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Cathy Ritter Elke Dens Frank Denise Miller Karey Kapoi 
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TODAY’S AGENDA 
● Project overview 
● Key findings to date 
● Stakeholder Survey findings 
● Board Ideation Session 



       
      
      

      
      

   PURPOSE OF THE STUDY 
To recommend how Hawai‘i tourism can be 

governed to deliver strong outcomes for the 
State’s economy, to manage impacts on 

communities and natural resources, and for the 
greater benefit of Hawai‘i's people and places. 



   
      

       
  

       
     

     
  

THE SPIRIT OF THIS STUDY 
With intention, HTA and the HTA Board have 

refrained from directing the work of the 
Governance Study. 

This decision was made to ensure that the 
ultimate findings and recommendations are seen 

as credible and reflective of stakeholder 
perspectives across Hawai‘i. 



   
        
      

      
      

     
    

THE SPIRIT OF THIS STUDY 
Because both the HTA and the HTA Board also represent 

important stakeholder groups, it is important to incorporate 
their perspectives as well. 

All 19 HTA employees and most HTA Board Members have 
participated in in-depth interviews along with nearly 35 

other Hawai‘i tourism stakeholders, including legislators, 
county officials, tourism operators, DMAP steering 

committee members, contractors, and many others. 



PROJECT 
OVERVIEW 





 
HawaiiTourismGovernance.com 
~2,300 views to date 

https://HawaiiTourismGovernance.com


   

 

 

 

 
   

 
 

     

11 GOVERNANCE CASE STUDIES 

Each brings insight into possibilities for Hawai‘i. 

U.S. GLOBAL 
• California • Ireland 
• Puerto Rico • Iceland 
• Florida • Vancouver Island 
• Utah • Bay of Plenty (NZ) 
• Michigan • Catalonia (Spain) 

• The Netherlands 







 3 Scenarios for Co-Creation Labs 



      

  

   

  

 

  

  

PROGRESS TO DATE 
• Desktop Research 

— Overview of HTA + Global Tourism Trends 

• 11Benchmark Case Studies 
• 60+ In-Depth Interviews 

— All 19 HTA Staff 

— 40+ Leaders and Stakeholders 

• 3 Governance Scenarios 

• 5 Co-Creation Labs 
• SMARInsights Stakeholder Study 
• 6 Ideation Sessions To Date 



 

 

 SITUATIONAL 
ANALYSIS 
• 55 Pages 

• 5 Appendices 

- 64 Interviewees 
- Case Studies 

- Governance Scenarios 
- SMARInsights 

- References 



        
 

   

       
        

         
 

         
        

        
  

KEY FINDINGS TO DATE 

• Though Hawai‘i tourism holds so much potential for 
addressing the state’s biggest concerns, many in Hawai‘i 
mistrust this economic force. 

• Tourism generated more than $1.1 billion in TAT in 2023 — 
$846.3 million for the state and $275.2 million to counties. 
But there is little understanding of how tourism benefits 
people in Hawai‘i. 

• Once a global model, HTA has been disempowered over the 
years. Its budget is smaller than when it was founded, and it 
has lost statutory provisions that let it respond swiftly and 
plan for the long term. 



   
       

    
     

  

       
         

       
    

    

KEY FINDINGS TO DATE 

• Hawai‘i’s tourism budget ranks 4th after Visit California, Visit 
Florida and Discover Puerto Rico, all nonprofit DMOs. 

• Now Hawai‘i’s tourism economy is softening. Perceptions of 
Hawai‘i as an unwelcoming destination have been accelerated 
by the Maui fires. 

• The latest budget for FY25 further reduces funding for 
marketing and limits HTA’s ability to respond to a crisis. 

• Many see contractors, rather than the HTA, as the leaders of 
important Hawai‘i tourism initiatives, including destination 
management and tourism and brand promotion. 



    
      

       
 

       
  

         
          
      

 
   

KEY FINDINGS TO DATE 

• While many support the idea of destination management, the 
concept means different things to different people. 

• Local entities and communities want more say in how tourism 
is managed on their islands. 

• Many of the tourism structures that are commonplace in other 
states are absent in Hawai‘i. 

• People expect many things from the HTA — well beyond what 
is typically expected of a state tourism office: filling the state 
convention center, safeguarding Hawaiian culture, monitoring 
air service, crisis relief. New responsibilities: DMAPs, career 
development, developing a digital reservation system. 



 STAKEHOLDER SURVEY 
FINDINGS 



Stakeholder Survey 



               

     

   

       

         

            

              
          

        

            

Overview 

One part of the HTA Governance Study was a survey designed to provide a format for input from a wide group of stakeholders. 

The goals of the study include: 

• Assessing stakeholder perception of HTA; 

• Determining the attitudes of stakeholders regarding the impact of tourism in Hawai’i; 

• Gathering information on what is important to stakeholders regarding an organization that is managing tourism in the state; 

• Exploring elements of how the organization managing tourism in the state should be structured, and how it should prioritize its 
activities. 

The survey was developed to address these issues and then several options were deployed to gather widespread feedback. The survey 
was available online and access was promoted so that stakeholders could provide feedback. In addition, several specific links were 
provided to allow different groups such as each county to distribute the link to get more feedback. 

In total there are 619 completed surveys and another 71 partial surveys (total 690) included in this analysis. 
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Perceptions of HTA 
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HTA Familiarity 

• HTA has not established a strong presence among stakeholders. Only 28% indicate that they are “very familiar” 
with the agency. 

• Most respondents were “somewhat familiar” with the Hawai’i Tourism Authority, although 16% indicated that they 
were either unfamiliar or not very familiar. 

• The majority (54%) had no interaction with HTA in the past year. 

• This lack of presence means that HTA is being judged by people who don’t have a great deal of knowledge about 
the organization. This suggests that more stakeholder outreach is warranted. 

Familiarity with HTA Interaction with HTA (Past Year) 

16% 

56% 

28% Un/Not very Familiar A great deal 

Somewhat Fami liar 

7% 

40%54% 
Some 

Very Familiar No interaction 
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HTA Rating 

• The overall rating for HTA is more negative than positive, with a mean rating of 4.7 on a 10-
point scale – and 43% of the respondents giving an unfavorable rating. 

Favorability of HTA 

Extremely 
Favorable, 6% 

Favorable, 
30% 

Neutral, 18% 

Unfavorable, 
19% 

Extremely 
Unfavorable, 

24% 

The image of HTA is negative 
among stakeholders, with few being 
“extremely favorable. 

This highlights the need for major 
changes at the organization. It has 
lost the confidence of its 
stakeholders and minor 
adjustments will not be enough to 
reverse the negative perceptions 
and attitudes about the 
organization. 
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 Main Negative Perceptions 

Stakeholders were asked to clarify their rating of HTA and several themes emerged concerning their negative 
perceptions. This highlights that many of the concerns with HTA are more focused on concerns about tourism overall, 
and that HTA is not adequately addressing these concerns. The following list presents common concerns in order 
from most frequent to least accompanied by their negative rating percentage: 

1. Over-tourism and strain on infrastructure and local resources (~15%) 

2. Impact on residents’ quality of life (~15%) 

3. Concerns about over-reliance on tourism (~12%) 

4. Inefficiency and mismanagement (~12%) 

5. Insufficient attention to small businesses and local needs (~10%) 

6. Perceived negative government influence and overregulation (~8%) 

7. Lack of long-term strategic planning (~8%) 

8. Imbalance in focus among different regions or Islands (~8%) 

9. Disproportionate emphasis on Oahu or certain tourist areas (~7%) 

10. Political challenges and controversies (~5%) 
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Main Positive Perceptions 

Stakeholders were asked to explain their rating of HTA and several themes emerged to explain the positive 
perceptions. The following are presented from most mentioned to least, and percentages are of those who gave a 
positive rating: 

1. Economic growth and tourism promotion (~15%) 

2. Responsiveness to industry and community needs (~15%) 

3. Preservation of natural resources and environment (~10%) 

4. Cultural education and protection (~10%) 

5. Efforts toward regenerative and sustainable tourism (~10%) 

6. Effective communications and advocacy (~5%) 

7. Emphasis on authentic experiences and respect for Aina (~5%) 

8. Organizational independence and avoidance of politics (~5%) 

9. Professionalism and expertise in tourism (~5%) 

10. Community support and volunteerism (~5%) 
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HTA Rating 

A striking finding was that there was not very much variation across groups in terms 
of their image of HTA. 

• The most positive group was 
those who indicate that they 
have lots of interaction with 
HTA – but their evaluation 
was still only slightly positive. 

• Those “very familiar” with 
HTA were more negative than 
those who were less familiar. 

• Those who work in tourism 
were only slightly more 
positive –and the overall 
rating was still negative. 

Favorability – Mean Rating 
10-Point Scale 

5.5 

4.9 4.8 4.7 4.7 

Overall Work in tourism Very familiar Have lots of Have some 
with HTA interaction with interaction with 

HTA HTA 
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HTA Rating by Island 

There are also differences based on where people live. 
People who do not live in Hawai’i have the most positive image – although it is just slightly stronger 
than neutral. The rating among all those who live in Hawai’i is more negative than positive. 

Favorability Rating of HTA 
10-Point Scale 

5.3 
4.8 4.9 

4.4 
4 

Island of Hawaii Maui O'ahu Kaua'i Do no live in Hawai'i 

28 



               
              

    

                 
             

  

          

               
             

   

         
    

Summary 

• Familiarity with HTA among stakeholders is broad – but not very deep. Only 28% indicate that they are “very familiar.” This is 
interesting since 40% indicate that they have had at least some interaction with HTA in the past year. This indicates that stakeholders 
are not clear about what HTA is and what it does. 

• The overall rating for HTA is more negative than positive, with a mean rating of 4.7 on a 10-point scale – and 43% of the 
respondents giving an unfavorable rating. Even among those with lots of interaction with HTA the rating only rises to 5.5 – just 
slightly above neutral. 

• HTA has not established a positive image among stakeholders, and the neutral to negative perceptions are widespread. 

• Many of the negative perceptions are linked to negative perceptions about tourism in Hawai’i and negative impacts on quality of 
place. But inefficiency and mismanagement is one of the key negative perceptions noted, along with an insufficient focus on local 
and small business needs, and perceived negative government involvement and over-regulation. 

• Positive perceptions focus on economic development and tourism promotion, responsiveness to local and industry needs and the 
protection of natural and cultural resources. 

29 



Perception of Importance 
& Impact of Tourism 
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Very Important (9-10), 

65% 

Important (7 8), 18% 

Not very important (4-3), 4% 

Importance of Tourism 

Clearly stakeholders see the importance of tourism to Hawai’i with 65% indicating it 
is very important and only 8% indicating that it is not important. 

Importance of Tourism 
10-point Scale 

Not at all important (< 3), 4% 

Neutral (6-5), 9% 

31 



    
 

       

Importance of Tourism 

Importance of Tourism 
10-point Scale 

9.2 
8.8 8.8 8.7 

8.4 

7.5 7.3 

8.2 

Overall Work in Born in Hawaii Live on Island Live on O'ahu Live on Kaua'i Live On Maui Do not live in 
Tourism of Hawaii Hawaii 
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Importance of Tourism 

In rating the importance of tourism in Hawai’i there 
were some noteworthy differences among groups of 
stakeholders: 

• The perception of importance increases with household 
income. 

• Importance decreases with length of time living in Hawai’i. 

• Is not correlated with the level of education. 

• Tourism’s importance rates significantly higher for those 
with Caucasian ethnicity versus other ethnicities. 
(Caucasian 8.9 vs 7.2 for Hawaiian ethnicity) 

These differences suggest that there are perceptions of Duration of Hawai’i Residence 

inequality in terms of the positive impacts of tourism. 

It is worth noting that those who have lived in Hawai’i 
longer are less convinced of the importance of tourism. This 
may suggest that they have seen less positive impact over 
time, and that they believe that the situation is worsening. 
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Overall View of Tourism 

While stakeholders agree that tourism is important – they are less positive about its 
impact on the state. Still ratings among this audience(stakeholders) are more positive 
than results from ongoing HTA Resident sentiment survey 

Comparison of Results by Stakeholders and Resident Sentiment 

Stakeholder Ratings Spring Resident Sentiment Rating 

6.7 6.6 6.8 
6.4 6.1 

Positive Impact to State Positive Impact to Your Island Positive Impact to You & Your Family 
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Perceptions Vary by Island 

• This survey is for stakeholders, which includes both residents and non-residents. 

• The 15% who do not live in Hawai’i are most positive about the impact to the state 
followed by residents on O’ahu. 

• Those who live on the island of Hawai’i are the least positive. 

7.6 
7.1 

6.4 
6.0 5.8 

4.9 

Positive Impact to Do not live in O'ahu Maui Kaua'i Island of Hawai'i 
Your Island Hawaii 
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Importance of Specific Activities 

Stakeholders were also asked to evaluate 
the importance of various activities 
related to tourism. 

Ratings of 4.0 or higher denote activities 
that stakeholders deem important. These 
focus on key themes: 

• Creating jobs and leadership 
opportunities for local people 

• Supporting the uniqueness of 
Hawaiian culture 

• Supporting responsible/regenerative 
tourism practices 

• Supporting local communities 
through development of their tourism 
economies and generating tax 
revenues 

• Managing crisis response 

Q. Consider each of the following activities. How important is each of these for a healthy 
tourism industry in the state of Hawai‘i that benefits all stakeholders, including communities, 
tourism businesses, workers, and visitors? 

5 point scale Extremely important to not at all important Mean 
Create local jobs for local people 4.5 
Perpetuating the uniqueness of Hawaiian culture and community 4.4 
Educating visitors to reduce impacts 4.4 
Promoting respectful tourism 4.4 
Managing crisis response 4.3 
Creating a strategic plan for Hawai‘i tourism 4.2 
Educating businesses and stakeholders about responsible tourism practices 4.2 
Generate leadership opportunities for local people 4.2 
Encouraging restorative & regenerative tourism practices 4.2 
Generate tax revenues for local areas 4.1 
Support for local communities/islands to develop their tourism economies 4.0 
Creating understanding of Hawai‘i as a place to visit 3.9 
Providing training to tourism workers 3.9 
Conducting research to measure results 3.9 
Encouraging diversity and fairness in the tourism industry 3.7 
Promoting Hawai‘i as a place to do business 3.7 
Providing technical and other assistance to tourism businesses 3.5 
Attracting international visitors 3.4 
Reducing barriers to travel to Hawai‘i 3.3 
Marketing Hawai‘i to attract visitors 3.3 
Managing the Hawai‘i Convention Center 3.1 
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–

Importance of Specific Activities 

• There is not strong support that 
marketing is an important activity to 
maintain a healthy tourism industry 
in the state. 

• This was also supported in 
comments about HTA, and there is a 
segment of stakeholders who 
believe that visitors will continue to 
come to Hawai’i without marketing. 

• This perception needs to be explored 
and addressed as industry 
experience shows that marketing is 
necessary to maintain a strong 
brand, to generate consideration and 
to attract the type of tourists who 
will be respectful and support the 
economy, while protecting natural 
and community resources. 

Q. Consider each of the following activities. How important is each of these for a healthy 
tourism industry in the state of Hawai‘i that benefits all stakeholders, including communities, 
tourism businesses, workers, and visitors? 

5 point scale Extremely important to not at all important Mean 
Create local jobs for local people 4.5 
Perpetuating the uniqueness of Hawaiian culture and community 4.4 
Educating visitors to reduce impacts 4.4 
Promoting respectful tourism 4.4 
Managing crisis response 4.3 
Creating a strategic plan for Hawai‘i tourism 4.2 
Educating businesses and stakeholders about responsible tourism practices 4.2 
Generate leadership opportunities for local people 4.2 
Encouraging restorative & regenerative tourism practices 4.2 
Generate tax revenues for local areas 4.1 
Support for local communities/islands to develop their tourism economies 4.0 
Creating understanding of Hawai‘i as a place to visit 3.9 
Providing training to tourism workers 3.9 
Conducting research to measure results 3.9 
Encouraging diversity and fairness in the tourism industry 3.7 
Promoting Hawai‘i as a place to do business 3.7 
Providing technical and other assistance to tourism businesses 3.5 
Attracting international visitors 3.4 
Reducing barriers to travel to Hawai‘i 3.3 
Marketing Hawai‘i to attract visitors 3.3 
Managing the Hawai‘i Convention Center 3.1 
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Summary 

• There is a strong understanding of the importance of tourism to Hawai’i. But there are noteworthy 
differences - those born in Hawai’i are significantly less sold on the importance of this industry. 
And the perception that tourism is important to Hawai’i decreases with income and with the length 
of time people have lived in the state. Stakeholders with higher income, and those who do not live 
in Hawai’i are significantly more positive. This points to issues of equality and suggests that 
people have become less positive over time and perceive that the situation is worse now than in 
the past. 

• While people understand the importance of tourism to the state, far fewer believe that tourism 
provides a positive impact to the state. This indicates that many want to see changes in the way 
that tourism is managed to increase the positive impact and decrease the negative. 

• Stakeholders want the efforts to support tourism to focus on jobs for locals, supporting Hawaiian 
culture and resources, supporting local community economies and taxes and crisis management. 

• There is much less interest in marketing and a widespread belief that Hawai’i doesn’t need to 
market itself to tourists. This suggests a need for better communication about the importance of 
marketing, and how HTA has focused on attracting visitors who are respectful and can provide the 
economic benefits without the level of negative impact. 

38 



Importance & 
Focus of Oversight 
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Importance of State Oversight 

• The majority of stakeholders (67%) agree that it is important to have state government provide 
oversight for tourism – but only 45% strongly agree. 

• The more lukewarm support for state oversight is related to perceptions of HTA and those who 
are favorable toward HTA are much more likely to believe that there needs to be state oversight. 

Importance of State Oversight 

Very  Important (9-
10), 45% 

Important (7 8), 22% 

Neutral (6-5), 18% 

Not very important 
(4-3), 8% 

Not at all important 
(2-1), 7% 

40 



   

   

 

 

 

  

 

  

     
    

     
  

  
  

   
    

 
  

-

Qualities of the Organization 

In terms of what stakeholders 
want from an oversight 
organization there is focus on 
being trustworthy, independent of 
politics, and protective of 
Hawaiian resources and culture. 

Of course, stakeholders also want 
an organization that is effective, 
efficient, professional and 
responsive – with a long-term 
focus. 

Important Qualities for Oversight Organization (5 point Scale) Mean 

Trustworthy 4.8 

Independent of politics 4.6 

Protective of Hawai‘i natural resources 4.6 

Focused on the long-term 4.6 

Effective 4.5 

Efficient 4.5 

Protective of Hawaiian culture 4.4 

Professional 4.4 

Responsive 4.4 

Community-oriented 4.4 

Able to deliver economic benefits from tourism 4.4 

Culturally sensitive 4.3 

Innovative 4.1 

Collaborative with tourism businesses 4.1 

Expert 4.1 

Tourism worker-oriented 4.0 

Visitor-experience oriented 4.0 

Research-driven 4.0 

Collaborative with county government 3.9 

Internationally focused 3.3 

Aligned with Hawai‘i legislative priorities 3.1 

41 



            
           

           
 

     

     

  

 

 

     

     

    

    

     

      

Summary 

The majority of stakeholders believe that state oversight for tourism is important. When 
focusing efforts for a state organization the following are the key areas stakeholders 
deem important for a healthy economy and state oversight. This highlights key priorities 
for stakeholders. 
Above average for importance and in having state oversight: 
1. Create local jobs for local people 

2. Perpetuating the uniqueness of Hawaiian culture and community 

3. Educating visitors to reduce impacts 

4. Promoting respectful tourism 

5. Managing crisis response 

6. Creating a strategic plan for Hawai‘i tourism 

7. Educating businesses and stakeholders about responsible tourism practices 

8. Generate leadership opportunities for local people 

9. Encouraging restorative & regenerative tourism practices 

10. Generate tax revenues for local areas 

11. Support for local communities/islands to develop their tourism economies 

42 
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Oversight Organization Structure 

• As part of the stakeholder survey process a series of tradeoffs were presented and 
stakeholders were asked to indicate a preference between the two options, or indicating 
that they had no preference. Those who expressed an equal preference for both options 
were then asked whether they: 

1. Liked both options equally 

2. Disliked both options 

3. Did not have a strong opinion. 

• This exercise was meant to provide guidance as to priorities and preferences in structuring 
the oversight organization. While the options were presented as a trade-off, in many cases 
it is more a matter of balance, and finding a way to achieve both options, with more focus 
where stakeholders see the priority. 

• The process highlighted the challenges faced as in most cases there was significant choice 
for both options. 
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State vs County 

• There were several questions regarding whether the focus should be statewide versus a 
focus at the county level. 

• In every case the preference skewed toward county/island focus versus a statewide focus. 

—The strongest skew was a preference for focusing on the needs of individual islands/communities 
(40%) versus needs of state overall (19%) 

—For management of tourism and strategic planning the preference was at the county level (38%) 
versus state level (24%) 

—And for promoting the brand and crisis management, the largest group for each of 
these was neutral. More chose county level versus statewide. 

• The following slides shows the distribution for each of these questions. 

A statewide organization manages tourism VS Each county manages tourism on its 
islands. 

State organization creates strategic plan 
for Hawai‘i tourism 

Each county develops its own tourism 
strategic plan 

State organization promotes the Hawai‘i 
brand. 

Each county promotes its own brand. 

State tourism organization leads response 
to a tourism crisis 

Each county manages crisis response for 
tourism 

State organization focuses on needs of 
state overall 

State organization focuses on needs of 
individual islands/communities 45 



          

            

               
      

             
          

 

            
      

       
  

     
 

      

 
 

     
    

Organizational Focus 

• There were several questions regarding the organizational focus and priorities for the organization 

• There is a strong preference for focusing on resident satisfaction (47%) versus visitor satisfaction (29%) 

• There is a desire for the organization to balance focusing on regenerative tourism practices (33%) as well 
as economic development on the islands (33%). 

• The largest group (38%) were neutral on whether the state tourism agency should be focused on 
stewardship versus other state agencies having this focus. And the preference between the two was 
almost equal. 

• The largest group (41%) were also neutral about whether the state tourism organization should manage 
convention and business travel, with 33% believing it should be individual businesses. 

• The following slide shows the distribution across these questions. 
State tourism organization is focused on 
stewardship 

Stewardship is the focus of other state 
agencies 

State tourism organization manages 
convention and business travel 

Individual businesses manage convention and 
business travel 

State organization focuses on visitor 
satisfaction 

State organization focuses on resident 
satisfaction 

State organization focuses on regenerative 
tourism practices 

State organization focuses on tourism 
economic development on the islands 
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Organizational Structure 

• There were several questions regarding the organizational structure and role in tourism in Hawai’i. 

• The largest group (36%) feel that there should be a stable source of funding, with 31% neutral and 27% 
indicating it should be decided each year. 

• There is a strong focus on a collaborative state agency (39%) with only 16% wanting a state organization 
that leads tourism priorities. 

• The largest group (39%) were neutral on the choice between a non-profit (35%) and a state agency (18%) 

• The following slide shows the distribution across these questions. 

State tourism has a reliable, ongoing source 
of funding 

State legislature decides the tourism budget 
each year 

State organization leads tourism priorities State organization collaborates on tourism 
priorities 

State tourism organization is a government 
agency 

State tourism organization is a nonprofit 
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Summary 

• In considering the restructured tourism oversight organization stakeholders want: 

• A strong focus at the county/island level versus a statewide focus. This is true for management, planning, needs assessment and 
brand. There is less clarity in terms of crisis management, where there is more support for statewide leadership. 

• An organization that focuses more on resident satisfaction than visitor satisfaction. 

• An organization that balances a focus on economic development with a focus on regenerative tourism. 

• Stewardship efforts that are a focus of the state tourism organization – but are also a focus of other state agencies. 

• Stakeholders are not sure of the right structure for this organization, but there is more support for a non-profit than a state agency. 

• Regardless of the structure they want an organization that is collaborative and that has secure funding. 
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Participants 

Sample in this Summary: 
Total Completed Surveys: 619 
Total with Partials: 690 

Where do You Live? % 
O‘ahu 30% 
Maui 27% 
Do not live in Hawai‘i 15% 
Island of Hawai‘i 18% 
Kaua‘i 9% 
Moloka'i/Lanai 1% 

How many Yrs lived in Hawai'i % 
Less than 10 years 
10-19 years 
20 years or more 
Born in Hawai‘i 
Prefer not to answer 

Average Age- 59 yrs old 

18% 
15% 
30% 
21% 
16% 

Age % 
26-35 6% 
36-45 10% 
46-55 18% 
56-65 31% 
66-84 35% 

39% indicate that they or an immediate 
family member work in the tourism industry 

Gender %Education % 
Male High school or less 

Business/Trade school or some college 
College graduate 
Post graduate degree 
Prefer not to answer 

4% 
Female 

18% 
Other 45% 
Prefer Not to Answer 

33% 
2% 

Ethnicity % 
White/Caucasian 

What is your occupation? % Hawaiian 

Professional 27% 
Retired/Unemployed 23% 
Management 15% 
Other, please specify 11% 
Service (hotel/restaurant) 4% 
Sales 4% 
Government 4% 
Administration/Clerical 2% 
Prefer not to answer 10% 

42% 
51% 
0% 
7% 

65% 
13% 
12% 
10% 
6% 
4% 
3% 

3% 
0% 
0% 

Mixed Ethnicity 
Asian 
Other, specify 
Japanese 
Filipino 
Hispanic/Latin 
American 
Black 
Middle Eastern 
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A DESIGN-BUILD PROCESS 

Ideation Sessions were 
created to provide 
stakeholders with an 
opportunity to help design 
and build an optimal 
system of governance for 
Hawai‘i tourism. 



   
     

   

   

IDEATION SESSIONS: THE FOCUS 

We explore such questions as: 
• What is the optimal structure for Hawai‘i state tourism 

oversight? 

• What is the appropriate funding mechanism to ensure that 
the State's goals for tourism are being met? 

• What responsibilities should be entrusted to a state tourism 
governance system? 



      

   
  

  
   

    
     

1. HOW SHOULD HAWAI‘I TOURISM BE ORGANIZED? 

DESIRED OUTCOMES: 
A structure that empowers 
strategic leadership, creates 
effective oversight, drives 
collaboration and partnership 
with key stakeholders, and 
inspires credibility and trust. 



    

   
    

 

FOUR DIFFERENT STRUCTURES 

WHICH POSSIBILITIES CAN/CAN’T DELIVER 
ON THE DESIRED OUTCOMES? 

● Division of DBEDT 

● Administratively attached to DBEDT — or another state 
agency, possibly the governor’s office 

● Cabinet-level agency reporting directly to the governor 

● Non-profit DMO 

● Other? 



  
     

   
     

GOVERNING PHILOSOPHY 

• Centralized governance: State agency is 
organized to lead statewide initiatives, often 
with input of island partners. 

• Decentralized governance: State agency is 
organized to lead statewide initiatives in 
collaboration with island partners. 



    

      
 

 

 

 

 MANY POSSIBILITIES 

HOW SHOULD BOARD OVERSIGHT BE 
ORGANIZED? 

● AS IS: Named/Recommended by top political 
leaders based on statutory requirements for 
representation. 

● Island appointees? 

● Industry appointees? 

● Legislator appointees? 

● Other? 



      
  

   
   

   
    

    

WHAT ELSE MUST HAPPEN TO ACHIEVE 
THE DESIRED OUTCOMES? 

A structure that empowers 
leadership, creates effective 
oversight, drives collaboration 
with key stakeholders, inspires 
credibility and trust. 



      

    
  

  
     

2. HOW SHOULD HAWAI‘I TOURISM BE FUNDED? 

DESIRED OUTCOMES: 
A funding structure that supports 
stability and long-term planning, smart 
decision-making, systematic 
collaboration, and can be justified. 



  
    

   

      
        

     
         
      

    WHICH POSSIBILITIES CAN/CAN’T DELIVER 
ON THE DESIRED OUTCOMES? 

• Annual recurring appropriation. Provides 
predictability and could be increased to reflect new 
priorities or rising costs. 

• Dedicated revenue. Reflects rising revenues as a 
performance measure. Has fallen from 1.5% in ’90s 
to effective rate of 0.735% today. 

• An industry-funded model. Hawai‘i lodging taxes 
are the highest of any U.S. state and virtually all 
U.S. DMOs. Ingenuity is required to make this work. 



   
      

      
 

     

       
    

 
       

 

 TWO POSSIBILITIES 

SHOULD FUNDING BE SHARED? 
• State tourism budget funds agency priorities. 

The state tourism organization allocates funding 
toward staff and contracts to comply with 
responsibilities, create plans and initiatives, and fulfill 
its mission. 

• State tourism budget is structured to achieve 
shared priorities and outcomes. Part of the 
agency’s budget is allocated toward empowering local 
partners to act on local priorities in alignment with 
state guidelines. 



   

    

     
 

    

WHAT FLEXIBILITY IS NEEDED? 

• Exemption from state procurement rules. 

• Internal flexibility to reallocate budget during 
fiscal year. 

• Flexibility for hiring and salaries. 

• Other? 



   
   

 
  

    
 

       
   

WHAT ELSE MUST HAPPEN TO ACHIEVE THE 
DESIRED OUTCOMES FOR FUNDING? 

A funding structure that 
supports stability and long-term 
planning, smart decision-
making, systematic 
collaboration, and can be 
justified. 



    

    
   

    
   

    
   

3. WHAT SHOULD BE THE AGENCY’S KULEANA? 

DESIRED OUTCOMES: 
Hawai‘i tourism is widely recognized 
as a strong collaboration that creates 
positive outcomes from a strong 
visitor economy while addressing 
negative impacts of visitation and 
serving community priorities. 



   

    

   

 

 

    WHICH POSSIBILITIES CAN/CAN’T DELIVER 
ON THE DESIRED OUTCOMES? 

• Destination management 

• Brand development & promotion 

• Tourism-related career and workforce development 

• Capacity-building of small tourism-related entities 

• Economic development: Tourism Infrastructure 

• Preserving Hawaiian culture and cultural sensitivity 

• Regenerative tourism 

• Other? 



 
  

   

    

   

 

 

THE STATE ORGANIZATION? CONTRACTORS? OTHERS? 

WHO LEADS? 

• Destination management 

• Brand development & promotion 

• Tourism-related career and workforce development 

• Capacity-building of small tourism-related entities 

• Economic development: Tourism Infrastructure 

• Preserving Hawaiian culture and cultural sensitivity 

• Regenerative tourism 

• Other? 



    
   

    
   

    
  

       
 

WHAT ELSE MUST HAPPEN TO ACHIEVE THE 
DESIRED OUTCOMES? 

Hawai‘i tourism is widely recognized 
as a strong collaboration that creates 
positive outcomes from a strong 
visitor economy while addressing 
negative impacts and serving 
community priorities. 



 

   
    

   

   
    

TWO QUESTIONS 

How important is it for 
Hawai‘i tourism to be seen 
as a global or U.S. leader? 

How important is it for 
Hawai‘i tourism to seen as a 
State leader? 



A PARTING THOUGHT 



  

  
   

 

 
 

  

 
   
  

        

THE HAWAI‘I CHALLENGE 
Reduced ability to adapt, think long-term and create success. 

Changing visitor & 
industry landscape 

Uncertain 
funding / 

Uncertain focus 

Lack of 
understanding of 

the value of tourism 

Loss of relevance 

Risk of losing 
Loss of competitiveness 

license to operate 



 MAHALO 
AND ALOHA 
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