility



IN THE MEDIA
Earned Media



DARK SKY TOURISM
FEATURED IN ALL OWNED MEDIA

● Leveraging Travel Oregon’s 
marketing efforts

● Regional Opportunities

● Dark Sky Travel Guide 

● Multi-gen Experiences 



ACCESSIBLE TOURISM
FEATURED IN ALL OWNED MEDIA

• Leveraging Travel Oregon’s 
campaign efforts

• Wheel the World

• Site and Content 
Enhancements



REGIONAL PROGRAMS



RCTP BUDGET – Revenue
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REVENUE FY25-26 FY26-27 YOY  Variance

Travel Oregon RCTP Grant 983,620 1,028,190 44,570

Budget Carryover from LFY 53,800 TBD* TBD*

Total RCTP Revenue 1,037,120 1,028,190 (8,930)

*Per Regional Cooperative Tourism Program mandate carryover funds must be allocated to Grants and/or Regional Strategic 
Investments at each new biennium.



2023

TOURISM INDUSTRY 
PARTNER SURVEY







RCTP MARKETING
PROJECTS

RCTP Funds leverage and support 
the goals of VCO’s marketing 
efforts

• Your Story Everywhere 
(October ‘25, December ‘25, 
March ‘26)

• Photography retainer with Cody 
Roux for regional assets

• 2026 Travel Guide Distribution

• O.T.I.S. 

Cody Roux



WHEEL THE WORLD STATEWIDE BOOST





CO Destination 
Management Studio



WORKSHOPS & EVENTS

6 MONTHS

ACTION TEAMS

EXECUTE 

INITIAL

PRIORITIES

6 MONTHS

STEERING 
COMMITTEE

GREATER COMMUNITY

STEERING COMMITTEE 
+ ACTION TEAMS

PROGRAM 

DESIGN & 

OUTREACH

12-18 MONTHS

DESTINATION MANAGEMENT STUDIO
PROCESS & TIMING

PLANNING

ENGAGEMENT

ACTION

PROJECT

PROJECT

PROJECT

PROJECT



102 concepts were shared by the conclusion of the studio engagements. 

The steering committee narrowed those concepts from 102 to 25. 
The core team evaluated those ideas down to a top 12… And then a top 3.

DESTINATION MANAGEMENT STUDIO
REGIONAL OPPORTUNITIES



CODMS

PH. 2 GRANTS

Amanda Photographic

Rural Outdoor Recreation
• Dark Sky Regional 

Assessment

Heritage, Arts & Makers
• Central Oregon Music 

Trail

High-Use Outdoor Recreation
• Trailhead Improvements 

and Infrastructure



Dillon Falls Sand Ladder Replacement



DARK SKY
REGIONAL ASSESSMENT

Cody Roux 



STEWARDSHIP  ●  CULTURE/HERITAGE  ●  INCLUSION



The Future Fund FY 25-26 Program is funded with $300,000 in 

total funds for all projects awarded for the FY25-26 cycle. 

GRANT CYCLE FY26 
APPLICATION OVERVIEW

REGIONAL COOPERATIVE TOURISM PROGRAM
GRANTS

$300,000



Sisters Trails Alliance, 
Whychus Overlook 

Accessibility Enhancement Project

Created a fully inclusive overlook at 
the prized and recognized Whychus 
Creek Overlook by modifying the 
existing masonry wall with two 10’ 
viewing section openings and 
refitting with a cable-rail assembly.



AdvenChair AdvenTours
Onward Project + Wanderlust Tours

Cross-county
The Onward Project and Wanderlust 
Tours will provide AdvenChair 
AdvenTours, a series of guided trips in 
natural areas of Central Oregon, designed 
for people with disabilities.



ANTELOPE PAVILLION

Antelope 3, LLC

Antelope – So. Wasco County

The Antelope Pavilion project will provide a safe and 
inclusive “stopping place” for travelers looking to use 
restrooms, refill on water, and relax while on their rural 
travels, especially for Antelope Dark Skies.



• 21 Access Adventure Projects

• 19 Cultural Tourism Projects

• 6 Stewardship Projects

DESCHUTES COUNTY
GRANTS (FY23-24)

RCTP GRANTS
(FY23-26)

TOTAL
AWARDED

$647,000 $1,220,000 $1,867,000

GRANT CYCLES FY23-26 
PROJECTS OVERVIEW



• Strategic efforts to grow 
Central Oregon’s tourism 
economy during need 
periods through group 
business

• Collaborative effort 
including 5 DMOs

• Led by a steering committee 
of experienced sales leaders

MEET IN CENTRAL OREGON









Business Development 

Revenues
(Room & Ancillary) FY 25-26 Cumulative

Actualized Group $850,474 $1,848,263

Confirmed Group $760,000 $1,766,100

Prospective Group $485,000

Key efforts: Booking Incentives for Groups, 
representation at tradeshows, and digital advertisement 

on buyer sites



VISIT CENTRAL OREGON 
● We strive for the highest return on investment

● We’re collaborative community partners open 
to new ways of driving the highest impact

● Our initiatives are data-driven ensuring fiscal 
responsibility



THANK YOU
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