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EXECUTIVE SUMMARY

Since the early 2000s, First American tribes
in Oklahoma began establishing tribal
tourism departments within their sovereign
government structures to promote tribal
businesses and tribal territories as travel and
tourism destinations. Shortly before the first
tribal tourism department was established in
Oklahoma, the American Indian Alaska
Native Tourism Association was
incorporated in 2002 as a nonprofit to
advance Indian Country  tourism.
Collectively and independently, AIANTA
and Oklahoma tribes have been actively
involved in instituting tribal tourism as a
means of economic diversification and
growth for sovereign nations. After more
than a decade of evolution, tribal tourism
departments within Oklahoma and across the
United States continue to struggle in
understanding how First American tribes
define and achieve success in tourism.

In  collaboration with  AIANTA, a
comparative case study was conducted, using
interviews of four First American tribes in
Oklahoma who had established tribal tourism
departments  with  tenured leadership.
Members of The Cherokee Nation,
Chickasaw Nation, Choctaw Nation and
Muscogee (Creek) Nation were interviewed
to understand tribal tourism and its impact on
surrounding communities. In doing so, the
following study questions were:

1. Why does tribal tourism exist?

a. Specifically, what is tribal
tourism seeking to
accomplish?

b. Specifically, why is it
important for tribes to market
themselves as a destination?

c. Specifically, how is tribal
tourism  different  from
tourism?
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2. What is the impact of tribal
tourism on communities, tribal and
non-tribal?

a. Specifically, how do the
departments measure the
benefits of tribal tourism?

b. Specifically, what is the
relationship between tribal
tourism and communities?

Yoon et al.’s (2001) theoretical framework
examines the structural effects of tourism
impact factors: economic, social, cultural and
environmental. For this study, a modified
framework based on Yoon et al. was utilized
as an integrated approach to identifying
patterns and relationships using the
economic, cultural and social impact factors.

The qualitative study yielded six findings that
emerged from the framework and study
questions:

Finding 1

Tribal tourism departments are created by
First American tribes to promote the tribal
region as a destination and provide an
authentic, educational experience.

Finding 2
Community  partnerships  within  and
surrounding First ~ American tribal
jurisdictions are key to tourism success,
though there is an opportunity for increased
collaboration.

Finding 3
Technology is the primary tool utilized by

First American tribes to promote, market and
share the tribal destination.
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Finding 4

First American tribes are committed to
tourism, though what tourism looks like in
each tribe differs, resulting in varying levels
of commitment.

Finding D

Pride, destination affinity and feedback are
the primary ways Oklahoma First American
tribes measure tourism success, which is
different than how states and destination
marketing organizations measure tourism
success.

Finding O

Collaboration and funding are the most
desired resources for First American tribal
tourism departments.

Out of the six findings, four
recommendations were made jointly for
AIANTA and the four Oklahoma First
American tribes. Collaborative
recommendations support the mission of
AIANTA while addressing key case study
findings and building connections across
Indian Country.

Recommendations are as follows:

Recommendation 1

Establishment of AIANTA tribal destination
network chapters per state or region.
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Recommendation 2

Develop and administer a community
stakeholder survey through the tribal
destination network to gain the support of
tribal tourism.

Recommendation 3
Champion the value of tribal tourism.

Recommendation 4

Coordinate individual tribal tourism digital
marketing efforts for greater collective
impact.
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ORGANIZATIONAL CONTEXT

The American Indian Alaska Native Tourism
Association (AIANTA) was established in
2002 as a nonprofit 501(c)(3) organization to
advance tribal cultural tourism efforts in
Indian Country and serve as a national
advocate on behalf of the 574 tribal nations
across the United States. The mission of
AIANTA is “to define, introduce, grow and
sustain American Indian, Alaska Native and
Native Hawaiian tourism that honors
traditions and values.”

AIANTA’s brand pillars are imbedded in
their mission; define, introduce, grow and
sustain. Define focuses on helping tribes start
the tourism process with Tourism 101,
ensuring the programs are built on a strong
foundation of culture, traditions and history.
Introducing authentic  First  American
experiences allows visitors and potential
visitors to be educated about the history and
culture of tribal nations honestly and
invitingly.  AIANTA  introduces and
showcases American Indian destinations
through social media, public relations efforts,
digital positioning, familiarization tours and
an international marketing program. The
organization seeks to grow tribal cultural
tourism through one unified voice, enhancing
the opportunities and exposure for all tribes,
regardless of tribal tourism. Last, AIANTA
strives to sustain the tribal tourism industry
by sharing information with stakeholders as a
reminder of the economic importance of
tribal tourism. As economic success
throughout Indian Country has continued to
increase, so too have the responsibilities and
offerings provided by AIANTA.

Current core functions provided by AIANTA
are education and training, visitor outreach
and digital presence via
NativeAmerica.travel. While organizational
core competencies focus on introductory
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tourism and marketing efforts, AIANTA
leans on collaborations and partnerships with
The George Washington University, U.S.
Travel Association, Brand USA, National
Parks Service, Department of Interior,
Department of Commerce, Bureau of Indian
Affairs, the National Travel & Tourism
Office and others to enrich tribal tourism
efforts and expand offerings. Understanding
each tribe is a sovereign nation; AIANTA
strives to meet tribes where they are in the
tourism process.

To support tribes at various stages of tourism
development, the organization offers
numerous opportunities. Each  Spring,
AIANTA attends ITB Berlin, the most
extensive travel and tourism tradeshow in the
world. AIANTA allows tribal organizations
and businesses owned by tribal members to
participate in the conference for a nominal
fee compared to the cost of the tradeshow.
Additionally, AIANTA bears the cost of the
tradeshow booth, creating a unified brand
Indian Country can present to the world.
Other international marketing tradeshow
opportunities are offered throughout the year
as well to attend Showcase USA Italy, IPW
(USA) and Brand USA Travel Week
(London, UK). Each Fall, AIANTA hosts the
American Indian Tourism Conference at a
First American tourism destination within the
United States. The conference focuses on
bringing together Indian Country to learn
from local and national tourism organizations
and each other regarding advancing cultural
tourism. The American Indian Tourism
Conference is the only domestic travel and
tourism conference dedicated to Indian
Country.

AIANTA effectively provides a collective
voice to an industry that strives to make
positive economic impacts to tribal
communities and territories across Indian
Country. Through education, training,
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marketing and advocating, AIANTA
dedicates time and financial resources to
growing First American cultural tourism.

DEFINITION OF PROBLEM

AIANTA exists for the sole purpose of
advancing tribal tourism efforts throughout
Indian Country; measurement of the
economic impact of tribal tourism efforts
across Indian Country is not one of the
organization's  objectives.  While this
Capstone does not seek to answer the
complicated question, "How much revenue is
generated in a destination per $1 spent on
tribal  tourism  marketing?”, it does
acknowledge measurement and tracking are
critical components for AIANTA and tribal
nations to continue to dedicate funds to
tourism.

Tribes must generate profit to provide for
their government and people while receiving
limited funds from the Federal Government.
Tribes are diverse in their economic
businesses, ranging from oil and gas to
smoke shops and healthcare to casinos. Many
financially successful tribes receive a
significant majority of their revenue from
casinos and gaming operations. Every dollar
spent on tourism is competing against
business operations, government operations
and the provision of programs and services to
tribal members.

The problem the Capstone explores is not a
financial return on investment, but an
exploration regarding how tribal tourism
provides an economic and symbolic value for
Tribes, reservations and tribal jurisdictions.
Each of the 574 sovereign tribal nations has
the opportunity to determine the goals and
objectives they seek to achieve in developing
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and contributing to tourism. These tourism
objectives can change based on changes in
tribal administration, funding, resource
availability and need, just as they can in local,
state and federal government.

Due to the understanding of the vast and
unique differences of each tribe, AIANTA
has never sought to develop a tool detailing
specific measurements of success related to
tribal tourism. AIANTA members, however,
seek guidance regarding how a tribe can
define and achieve success in tourism to
assist in justifying efforts and financial
spend. Through the exploration of four tribal
nations located in Oklahoma, all of whom are
members of AIANTA, the Capstone provides
a framework of tourism efforts or activities,
objectives and outcomes or successes.

KEY QUESTIONS

1) Why does tribal tourism exist?

a. Specifically, what is tribal
tourism seeking to
accomplish?

b. Specifically, why is it
important for tribes to market
themselves as a destination?

c. Specifically, how is tribal
tourism different than
tourism?

2) What is the impact of tribal tourism
on communities, tribal and non-
tribal?

a. Specifically, how do the
departments measure tribal
tourism?

b. Specifically, what is the
relationship between tribal
tourism and communities?
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CONCEPTUAL FRAMEWORK

The foundation of this research study seeks to
answer seemingly simple introductory
questions that a First American tribe will ask
themselves when exploring the idea of tribal
tourism. How does one define tourism
success, and how does one achieve tourism
success? Two underlying points must be
considered while addressing the questions:

a) Each of the 574 First American tribes
in the United States is a sovereign
nation with its" own unique
government and operational structure
and;

b) There is no nationally or
internationally accepted
measurement for tourism success.

The theoretical framework selected provides
an integrated approach derived from the
education and marketing disciplines and
designed to identify  patterns and
relationships from four tribal tourism case
studies.

Before discussing the framework, one must
first understand tourism. Tourism is the act of
experiencing activities and places outside of
one’s usual environment, for an amount of
time, typically less than a year. Tribal tourism
is the act of a First American tribe or First
American owned business actively allowing
and promoting experiences and activities on
tribal lands or related to tribal culture.

According to the World Tourism
Organization (2019), “As one of the most
thriving economic activities of the 215t
century, tourism is well placed to
contribute to indigenous people in
improving  their  livelihoods.  If
managed responsibly and
sustainably, indigenous tourism spurs
cultural integration and revival,
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bolsters  employment, alleviates
poverty, curbs rural flight migration,

empowers local communities,
especially women and  youth,
encourages tourism product

diversification, allows people to retain
their relationship with the land and
nurtures a sense of pride.”

Tribal tourism, sometimes referred to as
indigenous tourism, is often generalized as
cultural tourism. Over the last decade, tribal
tourism has been growing as a means of
economic diversification for Oklahoma First
American tribes. Economic diversification
derives from the success numerous tribal
nations have experienced from gaming and
casino operations. Gaming revenue is the
lifeblood of many tribal nations, allowing
them to provide programs and services to
their citizens while growing commerce and
government.

The U.S. Travel Association reported in
2019; domestic travelers spent $972 billion
on travel and tourism in the United States.
Domestic and international inbound travelers
combined spent $1.1 trillion, generating a
total of $2.6 trillion in economic output. The
travel industry directly supports 9 million
jobs and 6.8 million in other industries, with
a total impact of 15.8 million American jobs.
Travel is among the top 10 industries in 49
states and D.C. in terms of employment. Four
out of five domestic trips are for leisure
purposes: visiting relatives, shopping,
visiting friends, fine dining, and rural
sightseeing as the top activities. International
arrivals to the United States in 2019 totaled
79 million with shopping, sightseeing, fine
dining, national parks/monuments and
amusement/theme parks being the top five
leisure activities. The top 10 international
markets to the United States were Canada,
Mexico, U.K., Japan, China, South Korea,
Brazil, Germany, France and India.

Paige Williams Shepherd 6



In 2019,
$1.1 trillion

in traveler spending...

Genefated a total
$2.6 trillion

in economic output

Supported a total of

15.8 million
American jobs.

Business Travel (Direct) Leisure Travel (Direct)

Spending NN $334.2 blilion
Taxes W $55.1 blition

Jobs §§1 2.5 minon jobs

General Business Travel
Spending m—— $195.0 billion

Taxos mmm $32.0 bilfion

jobs §Y 1.5 million jobs

Meetings, Events & Incentive Travel
Spending me— $139.3 billion
Taxes mm $23.1 billion
Jobs §' 11 million jobs

Spending I $792.4 biition
Taxes M $124.6 biflon

.....

Each household would pay
$1,398 more in taxes
without the tax revenue
generated by travel and tourism.

Sources of Travel Spending Total = S1.1 trillion

$278.9B $242.3B

Foodsesvices Lodging Pubdic

Transportation

When discussing tribal tourism in the United
States, it is essential to include international
tourism figures, as international visitors are
incredibly interested in learning about First
American culture and being immersed in an
authentic experience. There are several
reasons for global appeal, some of which are
impacted by the country of origin. For
example, there is a famous German writer by
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$210.88

$169.78
Auto
Transportation

$nz.ee

Racreation/
Amusement

$107.38

Retall

the name of Karl May, who is best known for
travel fiction based in the American Old West
and including First American culture. Karl
never visited America nor met a First
American; however, his books have created a
lure for many Germans to travel to America
to experience the American Old West and
meet a First American. Additionally, other
cultures see connections in the thousands of
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years of history rooted in First American
culture that does not exist in the United
States. Smith  (2015) credits visitor
motivation to both anthropological desires to
learn more about communities under global
threat and a personal need for cultural
experiences of a diverse nature. The United
States Department of Commerce, National
Travel and Tourism Office reported in 2016

that 1.955 million international visitors had
traveled to First American communities, with
the top four countries being South Korea,
China, U.K. and Germany. From 2004 to
2016, visitation grew 160 percent from
international  tourists. In 2018, First
American communities welcomed record
high overseas tourism to Indian Country,
totaling more than 1.986 million.

Top States Visited

1.955 million overseas visitors
Visit Amer. Indian Comm.
California (44%)
Nevada (35%)
New York (29%)
Florida (18%)

Arizona (18%)

(2016)
37.5 million visitors
Overseas Travelers to the U.S.

New York (27%)
Florida (25%)
California (229%)
Nevada (9%)
Hawaii (8%)

Utah (10%) Texas (5%)
Hawaii (6%) Massachusetts (4%)
Massachusetts (6%) Guam (4%)
Illinois, Guam, & Colorado (5%) lllinois (4%)
WA /TX/ LA /WY (4%)
* Only states with at least 4% market share are shown @ndushy& Anabsis
N
Source: International Trade Administration

Historically, cultural tourism is assumed to
have attracted a small demographic of
international travelers who are well-educated
and spend more on average per day than the
average traveler, thus presenting a decreased
risk of negatively impacting the destination
due to overtourism. However, as data from
2016 proves, the increased demand for
cultural activities to enhance the overall
visitor experience for international and
domestic visitors has shifted. In 2004, the top
four countries with international visitation to

First American communities were U.K.,
Germany, France and India. “The
phenomenon of mass cultural tourism is
increasingly becoming a cause for concern”
(Smith, 2015). The industry as a whole has
branded the idea of mass tourism as
overtourism, which has resulted in varying
destinations from parks to cultural sites and
cities to world heritage sites to implement
visitor  limitations to  protects the
irreplaceable tourism resources.
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Visitor Volume to American Indian

Communities...Deconstructed (continued)

2004 2004 2004 2004 2016 2016 2016 2016
Overseas VAICXInc. VAKE %ol VAIC Overseas VAICXinc. VAICE %ol VAKX
* % ] % . % * %
(0003) (000s) (000s) 200y
Overseas 20,322 ERL 752 37,589 S.2% 1,95%

1 South Korea 627 3% 15 0% 1.974 9.5% m 10.8%
2 China 203 3% a4 1.0% 290 6.8% 209 10.7%
3 UX 4,303 san 206 27.4% 4574 39% 204 10.3%
4 Germany 1,520 6.8% 95 12.6% 2,035 6.7% 145 7a%
5 France 175 5.6% 45 6.0% 1628 5.2% 141 1.2%
6 Australia 520 5.1% 29 39% 1,346 7.1% 108 55%
7 Spain 333 2.3% k) 1.0% L0 11.9% 100 51%
# India 308 14.1% aa 8% 1172 10.6% 496 4.9%
9 Raly 471 8.3% 35 4.6% 983 7.9% 78 4,0%
10 _Netherlands 425 9.3% a2 5.6% 672 9.5% 61 3.1%
11 Dom. Rep. 180 1% 3 0.4% 348 14.1% 49 25%
12 Colombia 295 27% 7 0.9% 836 46% 39 20%
13 Sweden 254 3.3% L} 11% 559 6.7% 37 1.9%
14 Brazil 385 0.8% 3 0.4% 169 1.9% v 1.9%
15 Talwan 298 2.2% 7 0.9% 463 6.1% 29 1.5%
16 Argentina 168 04% 1 0A% 9306 1.8% 27 1.4%
17 Japan 3748 0.8% 35 4% s 0.6% 2 1.2%
18 Denmark 151 0.0% 14 19% 326 6.8% 2 11%
19 Guatemala 162 0.9% 1 0.0% 251 8.6% 2 11%
20 Switzerland 243 6.5% 16 21% 463 14% 16 08%

@ndumy & Analysis
NI

Source: International Trade Administration

Due to sovereignty and First American
agreements with the federal government,
tribal land structure varies across the United
States. The four tribes interviewed during the
case study each occupy a tribal jurisdiction,
which is different from a tribal reservation.
The difference between jurisdiction and
reservation changes the landscape of tourism.

Reservations are areas of land, varying in

size, that is managed and governed by a First
American tribe, not the state in which the
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reservation is located. Tribal jurisdictions are
identified regions within states where the
federal government recognizes  First
American tribes; however, the jurisdiction is
not managed by the tribe. The tribe is free to
purchase land within the jurisdiction and
submit through the Bureau of Indian Affairs
for the land to be placed into a tribal trust. As
a result of jurisdiction, the four tribes
interviewed include the community as an
essential aspect of tribal tourism.
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Oklahoma Tribal Jurisdictional Areas

Indicators for success determine what
preconditions are likely to create the best (or
most successful) outcome for the intended
enterprise (R.H. Lemelin et al., 2015). A
quick research analysis provides many
examples of indicators for success applicable
to tourism. As numerous studies regarding
tribal, indigenous and aboriginal tourism
have pointed out, it is hard to use general
indicators of success across tourism efforts
due to the vast differences within tribal
government, economics, politics and

First American Tourism
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’

location, which is addressed as an underlying
challenge. Structural equation modeling is a
statistical analysis framework, which was
utilized by Yoon et al. (2001), for validating
tourism development according to total
tourism impact. The framework includes four
impact factors. The factors are economic,
social, cultural and environmental. Each of
the four elements impacts the other, in
addition to a direct impact on total tourism.
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Results of Structural Equation Model

i?

P
I I
T B

Fit indices: ¥ (89) =105.87, p= .11, GF1 = .96, RMSEA = .025, AGF1 = .94, NNFI = .99, PNFl = .71, CFl = .99, IF1 = .99, RFI = .94,
Note: 1: = Chi-square; GFI = goodness-of-fit index; RMSR = root mean square residual; RMSEA = root mean square error of
approximation; AGFI = adjusted goodness-of-fit; NNFI = noanormed fit index; PNFI = parsimonious normed fit index; CFl =

comparative fit index; IFI = incremental fit index; RFI = relative fit index

* Please refer to Table 2 for the name of indicator,

The groundwork of the model lies in the
social exchange theory. If it is perceived that
the positive impacts of tourism will be more
significant than the adverse effects, a
community is motivated to engage in tourism
and support future tourism development
(Getz, 1994). After the study, Yoon et al.
adjusted the theoretical model to include
three critical factors that influence how a
community responds to tourism: attractions,
events and development. For these case
studies, the Yoon et al. model was adjusted
after reading the four tribal nations'
interviews. Note that the case study
framework used for the case study removes
environmental impact based on the codes
naturally represented in the interviewees'
responses, which were economic, social, and
cultural.

First American Tourism

Source: Yoon, Y., Gursoy, D., & Chen, J. S.

Economics is considered a benefit
that generates revenue for the tribal
nation. Examples of economic
components mentioned during the
interviews include gaming/casinos,
retail and tour group fees.

Social is defined as the net effect on a
community and the well-being of
people. Social also encompasses
activities that bridge the gap among
people.

The cultural frame is defined as the
First American way of life. Culture is
inclusive of the general customs and
beliefs of each tribe interviewed.
Throughout the interviews, there is a
reference to cultural
committees/departments, cultural
centers,  historical  sites and
government structures.
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Economic, social and cultural were the
primary codes used in analyzing the data,
while attractions, events and developments
represent functions and outcomes of the
themes.

- Attractions are designed for a large
number of tourists. Examples include
cultural  centers,  gaming/casino
resorts and parks.

- Events are planned public, semi-
public or private activities or social
occasions. Examples include an
annual festival, exhibition, concert
and sports event.

- Development is inclusive of the
advancement of land resources for

First American Tourism

tourism purposes and supporting
service  development.  Examples
include  the  refurbishment of
historical sites and supporting visitors
through the process of destination
growth and progress.

To ensure the framework reflected the
context of the questions being explored, the
Yoon et al. model was modified. While the
codes were determined within the
framework, the interview responses naturally
revealed tribal tourism themes, prevalent
across all tribal nations interviewed. Tourism
attractions, events and developments are
implemented by tribal nations with desired
expectations and actual outcomes.

SUPPORT
TOURISM I |
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The outcome of tribal tourism is rarely
financial. Tribes engage in tourism to tell
their story, on their behalf, in their voice. For
too many years, First American culture has
been exploited by states and destinations,
including First American culture, without the
consent of the tribe. States and destinations
were aware that visitors were seeking an
authentic First American experience, and
instead of collaborating with tribes,
destinations  developed material and
experiences representative of tribal culture.
Due to economic resources provided by
gaming and casinos, tribal nations now have
the opportunity to represent themselves to
domestic and international travelers, often in
partnership with States and destinations.
Tribes have the power to develop tourism,
which showcases the rich cultural history of
the destination. Destinations are always
looking for ways to set themselves apart from
competitors, and they usually lean on their
people, hospitality and traditions as crucial
factors. "Indigenous populations play well to
that trend and have thousands of years’ worth
of history with their lands and a deep
understanding of a destination’s
significance” (Peltier, 2018). Tribes have the
unique opportunity not only to say this is a
river one can float, but here is what the river
and every component in the river mean to our
people, and this is how we used the water.
Everything has meaning in First American
culture. It is the storytelling component of
First American tourism that genuinely
provides an unmatched experience.

METHODS

The case studies utilize a qualitative
approach to address study questions. In the

First American Tourism

field of qualitative methodology, case studies
were among the first types of research used
in the field (Starman, 2013). This study
involves an analysis of similarities,
differences and patterns across four cases that
share a common focus and goal, resulting in
a comparative case study exploring how and
why tribal tourism works or fails to work
(Goodrick, 2014). Qualitative research was
selected due to the investigative nature of the
study questions and AIANTA's desire to
understand the views and perceptions of the
tribes being interviewed. The role of this
study is to provide a vision to the
organization that can be used to assist in the
future development of concepts and theories
for tribal tourism nationally. The qualitative
approach seeks to discover new thoughts and
operational practices that can be analyzed
across the four tribal organizations to identify
themes that fit within the defined conceptual
framework.

Interviews

Quialitative interviews were conducted with
tribal Nations located within the Plains
Region of AIANTA. Interview protocols
were driven by the desire to understand the
history, development and operational
structure  of tenured tribal  tourism
departments. The interviews consisted of 62
open- and close-ended questions. The same
interview protocols were utilized for each of
the four interviews. The semi-structured in-
depth interviews took approximately 45
minutes, resulting in a “conversational
partnership” (Rubin & Rubin, 1995)

Paige Williams Shepherd 13



Tribal Regions Map

Four tribes located within Oklahoma that
have tenured tribal tourism departments and
are also members of AIANTA were
identified as potential participants with
similar tribal landscapes. The four tribes are
also members of a collective group of First
American nations in Oklahoma called the
“Five Civilized Tribes." The phrase refers to
the  Cherokee, Chickasaw, Choctaw,
Muscogee (Creek) and Seminole nations and
came into use during the mid-nineteenth
century. The name was associated with the
five Southeastern nations due to their
assimilation to Anglo-American norms;
however, "elements of "civilization" within
Southeastern  Indian  society predated
removal" (Frank, “n.d.”, Five Civilized

First American Tourism

Source:
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American Indian Alaska Native Tourism Association

Tribes, para. 3). The nations had previously
supported a collective tourism group through
the Inter-Tribal Council of the Five Civilized
Tribes, where the four proposed participants
equally participated financially to promote
tourism  through  Oklahoma's  Native
Experience. Oklahoma's Native Experience
was established before the shift to reference
tribal nations as First Americans. The brand
maintained a collaborative digital presence
until the restructuring of the Inter-Tribal
Council of the Five Civilized Tribes in 2017.
The tribes had independently and collectively
displayed aggressive tribal tourism efforts,
thus ideally having a wealth of knowledge
and experience to share for the case studies.
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OKLAHOMA'S

Identified tribes were contacted via email
regarding the AIANTA study and asked to
participate. One-on-one interviews were pre-
scheduled with each of the four tribes. The
individual interviewed from each tribe was
the director of tourism, or equivalent title and
position in senior leadership, who is
authorized to speak on behalf of the tribal
nation. Interviews were conducted privately
at a location selected by each interviewee.
Each interview was recorded in addition to
manual note taking to ensure the audio and
visual components of each interview were
captured for analysis.

Observations

Limited observations were reported during
interviews as each one-on-one interview took
place in a neutral location. Interviewees were
engaged during the interviews, often
expanding responses outside the scope of the
immediate question. Observations post-
interview regarding each tribe's tourism
brand, tourism website and tourism digital
presence, including social media, were
documented and analyzed. From the
observations, a deeper understanding of each
tribal destination was gained and in addition
to context to assist in interpreting case study
findings.

First American Tourism

Source
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nter-Tribal Council of the Five Civilized Tribes

Data Analysis and Coding

Data analysis began with a listening tour of
each of the four interviews. I listened to each
of the four interviews three times with the
intent of familiarity, identifying meaningful
quotes for consideration and finally, for
categorization and themes according to the
conceptual ~ framework.  With  precise
categorization, each interview was parsed to
identify patterns and create codes for the
qualitative data. The analysis considered
similarities,  differences,  relationships,
structures and systems according to the three
categories: economic impact, social impact
and cultural impact. The conceptual
framework identified themes that naturally
matched the flow of the case study.
Underlying themes of significance are
activities, expectations and outcomes. Post-
interview questions were assessed to
determine the value.

To begin producing code for the data,
matrices highlighting concepts and themes
were utilized across the four interviews to
start identifying patterns. The matrices
allowed the abundance of data provided
during the more than four hours of interviews
to be easily digested, allowing narratives to
emerge within the bins of the theoretical
framework.
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FINDINGS

Based on the expertise of interviewees and
tenured tribal tourism department structures
within the four case studies, the basis for the
questions specifically ~ focuses on
understanding why tribal tourism exists. As
Smith (2015) concludes, the contributions of
tourism to the cultural survival of indigenous
peoples can be invaluable. Through rigorous
analysis of the interview data and coding
through the lens of the framework, themes
and patterns emerged across the four case
studies. The following findings are consistent
with Yoon et al.’s adapted research around
validating a tourism development theory
based on tourism impact factors; economic,
social and cultural.

1. Tribal tourism departments
are created by  First
American tribes to
promote the fribal region
as a destination and
provide an authentic,
educational experience.

Tourism is typically utilized as an
economical solution for destinations. While
the economic success of tribal nations is
pertinent, the reason First American tribes
establish tourism departments derives from a
cultural place. Throughout each of the
interviews, no matter the question, an
undertone of tribal ownership was
communicated. Each tribe understands the
economic impacts that tourism has on their
nation; however, admitted should the
department cease to generate revenue, the
department would continue to exist in the
same capacity. "Revenue is important
because everything we do, we want to justify
the cost and offset it wherever we can, but
would we still do what we are doing,
regardless of the amount we brought it?

First American Tourism

Absolutely!" Tribal tourism exists as a
service.

Service to the citizens of the tribe, to First
Americans, to the local communities and the
world. Tribal tourism perpetuates the culture
and sites while providing an educational
experience, from an authentic voice. First
American tribes want to own their own
stories as for far too long white man stole and
exploited the parts of First American culture
and history that were economically
beneficial. Never seeking the tribes for
permission or guidance. Tribe A, which
started their tourism department in 2007,
shared one primary reason for creating a
tribal tourism department, “The fribe
started a tribal tourism program to tell
our story from our perspective.”
Ownership of tribal history, culture and
stories is a simple right tribes have
continually been robbed of throughout
history. Their "single most important goal is
to educate the public about the history and
culture of the tribal nation and people.” Tribe
D communicated, “Elected Leadership
wanted to be able to connect all of the tourism
assets the tribe was investing in under one
brand, not the government brand. A brand
owned and told by the Nation." Tribe D
created a tourism department in 2008. The
department, started by one individual and no
infrastructure, employs nearly 40 people and
has been recognized nationally and
internationally for their tourism marketing,
advertising and P.R. efforts. Tribe B passed
tribal legislation in 2007, establishing tribal
tourism, officially funding and starting the
department in 2008, focused on creating
awareness of the tribe's culture and
businesses. Not only are the four tribes
collaborative, as seen through the Inter-
Tribal Council of the Five Civilized Tribes
and various remarks throughout the
interviews, but the nations are competitive as
well from friendly sports matches to business
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operations and success. Tribal tourism
competition is no exception. When
discussing with Tribe C regarding why they
created a tourism department in 2013, it was
really about keeping up. "It was kind of they
were following the trend in Oklahoma. So
obviously some tribes had theirs, and several
other tribes followed that trend as far as
starting an official tourism department. And
so they did that more so that they were on
board with everything going on. They did not
have a clear vision at that point. Even though
we’ve kind of tried to form that over the last
few years." Tribe C is, however, clear on the
department’s goal, “bring visitors into the
area...and then we throw in a little education
as we go.”

Since 2007, when Tribe A established the
first tribal tourism department of the tribes in
the case study, until now, tribal destinations
and Oklahoma have drastically changed,
however, the underlying purpose of each
department remains the same. Over the past
decade, tribal tourism has become more
relevant with the continued economic
development nations have made in their tribal
jurisdictions. Directly comparing economic
growth for all 38 federally recognized tribes
in Oklahoma versus the State of Oklahoma
from 2012 to 2017 shows an output increase
in GDP by tribes of 19.8% and 13.5% by the
State over the six years (Dean, 2019). It is
also important to note that tribes primarily
occupy rural regions of Oklahoma and
remain a constant source of economic
development to communities as they are
permanently located in their tribal
jurisdiction. The drastic growth by both tribes
and the State of Oklahoma perpetuates the
purpose of tribal tourism. Tribe D highlighted
its tourism purpose. “‘The tourism
department is the storyteller to visitors
of the destination and tribe. Tourism is
the thread that connects all of the
tribal assets under one umbrella for a
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visitor. Our stories are told through our
website, social media, brochures and
annual fravel guide. We also tell our
story through our information centers
and the First American art we have
on display and for sale at each
facility.” Packer and Ballantyne (2016)
point out the tourism industry's responsibility
to engage visitors in transformative learning
experiences, before, during and after they
visit the destination. As Richards (2018)
discusses, the research field of cultural
heritage tourism is shifting from tangible to
intangible heritage. It is increasingly linking
indigenous cultures and communities around
the world into the tourism network. With
sound tribal tourism infrastructure and
economic opportunities, the four nations are
well positioned to control the visitor
experience and message.

Just as tribes and the state have changed, so
too have the visitor's expectations. Having a
clear understanding of why each nation
created a tourism department ensures the
tribes are delivering an authentic experience,
acknowledging that the experience does not
always match the visitor's expectations. Tribe
C highlighted the  challenges  of
misinformation and lack of education
surrounding First American destinations.
"Being a tribe, what is unique about us is the
fact that we have this entire culture that we
can share with people. | mean, you hear again
and again, that people want to learn about
First Americans. Unfortunately, they want to
learn about the Hollywood perspective.” The
tribes use these opportunities to educate
visitors on the history and culture of their
specific tribe and how it connects to the
encompassing First American story.
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2. The partnerships  with
communities within  and
surrounding First American
tribal  jurisdictions  are
crucial to tourism success,
though there is an
opportunity for increased
collaboration.

In Oklahoma, tribes are an integral part of the
rural community fabric. “While tribes do
operate businesses, the businesses exist to
serve the tribal government in securing a
sustainable future for the nations and their
citizens. This unique objective has significant
implications for tribes and their citizens, but
also non-tribal communities and the state"
(Dean, 2019, p. 12). The economic impact to
rural Oklahoma far exceeds tourism and is
generally reported in five categories;

education, government, history and culture,
health and wellness and other. Tribes provide
funding directly to communities within their
tribal jurisdictions to support projects, goals
and  financial  shortfalls. In  many
communities, the four tribes interviewed are
the primary financial contributors to the
town's sustainment. "Such payments include
donations to local school districts and
governments supporting local primary and
secondary  schools and  universities,
contributions to communities supporting
local health and wellness and cultural
program, and many other community
programs™ (Dean, 2019, p. 14). In the 2017
Impact of Oklahoma Tribal Nations report,
Dean (2019) found that 15 of the 38 tribes in
the State of Oklahoma had a total economic
impact to state and local communities of
$61,159,120.

Tribal Contributions to State and Local Communities

I e ey

$13,333,667 $14,756,693
$3,914.304 $26,032,726
$5,222.473 $5,456,077
$3,030364 $3,147,751
$8,090,887 $12,765,873
$33,591,695 $61,159,120

Source: Participating Tribes, OCU Center for Native American and Urban Studies

Each tribal nation interviewed acknowledged
the partnerships and impacts the communities
have on tribal tourism's success, ranging from
representation on local Boards to including
non-tribal destinations in tribal tourism
marketing initiatives. Tribe A’s initial
understanding of community involvement
led them to include non-tribal tourism
stakeholders in the strategic planning process
of developing the department in 2007. Strong
community support is one of Russell-
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Mundine's (2007) indicators of successful
development of Australian indigenous
entrepreneurship, highlighting that the
indigenous nation must mobilize and sustain
community  support. Freeman (1984)
pioneered the stakeholder theory, advocating
that organizations, and in this case, tribal
nations, are characterized by relationships
with  various individuals and groups.
Freeman (1984, p. 46) stated, "[a] stakeholder
in an organization is (by definition) any
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group or individual who can affect or is
affected by the achievement of the
organization's objectives." Being that the
tribal nations are the economic engines in the
communities, they are affected by the
successes, or failures, of the tribal nation
regarding travel and tourism. One
interviewee eloquently summed up the
impacts of the stakeholder theory with a
quote by Elected Leadership of Tribe D, "a
rising tide lifts all ships," before elaborating
further to say "if what we are doing
helps others in the community, state,
or Indian Country, we count that as a
success.” The interviews communicated
that the tribes understand tourism is not about
standing up but a collaboration of many.
Tribe C acknowledged, "Okay, so we have
our tourism brand, which it represents our
region of Oklahoma. So we are responsible
for working within the communities around
that brand and the marketing initiatives
around that."

Part of understanding the stakeholder theory
is knowing the differences between
transaction and relationship-based efforts.
Communities rely on both forms of tribal
support for tourism to be successful. Tribe
C’s tourism  structure and  budget
significantly support transactional efforts by
working with five communities on an annual
basis, who receive a $5,000 grant to evolve
tourism further. Many grantee recipients are
destination or event-based and qualify based
on set criteria previously determined by the
tribe. The image painted by Tribe C explicitly
displays their understanding of the
stakeholder theory.

"Too often, we want to focus on our
assets because we have that direct ROI.
And we have like that measurable piece
of it. And of course, we want people to
spend money at our sites, like that is how
we function, right. But | genuinely feel
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that if we only focus on ourselves, if we
only focus on the tribe, we will limit our
community so severely, like we are
handicapping them. Because if the tribe
ceases to exist, we are just going to have
dried up communities. And then the same
IS true, even if we become the next Las
Vegas, but we have nothing outside of
ourselves. That does not benefit our tribal
members, our community members or
those coming to visit us. And so right
now, we have out of our entire budget; we
have $25,000 set aside to work with five
sites every year. And again, and again,
that is the piece of what we do that gets
questioned, but it is also what | believe
the most in because the state and different
industries, they do not direct that funding
to historical sites that we believe have
value. And so, so much in Oklahoma, we
talked about cultural and heritage
tourism, and you know, the history, and
we want to preserve that. | would love to
see us come in and do that. And | say that
not because | want us to come in and take
over those sites. But | am a firm believer
in people owning what they have. And
that is like the biggest piece of site
development for me is that we want to
come in and be a true partner. The goal is
for us to give you the resources and the
tools to own what you have, and we want
you to be proud of it, we want you to be
sustainable."

The stakeholder theory depends on the
consideration being given to each stakeholder
group, in this case, community, to ensure
priority is not given to one stakeholder's
interest over the others. Consideration is
provided regardless of power or interest
(Sautter, 1999). This is where the stakeholder
theory and tribal nations disconnect. As
sovereign nations, tribes have the legal right
to operate and act independently. In
Oklahoma, as tribal jurisdictions, the

Paige Williams Shepherd 19



dynamics are different from tribes who reside
on reservations, as the web of integration is
convoluted, however tribal nations ensure
they are making decisions that never
jeopardize sovereignty. Two interviewees
acknowledged the tribes often operate in silos
when it comes to making decisions; however,
they  desire  additional community
collaboration without waiving sovereignty.

"While we have great relationships
with our communities, as a fribal
nation, we operate independently.
We could do a better job bringing in
outside voices to evolve the definifion
of success," per Tribe A. Tribe D went into
further detail: "We have good relationships
with local communities, but we still, meaning
municipalities, the local chambers, we have
great partnerships, but we still do our own
thing in a way. The idea of working better to
understand each other's goals, and bringing
them to the table, and them (communities)
bringing us to the table as well." This is
where the missions of tribal nations override
theory. Ultimately, tribes make decisions
based on their missions of sustaining and
growing the quality of life for their citizens
and future generations. Due to history with
federal, state and local governments, First
Americans protect themselves and their
resources, thus frequently making decisions
within the tribal government structure and
amongst tribal elders and citizens to ensure
the rights and best interests of the tribe are
always protected.

First American Tourism

3. Technology is the primary
tool utillized by  First

American tribes to
promote, market and
share the tribal
destination.

Once a First American tribe has established a
tourism department and ensured the
destination is market-ready, communicating
that the destination is open and available to
receive guests is one of the most critical
aspects of success. According to Trip
Advisor, 73% of travelers use online sources
when deciding on a vacation destination
(Graft, 2019). Destination Analyst reported
58.2% of travelers used any user-generated
content to help plan, including hotel reviews,
destination reviews, blog reviews and social
media reviews (Graft, 2019). The power of
the internet allows rural, remote, unknown
destinations, such as First American nations,
to invite the world to experience their
destination in their voice. Online marketing
allows limitless opportunities and no longer
requires consumers and destinations to
connect  face-to-face. ~ National  and
international  visibility is vital.  Per
Phocuswright, travel brands are now
spending 61% of their marketing budgets
online (Manoukain, 2019). Xiang et al.
(2015) explored information technology and
consumer behavior in travel and tourism.
They highlighted the importance of
understanding how technology influences
tourism consumer behavior is the foundation
marketing and communications strategy that
is effective and sustainable. Xiang et al.
(2015) acknowledges the unknown lifecycle
of technology and recommends businesses
identify technology trends with the potential
to impact long-term strategic initiatives.
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Each of the interviewees discussed the
impact of technology on the success of the
department and destination. Tribe D stated,
"Our website is key for us; social media is
key for us. They allow us to get our message
out, and it also allows us to be a resource for
the potential guests coming. Social media and
our website are our main components.”
According to Sojern, digital advertising
represented the most significant portion of ad
spend for all global travel marketers in 2018,
which is expected to grow (Manoukain,
2019). Facebook Ads, specifically, were used
by 79% of travel marketers, with predicted
spend to increase in 2019 (Manoukain,
2019). Ziang et al. (2015) recognize the travel
and tourism industry as one of the early
adopters of the internet. Tribe B
acknowledged when talking about digital
marketing and social media; everyone is
fighting for the same viewership,
highlighting the importance of creating
relevant, impactful content and mentioning
that it takes technology to accomplish. Tribe
B went on to discuss a new employee they
hired within the tourism department with a
professional background as a TV host. The
interviewee emphasizes technology
provisions such as production cameras,
drones and editing software for their new
employee in order to create high-res
production spots for tourism.

Tribe C mentions the importance of tracking
to justify the department's efforts,
"technology is going to be the fastest-
growing way to be able to get some
sort of data back that justifies what
we are doing." They explained how
technology provides data across the website,
an app and recently, with the usage and
integration of geofencing.

"Utilizing pixels and different things as

we go in, especially on the website, being
able to track people from one page to
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another and seeing what they are
interested in. We just launched like an
app in a widget that further enhances the
visitor experience and adds tracking
ability to our side. And one of the biggest
things that we are working on is the
geofencing. So within the app, as they
download it as we serve up ads, we are
able to do it within like certain areas. So
if they have the app, and they are
entering, you know, a specific county and
they are going by one of our sites, we can
push messages out to them. And so | think
that we are going to use that more and
more as we are trying to not only get into
our area but help control their experience
as they go through. Because like | said,
even though we want them to spend
money in the area as a whole, we, of
course, want to guide that. So they either
spend it at our sites or at you know,
something that benefits the community
directly, maybe not like a corporate gas
station, but our travel plaza or a mom and

pop stop.”

Tribe D also mentioned using website traffic;
however, as a tool to understand keyword
buys and time on site. "Do we need to update
content if website traffic is not there long
enough? Or if we are not getting enough
traffic our way, do we need to change
keywords? If our website visitation is down,
we track the data and try to get it up."

Tribe A’s realm of responsibility under the
tourism department umbrella includes the
restoration and operation of historic sites,
museums and gift shops. The interviewee
acknowledged that technology is integrated
into all aspects of their department, from data
management to communications to visitor
feedback to safety.

"So it is a piece of everything we do, |
mean, It is simple from, you know, the

Paige Williams Shepherd 21



fire alarm went off in a building, and how
can | get a mass communication out about
it, that it is not an emergency. So there is
the mobile aspect of it, that is just, you
know, for communication. There is also
all of our data. We rolled out a new point-
of-sale system with a data management
component that collects zip code and
email and can prompt some visitor
questions and data. We also integrate
technology through all of our museums.
So our open new museum has an
augmented reality through an iPad
experience with it. So that has been well
received, very well. But then we also use
it for collection purposes. So we have, we
just, we were spending staff time to go do
collection reports on temperature,
humidity, and all of our museums, every
day literally somebody’s going logging
them, and with our new museum, it has to
be done twice a day. So we move to
networked data, sensors for temperature,
humidity, that report to a system. And
then we compile that data there. So it is,
it makes our lives easier, and it improves
efficiency. And the technologies, the way
people find us, most of our marketing is
moving to digital, and meeting visitors
where they are at whether they are on
their phones at a soccer game. They are
scrolling through Facebook, well, we
want to be in front of them, and so
technology is a huge part of the
promotional aspects of what we do as
well.”

Technology in all forms is impactful to the
visitor ~ experience.  Tribal tourism
departments, like all other tourism
destinations, recognize the impact of
technology on the destination decision-
making process. Consumers today are
technology-savvy travelers whose
technology usage and behaviors evolve
(Ziang et al., 2015). The global travel market
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is hungry for historical and heritage tours. Per
TripAdvisor, popularity jumped 125 percent
in 2017 (Manoukain, 2019). The four tribes
included in the case study understand the
potential economic impact technology has on
the tribal tourism industry in Oklahoma and
have already identified it as a tool for success.

4. First American ftribes are
committed fto tourism,
though what tourism looks
like in each tribe differs,
resulting in varying levels of
commitment.

Each of the four tribal nations interviewed
structured tourism differently. It is important
to note because each tribal nation is a
sovereign government, a functional structure
for one tribe may not and likely cannot work
for another, which is evident in the findings
below. One interviewee acknowledged the
complicated dynamic. “I think that it is
different for every tribe. What makes
sense for one tribe will not make sense
for another one, just because tribes
generally are not structured the
same. But wherever it is aligned, it
should have a connection to people
who know a little bit about marketing,
or alotf of it.”

Tribe A is a cultural tourism department
responsible for the management of seven
museums, two welcome centers, three gift
shops and public programming space. The
department oversees the tribe's tourism brand
and marketing. The brand and marketing
focus on tribal and cultural destinations
owned and operated by the tribe. The
department also operates a tour program and
various cultural programs and events for the
tribe. One unique cultural program the
department is responsible for is the one
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percent law the tribe passed around 15 years
prior. The one percent law dictates that every
tribal project over $500,000 must dedicate
one percent of the budget for art in the new
project. The cultural tourism department
employs a collection management team
responsible for all artifacts at the tourism
museums and all artwork across all casinos
and health properties. The interviewee
communicated the department is responsible
for "about 8,000 pieces worth about $8
million™. The cultural tourism department for
Tribe A is structured under business
operations. The department has a dual
reporting structure to business operations and
tribal council, which is unique for the tribe
and unique amongst the tribes interviewed.
Due to dual reporting, Tribe A expressed
integrated participation from leadership
regarding the department’s objectives and
accomplishments. These monthly
interactions ensure cultural tourism is top of
mind for operations and elected officials.

Tribe D, also structured under business
operations, mimics the structure of a
destination marketing organization. The
tourism department is responsible for
promoting the entirety of the destination,
whether the locations are owned and operated
by the nation or not. The department
designed and manages a destination website
which  provides in-depth information
regarding the region including event listings,
blog, suggested itineraries and featured
towns. The department acknowledges they
are viewed as a resource for visitors and the
local communities due to the extensive
amount of information provided via the
website. In addition to the website, the
department strategically engages in social
media, including Facebook, Twitter,
Instagram, Pinterest and YouTube. In
addition to the marketing and advertising
responsibilities, the tourism department
operates four tourism information centers,
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which more than 1 million visitors annually,
a First American art gallery, and manages a
limited liability that functions as a receptive
tour company selling group tour packages.
“Elected Leadership wanted to
create a department to connect all
of the tourism assets the tribe was
investing in under one identity, that
was not the government brand. A
brand owned and told by the
Nation.” Unlike Tribe A, Tribe D receives
limited, unstructured feedback. Leadership's
unofficial policy is to hire capable, confident
individuals who are well-versed and educated
in their specific field, then trust and allow
them to do their job. Reporting is constant;
senior leadership feedback is minimal.

The tourism department at Tribe C has lived
in several places within the tribal structure
and currently resides within the business
operations structure; however, at the time of
the interview, it lived within strategic
development. In addition to structural
changes, the department has experienced
several tourism leadership changes since its
inception. With each leadership change, the
focus of the department has slightly changed.
The interviewee mentioned two previous
directors had led the program before they
took over. Under current leadership, the
department has focused on growing and
developing the travel brand, working with
communities around the brand and marketing
initiatives, operating two welcome centers,
one gift shop and an online store.

Additionally, the department manages
sponsorships in the local tribal communities.
The interviewee ended the question stating,
"if a task does not belong somewhere, it
comes into our realm.” Interpreting responses
throughout the interview, it is clear the
department struggles to have a unified vision.
The interviewee also identified “not having a
clear unified vision" as the department's
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biggest hindrance. "Not having a clear vision,
you are not able to focus all your efforts in
one area. | really feel that if we had, this is
Elected Leaderships vision, and these are the
steps that we need to take to get there. We
could be a lot more successful. That is not to
say we would not still pick up pieces of other
tasks, but we would focus most of our
resources on the best course forward." The
interviewee reported the department receives
no leadership feedback outside of an annual
30-minute  presentation to  Elected
Leadership. Oddly enough, the individual
interviewed emailed shortly after the
interview communicating the department's
functions had split, and they were no longer
the director of tourism. The tourism
department and retail component were
separated into two different departments, and
she would now be leading the retail
department. The change echoes the sentiment
expressed during the interview and results in
another leadership turnover for the already
disconnected department.

Tribe B, who recently structured under
business operations, is responsible for
tourism and recreation. The department
oversees four main functions for the tribe;
tourism, recreation, annual festival and the
golf course. Under the tourism umbrella, they
are responsible for managing the tourism
brand and marketing the tribe's attractions
throughout the region. One main
differentiator is Tribe B Nation does not
promote the entire tribal region as a tourist
destination like Tribe C and D; however, it
focuses solely on tribal businesses and
destinations. Under the recreation umbrella,
the department is responsible for managing
the  Attraction, which includes all
surrounding fields and event space. The
Attraction is a significant revenue stream for
the department hosting tournaments for the
local communities and academic institutions.
Tribe B’s Annual Festival is the largest event
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hosted by the tribe, usually attracting around
40,000 people, which takes place each
summer. The event takes contributions by all
nation departments, as nearly 900 volunteers
are needed; however, the tourism department
manages all planning. The annual festival
includes arts and crafts vendors, food
vendors, free concerts by national acts, a
rodeo, sports tournaments, a parade, citizen
ceremonies and more. Lastly, the department
oversees operations of a golf course the tribe
purchased several years back and recently
remodeled. Tribe B communicates directly
with the elected leader, receiving praise and
opportunities for growth as a department
when  warranted.  Additionally,  the
department interacts with Tribal Council,
receiving positive and negative feedback,
though always supportive.

While each of the four tribes is structured
under business operations, their roles and
responsibilities vary. One sentiment rang
clear; all departments were supported by
senior tribal leadership and felt as though the
administration had a clear understanding of
tourism. One concern that clouds leadership's
perception, as expressed by one interviewee,
is the tourism department does not directly
work with elected tribal officials. "Do | feel
like | have someone that | can go
hash out issues with or explain our
perspective from a tourism goal or
that will fight for what we need, no.
That is not saying that Elected
Leadership would not be that person.
But we have layers in between there
that do not allow us to jump to that
level."

There is a disconnect within First American
tribes regarding the purpose and impact of
tribal tourism, though there is support from
tribal leadership. Outside of leadership,
interviewees communicated varying
disconnects regarding other departments

Paige Williams Shepherd 24



within each nation's understanding of
tourism. While two tribes provided vague
answers, two elaborated. "I think some do; |
do not think everyone does. | think some
people wonder what that is or why you know
why it is done, but | think that they see we
provide value to the tribe. They might not all
know exactly what tourism means, but I think
they know that as a department, what our
functions are, and that we are doing good for
our nation."

Additionally, another interviewee provided
context regarding why they believe other
departments do not genuinely understand
tourism.
"They understand their view of tourism.
Every department has its niche;
communications focus is on marketing.
They understand marketing and tourism.
Tribal events understand how we go out
to trade shows and community events.
They each understand their piece to what
they are willing to accept. And they
understand what they see. They see us on
social media going out to trade shows,
having fun saying, “You guys come
visit.” They understand it to a very
simplistic level. They do not understand
the depth of it. And what it takes to pull
off an event or work with community
partners on a regular basis.”

5. Pride, destination affinity
and feedback are the
primary ways Oklahoma
First American tribes
measure tourism success,
which differs from how
States and Destination
Marketing  Organizations
measure fourism success.
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Bornhorst et al. (2010) identify four
determinants for destination marketing
organization (DMOQO) success; 1) Supplier
relations; 2) effective management; 3)
strategic planning; 4) being focused and
objective-driven. In addition to two inputs for
success, which are human resources and
funding. The predominant state approach
utilized to evaluate tourism success is the
economic impact of input-output analysis
(Dwyer et al., 2004). Oklahoma uses input-
output economic analysis developed by Dean
Runyan Associates (2019) to estimate
spending, earnings, employment and tax
receipts as input data to derive economic
measures and secondary effects of the travel
industry. Economic input from traveler
spending is vital to states, destinations and
communities across the country for tax
revenues. "Travel-related tax revenues are
pure profit, generated by visitors who do not
require essential public services of a
destination” (U.S. Travel Association, 2018,
p. 3). Due to state and destination funding
models, tourism tax revenue is often viewed
as a measure of success for lawmakers and
community leaders due to the diminished tax
burden for constituents and financial leverage
to fund essential community services.

Tribal tourism funding models in Oklahoma
do not rely on county or destination tax
revenue, nor is such fee collected; thus, it is
impossible to measure success in such a way.
As communicated in finding one, tribal
tourism in Oklahoma was established to
promote tribal regions as tourism destinations
and provide an authentic, educational
experience, not to generate profit. Significant
revenue for tribal governments in Oklahoma
is produced by gaming. The revenues are
then utilized to “provide services for citizens
and to develop new tribal industries. Each to
benefit the long-term welfare of the tribal
citizens” (Dean, 2019, p. 9). Tourism is a
benefactor of gaming success.
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Conversations regarding the measurement of
success of tribal tourism efforts resulted in
three general themes from the four tribes:
pride, destination affinity and feedback,
internally within the tribe and externally from
the communities, partners and visitors.
Teresa Pinter (2005) identified that
effectively planned and managed heritage
(cultural) tourism can realize positive
impacts, including building community
pride. Tribe A communicated pride as a
success factor in the opening of a new
museum. "People feel proud and
inspired when they visit. So it's not just
for the public; it is for our citizens as
well. We use their pride and their
response about how we are doing o
measure our success.” In addition to
internal and citizen response, Tribe A also
discussed the value of instilling community
pride when measuring department success.
Tribe D discussed pride in their department
based on the satisfaction tourism team
members receive from their relationships
with the communities within the region and
the personal connections established at travel
and tourism shows. "We promote our area
very well. We know our area very well. We
take pride in getting into our areas and
learning what is going on in them so that we
can be the storytellers of the destination.”
Tribe D further elaborated that the
department's tourism efforts are often the
destinations only marketing. The pride, the
individuals, feel being able to represent the
entire  community is immense. Tribe C
discussed how instilling community pride
was a central effort of the department during
its inception. "A big part of what we did when
we first started tourism was not only reach
out to our communities, but it was instilling
pride in our area of the fact that we have
something to offer. As communities grow
and branch out their tourism initiatives, we
count that as a success, because it is not just
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us making the efforts. It is everyone as a
whole."

Awareness is essential for any brand. Tribe B
identifies creating awareness for the tribe,
cultural sites and amenities as the single most
important goal of the tourism department. At
the same time, Tribe C focuses on brand
awareness, "how many people know our
name, how many people know we exist." A
strong brand delivers relevant content to the
intended recipient and exposes new people to
the brand, all while breaking through the
noise of competition. Statista’s 2019
advertising forecast predicted ad
expenditures in the United States to amount
to $240.7 billion. Even with so much money
going into marketing and advertising, the
intangible nature of branding makes it
difficult to measure. The difference between
brand awareness and brand affinity is sharp.
"Brand affinity is where the real value is-the
feeling and meaning created around a
company or product will define its success or
failure™ (U.S. Travel Association, 2019, p.
34).

Tribal tourism marries perfectly with brand
affinity as the objective of the destination is
to create a meaningful connection with the
culture, people, land, stories and history of
the area. Tribal nations invite visitors and the
world to share and experience an authentic
journey that educates and encourages
meaningful conversations and opportunities
to grow as individuals. Oklahoma tribes do
this by creating meaning for visitors but also
understanding their visitors. "An
understanding of who your visitor is
and who it is not. Truly knowing and
owning what we are and not trying to
be everything to everybody. Trying to
do what we do authentically and not
what people want or what they
expect, but being who we fruly are."
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This raw understanding allows the tribes to
build brand affinity and loyal visitors. Tribe
D mentioned getting people to consider
Oklahoma as a travel and tourism destination
is the hardest pitch. Once visitors experience
the world-class destinations, the widely
undiscovered National Park, the small-town
charm and welcoming people, visitors
establish feeling and meaning, resulting in
brand success. Tribe A expressed the same
sentiment, "frying fo not only gef
yourself and your message above the
crowd but to bring people to a state
they are not familiar fraveling to, that
is an obstacle."

Oklahoma tribal tourism departments create
brand affinity and brand awareness through
marketing and advertising, community

engagement, sponsorships, management and
ownership of tourism welcome centers,
tradeshows and visitor interactions. Building
a brand affinity for tribal tourism is more
significant than one tribe working at the goal
independently. The four tribes acknowledged
the impact of working collectively as tribes
within the state and across the Nation to
create awareness. Tribe D said, "We work
really closely with Oklahoma tribes. Also, we
share knowledge and tourism development
data with tribes nationally through speaking
at conferences and through the U.S. Travel
Association." Exposure of Tribe D on the
national stage not only assists with increasing
exposure for the individual tribal tourism
brand but heightens the awareness of tribal
tourism as a voice contributing to the national
tourism conversation.

Tribal Brand Logo’s

FCHOCTAW
COUNTRY
CHICKASAW
COUNTRY
Cherokee Chickasaw Choctaw Muscogee (Creek)
Nation Nation Nation Nation

Internal and external feedback received by
the tribal tourism departments is the third
way to measure success. “‘Primarily to
measure success or failure of our
department, we use feedback.
Feedback from visitors, the
community, our department, the
Nation,” said Tribe D. Listening is
culturally significant to First American
tribes, dating back centuries. "When Native
Americans do communicate, they put much
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more of an emphasis and value on listening
rather than speaking” (Rice, “n.d.”, Listen
Before You Speak, para. 1). Jones-Smith
(2018) expressed how First Americans
communicate  differently. "A  major
American Indian cultural value is the dictum
"listen before you speak” (Jones-Smith,
2018, p. 271). First American culture uses
silence as a tool to communicate. Cultural
norms of First American culture create a
foundation for measuring tourism success.
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While the channels of feedback have
diversified and changed over the centuries,
the wisdom gained is still equally as relevant.
Tribe C listens across multiple platforms to
external customers. “A lof of it s
feedback. As far as comments we
receive on social media, what we
hear at tradeshows, if people come
to visit and then how our communities
feel. A big part of how we market
what we do is redlly just listening to
the consumer.”

Tribe D elaborated on the importance of
listening to the community, and the positive
impacts a strong relationship has on tourism
success. "If we have good relationships with
businesses, they are willing to buy-in and
participate in our tourism strategy. If we do
not know what is going on with our
destinations, we cannot accurately promote
them. Having a personal connection and
listening to our businesses allows them to
understand that our objective is to bring new
visitors to the entire region.” Tribe A
emphasized the importance of community as
well but acknowledged that measuring
tourism success is difficult. “It is not black
and white, but a big part of our measurement
of success is our community response to what
we have done. We have had some failures
that we have had great community response
for. We have learned from that. But we have
resounding successes as well, where the
community is vocal about how we have done
has made them feel or whether it has instilled
a sense of pride.” Tribe B, whose role is also
to plan and oversee events, highlighted the
importance of event feedback from vendors,
attendees, volunteers and staff, however,
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expressed concern they did not do a sufficient
job collecting data for measurement.

Regarding the Annual Festival, "We know
we have been successful. You can hear the
entire community talk about it. There will be
stores or restaurants in town that say, "you
guys brought in a ton of people.” If we can
attract tourism to not just the tribe but also the
community, you know we are helping
everyone." Listening and reporting external
stakeholder feedback to tribal leadership
justifies the continued investment in tribal
tourism.

In addition to external feedback, internal
feedback is a crucial component of tribal
tourism success. Due to sovereignty, tribal
self-determination  and  history,  First
American tribes traditionally prioritize
internal feedback. Tribe B discussed the
importance of listening to the tourism
department team. "If they are not happy with
what we are doing, how we are working, then
we are not really successful." Tribe A
focused on how internal feedback within the
department is vital to the visitor experience.
"We cannot do what we do without having an
effective team. Having all of our sites
working together, because one group that
comes through will likely experience all the
locations.” The interviewee stressed the
importance of tourism site feedback to ensure
brand expectations are met across the
destination, creating a positive visitor
experience. Chen and Rahman (2018) noted
memorable tourism experiences positively
affect cultural tourism destination loyalty by
tourists.

Each of the tribes spent significant time
discussing the importance of relationships
with other tribal departments, none more so
than the relationship between tourism and
culture. Cultural department relationships
vary across tribal structures, from reporting
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to collaboration. Tribe A reports directly to
the Board of Directors Cultural Committee
and Tribal Council Cultural Committee in
their dual reporting structure. Tribe D leans
on the Department of Culture and
Humanities, which operates the tribal cultural
center and all tribal museums as a resource to
tell the story of Tribe D peoples. Tribe D’s
tourism department sees itself as a service to
the Department of Culture and Humanities,
assisting in sharing the history and culture of
the tribe. While both Tribe A and Tribe D
have cultural centers, Tribe C and Tribe B do
not.

Tribe C is currently building a cultural center
and acknowledged tourism's relationship
with culture moving forward would be
significant.

"But being a tribe, what is unique about
us is the fact that we have like this entire
culture that we can share with people. |
mean, you hear again and again, that
people want to learn about First
Americans; unfortunately, they want to
learn about like the Hollywood
perspective. And so as we move forward,
we definitely want to change that
connotation. But to do that, we have to
have a strong relationship with the
cultural group. And as we develop the
cultural center and different assets, I think
we need them, and they need us because
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they have to realize that while we do not
want to commercialize, we do have to
take into perspective what the visitor
wants. And really just like we hold all of
our sites accountable for these quality
standards, we need to hold ourselves
accountable to that, whether it is parking,
or restrooms, or what's in the gift shops, |
think we can both lend each other a little
bit of advice that will make it easier for
both of us to bring people in.”

6. Collaboration and funding

are the most desired
resources for First
American tribal tourism

departments.

Funding and collaboration were identified as
the top resources desired by the Cherokee
Nation, Chickasaw Nation, Choctaw Nation
and Muscogee (Creek) Nation to assist in
tribal tourism efforts. Interviewee responses
emulated State of Indian Country Tourism
Spring 2019 national data from an AIANTA
report, identifying inadequate/underfunded
marketing as the most significant challenge
facing tribal tourism enterprises followed by
lack of coordinated regional tourism efforts
and infrastructure issues which tied for
second.
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Tourism Challenges

Governmeant officials do not priaritize touriam
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Lack of stable fedenl/regional
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Source: American Indian Alaska Native Tourism Association

To grow tribal tourism, each interviewee
identified additional department funding as
the primary resource necessary to make an
impact. While all tribes acknowledged they
have adequate funding for current operations,
failure to grow and missed opportunities
were recognized due to current funding
allocation. Aside from capital project
expenditures and operational needs tied to the
investments, tourism budgets have remained
flat at each of the tribal nations over the past
several years. While budgets have remained
flat, the cost of doing business continues to
rise year over year, in addition to short
lifespans of digital marketing tools such as
websites, apps and museum technology that
continually require updating. Advocating for
tribal funding is complicated. Tourism is
completing for money against programs and
services for citizens and businesses turning a
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profit. Tribe A details the complexities of
why each tribal tourism budget has remained
relatively flat.

"I think the biggest challenge is just
advocating for funding, even though we
are well supported. We live in a political
organization, and there are external
factors. We are very blessed to be
supported by the businesses. But you
know, it tourism is not a huge
moneymaker. Tourism is a big economic
impact, but as a department, we are not
highly profitable. So we are dependent
upon the economy at large and are
dependent on our businesses because they
directly support us get funding.”
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Tribe D discussed ways in which an
increased budget would allow the department
to grow tribal tourism.

“We have identified ways in which we
can grow our brand through research,
partnership increased marketing spends
and creative campaign strategies;
however, every effort requires additional
funding currently not available. Increased
budget for headcount would also have a
positive impact on the department's
ability to grow the tourism brand.
Currently, shared services or external
vendors are utilized. While they are great,
they lack the specific knowledge and
expertise of the region to effectively tell
the story of our destination in an authentic
tone."

From a staff and department oversite
perspective, Tribe C employs the least
number of tourism employees compared to
the other three tribes and compared to other
destinations across Oklahoma, according to
the interviewee.

"Yes, for if we were looking to grow and
actually increase, like our awareness and
what we are able to impact? | would say
no, you look at a lot of different tourism
departments and how the staff there is,
even specifically within Oklahoma, and 1
would say that we are understaffed and a
little under-budgeted. Specifically, |
would say, as to our media budget, you
look at any of our competition, which
does not refer specifically to Oklahoma,
or to the tribes as anyone trying to get
those road trippers in our immediate
vicinity. Compared to what they have, we
are severely under-budgeted.”

Tribes are essential to Oklahoma's tourism

and economic success, which is none so more
apparent than through the United for
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Oklahoma platform whose mission is the
raise awareness of tribal impacts across the
state. However, the four tribal nations
acknowledged present and past collective
efforts and expressed their desire for
increased interaction and collaborative
efforts to increase tribal tourism across the
state. Tribe B mentioned changes to Inter-
tribal Council meeting format impacting
consistent dialogue but hopes for increased
time together and sharing of best practices.
Tribe C elaborated on how specifically the
tribes can work together.

“Right now, we have a limited amount of
time with each other. We see each other
at a conference here or you know,
something there. And we get that
networking opportunity, and we get those
connections. But | wish it was one of
those relationships where we sat down
and said, “This is our overall goal. This is
our goal in the next year, three years, five
years. This is what we are planning, and
this is what we have rolled out. And we
are able to compare. Not only are we able
to say, "We tried that, and | would
recommend you do X, Y and Z instead of
this." It would also show where we
overlap. Our goal is not just to bring them
to our areas. It is to spread the love and
send them to different locations
throughout the state.”

Tourism, while competitive  amongst
destinations, is collaborative. The reality of
the tribal tourism disconnect has nothing to
do with a decreased desire by any tribe but
the lack of allocated time initially provided
through the Inter-Tribal Council.

Practitioners recognize the value of
knowledge sharing through networks, not
just within organizations, particularly the
encouragement of  partnerships  within
destinations (Baggio & Cooper, 2010). New
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thinking shifts knowledge management from
'knowledge is power' to 'sharing is power,’
which creates ‘communities of knowledge'
within destinations (Baggio & Cooper,
2010). Encouragement and collaboration of
partnerships are essential not only among
tribes but also within communities and the
State of Oklahoma. Tribe D highlighted the
power of sharing, "It would help if we had
knowledge of future projects within our area.
We are not always aware of projects, internal
or external until they are made public. If we
had the information prior, we would be able
to support the initiative immediately."

First American Tourism Paige Williams Shepherd
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RECOMMENDATIONS AND
DISCUSSION

Six key findings within the economic,
cultural and social lenses resulted in four
recommendations for the Cherokee Nation,
Chickasaw Nation, Choctaw  Nation,
Muscogee (Creek) Nation and AIANTA.
Each recommendation is a direct response to
data collection and analysis.

Recommendation one derives from finding
one and finding four, focusing on the

FINDINGS
Tribal tourism departments are created by First American tribes to

meaning and commitment to tribal tourism.
The second recommendation, in response to
finding two, highlights and grows the
importance  of  community  support.
Recommendation three is a product of
finding four and five, focusing on the
outcomes and needs. The  final
recommendation originates from finding
three and the importance of technology in
tribal tourism success.

promote the tribal region as a destination and provide an authentic,

educational experience,

The partnerships with communities within and surrounding First
American tribal jurisdictions are key to tourism success, though
there is an opportunity for increased collaboration,

Technology is the primary tool utilized by First American tribes to
promote, market and share the tribal destination,

First American tribes are committed to tourism, though what
tourism locks like at each tribe varies, resulting in varying levels of
commitment.

Pride, destination affinity and feedback are the primary ways
Oklahoma First American tribes measure tourism success, which is
different than how states and destination marketing organizations
measure tourism success.

Collaboration and funding are the most desired resources for First
American tribal tourism departments.

1. Establish  AIANTA  fribal
destination network
chapters per state or
region.

The development of formal and informal
collaboration, partnerships and networks to
deliver a product is more prominent in
tourism than most economic sectors (Baggio
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RECOMMENDATIONS
Establishment of AIANTA tribal destination
network chapters per state or region.

Develop and administer a community
stakeholder survey through the tribal
destination network to gain the support of
tribal tourism.

Sl

Champion the value of tribal tourism.

Coordinate individual tribal tourism digital
marketing efforts for greater collective
impact.

& Cooper, 2010). The report findings and
Spring 2019 AIANTA survey both identify
the need for formal collaborative tribal
tourism efforts. Oklahoma tribal findings
communicated informal efforts struggle to
remain consistent since the dilution of the
Inter-Tribal Council Tourism Committee.
AIANTA's  mission outlines  define,
introduce, grow and sustain as the pillars of
the organization, aligning perfectly with the
identified need. Establishing chapters across
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the United States allows AIANTA to meet
tribes where they are, opposed to requiring
them to attend a conference to engage with
the organization. The requirement could be
the limitation that prohibits a tribe, business
or individual from interacting with AIANTA.
It is recommended that chapters represent a
state or states, depending on the number of
tribes per state, within the six identified
regions. With 39 federally recognized tribes,
Oklahoma should establish the first tribal
destination network chapter, leaning on the
four tribes interviewed for this study as
founding members.

Tribal destination network chapters should be
utilized as an introduction and growth tool for
AIANTA, including member and non-
member tribal nations, tribal enterprises, First
American-owned businesses and individuals.
Inclusion allows a network of tribal and
community destination stakeholders based on
interest, not on finances, power or previous
participation. It is recommended that tribal
destination networks meet monthly or bi-
monthly depending on chapter needs as a
means to share knowledge, innovate,
collaborate and remain competitive in the
industry. In numerous economist and
sociologist cases, it has been shown that a
dense and well-formed network, particularly
in unpredictable environments, favor’s a
stakeholder's attitude to search for new
opportunities and to share experiences
(Baggio & Cooper, 2010). Sharing
experiences, best practices and evaluating
tourism opportunities creates an ecosystem of
resources. As identified during the finding of
this study, others within tribal organizations
often struggle to comprehend tourism fully.
Having a local network of colleagues within
whom appreciate and understand the
complexities of tribal tourism will be a
valued sounding board for each tribal nation.
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Due to the current tourism economic
environment, tribal destination network
chapters will be vital in ensuring economic
hardships do not alienate destinations that are
unable to continue membership, unable to
travel and are looking for tribal resources and
support moving forward. Tourism will be
different, moving forward. Tribal tourism
will be different, moving forward.
Collectively tribes and communities, through
formal tribal destination networks, can lean
on one another to grow and sustain.

2. Develop and administer a
community  stakeholder
survey through the fribal
destination network to
grow and enhance
collaboration.

Interview findings identified the importance
of community partnerships regarding tribal
tourism success, feedback as a critical means
of measurement and the increased desire for
collaboration as three key takeaways
connected to a tribe's relationship with the
surrounding communities. As each tribe
identified; currently, there is not a formal
process for communities or stakeholders to
provide tourism feedback to the tribal
tourism department. Once the tribal
destination network is established, one of the
first business orders should be developing a
community stakeholder survey to elicit
feedback from organizations and individuals
connected to the tourism industry or
impacted by the tourism industry.
Destinations that have conducted tourism
stakeholder surveys in the last five years are
Destination BC, Tourism Richmond and
Travel Oregon. Exploring each of these
surveys would give the tribal destination
network a solid foundation to assist in
developing questions for tribal stakeholders
in Oklahoma. The Travel Oregon example
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shows how one survey can be applied to
various regions throughout a state to ensure
consistency while including region-specific
questions.  Addressing the needs of
stakeholders is one component to signifying
sustainable tourism (Waligo et al., 2012),
which fits within the cultural beliefs of First
American cultures. Sustainable tourism is the
concept of visiting a tourist destination
without harming the cultural, natural or
recreational resources while trying to make a
positive impact on the environment, society
and economy. Freeman (1984) asserted that
stakeholders can affect and are affected by
the actions of one organization.

The survey should be conducted online and
distributed to community stakeholder
databases managed by each tribe of the tribal
destination network. The survey should be
assessed every two years due to the vital role
stakeholders play in the sustainable success
of a destination. After collection of initial
baseline data, the tribal destination network
should set measurable and attainable goals
regarding the community stakeholder
surveys over the biennium to ensure the
community partnerships remain healthy,
feedback continues, and collaboration
between tribal tourism departments and
communities is increasing.

3. Champion the value of
tribal tourism.

The tourism industry is expansive and
complex. Findings identified individuals
within tribal organizations do not fully
comprehend the purpose, impact and
opportunity tourism affords tribal nations.
The story of tourism does not resonate with
everyone. There is a lot to know, a lot to
understand and no explicit channel of
communicating the positive impacts of tribal
tourism on communities, states, Indian
Country and the United States. Championing
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the value of tribal tourism, collectively as
tribal destination networks, highlights when
entities work in tandem with other economic
development strategies, tourism success can
be achieved. Being a champion means telling
the stories of our communities, the personal
visitor experiences, the addition of new
tourism destinations and businesses, leading
to job creation and increased tourism activity.
It means analyzing the information learned
from the community stakeholder survey and
being transparent with the data to allow
others to utilize the results to guide tourism
development decisions in the regions. It
means sharing resources to assist tourism
growth and understanding across tribal
territories and within the organization across
tribal departments.

Working collectively with AIANTA, the
tribal destination network should develop
two toolkits to champion the value of tribal
tourism, one for tribal tourism departments to
use within tribal organizations and a second
to be used externally for communicating the
value of tribal tourism to communities, states,
Indian Country and the United States. The
toolkits fit within the mission of AIANTA to
define, introduce, grow and sustain tourism
that honors traditions and values through
education, the heartbeat of their work.
“Internal marketing techniques designed to
inform residents of the economic and cultural
benefits they receive from tourism may be
helpful in gaining the host community’s
support that is necessary for the development,
successful operation, and sustainability of
tourism” (Yoon et al., 2001, p. 370) Building
strong tourism advocates comes from
increasing the number of tribes, businesses
and people who see themselves as part of the
tourism industry. To build the industry, clear
connections must be available between words
and actions through the toolkits. The toolkits
will be essential pieces of the dialogue
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tourism departments utilize to assist others in
understanding the industry.

Understanding the value and positive impacts
of tribal tourism assists with another finding
within the case study, the desire for increased
funding. A clearly defined internal and
external communications strategy within the
toolkits will lay the foundation for tribes
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While the U.S. Travel Association is a
resource and tool for many states and
destinations across the United States,
creating invaluable information regarding
tourism advocacy and policy, the resources
are not specific for Indian Country and are
based on U.S. Travel membership. Two of
the interviewed tribes are members of the
U.S. Travel Association and AIANTA;
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seeking to establish a tourism department or
grow tourism funding within an existing
department. Playbook: Protecting Your
Budget by the U.S. Travel Association
(2018) has identified seven reoccurring
message themes to be included in
communication to safeguard or increase an
organization’s tourism budget:
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however, outside of those three entities, there
is little representation of tribal tourism within
the national organization. The four tribal
nations interviewed, in collaboration with
AIANTA and U.S. Travel Association,
should collectively develop an external
resource that can be utilized by communities,
destinations and states. The toolkit should
focus on growing cultural tourism based on a
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shared understanding of the value of tribal
tourism.

In 2005, the National Association of Tribal
Historic Preservation Officers designed a
Tribal Tourism Toolkit Project: “Cultural and
Heritage Tourism in Indian Country”
intended to guide tribal nations through the
tourism  planning  process, cultivating
community collaboration and culminating
with the launch of tribal tourism. The 10-step
toolkit recommends the following steps:

1) Form an Action Committee

2) Plan and Complete a Tribal
Community Inventory

3) Conduct a Resident Attitude Survey
or Hold a “Hopes and Horror”
Meeting

4) Analyze Your Current Market

5) Establish Priorities and Goals

6) Develop Strategies/Projects and
Identify Resources

7) Analyze Project Impacts

8) Test Strategies in the Community

9) Seek Formal Endorsement

10) Implement Plan

The toolkit encourages tribes to explore the
economic impacts of tourism. It serves as a
supplemental tool, working in collaboration
with this case study analysis regarding
defining and achieving success in tribal
tourism through the lens of an economic,
social and cultural framework. The 10-step
process serves as a model toolkit specializing
in tourism in Indian Country.

4. Coordinate individual
tribal tourism digital
marketing efforts for

greater collective impact.

Technology was identified as the primary
means of marketing tribal tourism
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destinations. Though each destination has an
individual brand, mission and budget,
collectively, they seek to increase visitation
to tribally owned destinations and
communities within tribal jurisdictions. An
integrated  marketing ~ communications
foundation ensures individual messages
reinforce each other, creating a larger impact
together than they would otherwise (Key &
Czaplewski, 2017). Integrated marketing
communication across tribal tourism brands
can also impact visitor perception of tribal
attractions in a positive way, as trustworthy
destinations. Each tribal brand maintains its
logo, marketing message and position;
however, the communications strategy would
be unified in such a way the brands would
coordinate activities to seek to change digital
consumer behaviors when searching for
authentic tribal experiences. The hierarchy of
effects model maps out the response process
a recipient of a message goes through before
behavior: awareness, knowledge, liking,
preference, conviction and behavior (Key &
Czaplewski, 2017). Results take time to
produce outcomes; thus, the model clings
tight to strict communications that can be
enforced across multiple parties for extended
periods. Channels in which coordinated
efforts should span are advertising, direct
marketing, sales, public relations and digital
marketing. Seeing as case study interviews
identified digital marketing as the primary
means of promotion for tribal tourism,
collaborative efforts should initiate and focus
on the digital channel and grow into other
channels when applicable. The essence of
integrated marketing communications for
tribal tourism in Oklahoma is developing a
place brand based on shared positive values
and perceptions.

Integrated marketing efforts will save tribal
tourism departments time and money.
Currently, each tribe develops an annual
strategy and campaign independently.
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Unbeknownst to one another, multiple tribal
destinations may focus on the same themes,
such as cultural tourism, recreational tourism
and rural tourism. Without coordination,
digital marketing efforts would have tribes
competing against one another for keyword
buys, resulting in increased costs for all
parties. If tribal tourism departments
coordinated efforts to flight keywords at
specific times, they would not be competing
against one another for the same words. The
amount of time that goes into the
development of annual strategies and
campaigns would be decreased if joint
communication efforts were pre-determined
and not adjusted after that. Additionally, as
pointed out by Tribe C, integrated efforts
would alleviate overlap, align three to five-
year goals and make recommendations based
on experience. “If we were able to collaborate
in that way, we would have the thread
throughout all of us, rather than just one of us
individually.”

Upstream and downstream audiences utilize
digital communications, meaning in addition
to digital assets used by consumers
(downstream) to assist in trip planning, they
can also be used by tribal, state and federal
entities (upstream) to influence change to the
tribal tourism landscape. In this regard,
digitally integrated marketing
communication also affects
recommendations two and three. When tribal
tourism departments present a unified
message based on positive shared values and
perceptions, they collectively assist in
moving the needle for tribal tourism,
addressing multiple opportunities.

First American Tourism

STUDY LIMITATIONS

Small Sample Size

The small sample size and isolated
geographical region of the tribal nations
interviewed may limit the ability for the study
to applied broadly across Indian Country.

Selection Bias

AIANTA selected interview participants
based on tribal membership status and the
existence of a tenured tribal tourism
department. Consideration for tribal nations
outside of Oklahoma was discussed with
AIANTA,; however, it was determined the
four interviewed tribes' similarities would
allow more detailed categorization.

Personal Connection

All individuals interviewed for the study are
professional colleagues of the study author.
AIANTA is an intimate organization whose
members work collectively to enhance
tourism across all of Indian Country.
Collaboration between AIANTA and tribal
nations has led to organizational success. The
honesty of question responses may be
questioned. To alleviate concern, interview
protocol was followed precisely, which
included an audio recording of each
interview with participant agreement.
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CONCLUSION

First American nations in Oklahoma and
across the United States are increasingly
viewing tourism as a means of economic
development and a way to share their tribal
history and culture. This comparative case
study interviews four First American tribal
tourism department leaders in Oklahoma who
are members of the American Indian Alaska
Native Tourism Association to discover
similarities, differences and patterns. The
study seeks to glean common themes within
the economic, social and cultural umbrellas
to shed light on how First American tribes
define and achieve success in tourism.

Two guiding questions framed the case
study; why does tribal tourism exist and what
is the impact of tribal tourism on
communities, tribal and non-tribal. Each
question narrowed the lens of exploration,
allowing the focus of the research to target
outcomes and activities. Specifically, what
does tribal tourism seek to accomplish, why
are tribal destinations important, and how is
tribal tourism different. Further, the case
study explores how the benefits of tribal
tourism are measured and the relationships
between tribal tourism and communities.

Four interviews with established tribal
tourism departments, who had each been in
existence for more than eight years, resulted
in six key findings. First American tribes
establish tribal tourism departments to
promote tribal regions as a destination while
providing an  authentic  educational
experience. The communities within and
surrounding First ~ American  tribal
jurisdictions are key to tourism success;
however, there is an opportunity to
strengthen the partnerships and increase
collaboration. First American tribes utilize
technology as the primary means to market
and promote the tribal destination. Tourism

First American Tourism

structure and operations within each tribe
functions according to specific tribal need,
which results in a varied level of
commitment. Though commitment varies,
each tribe is confident in tribal leadership's
support of tourism efforts. Tribal tourism
success is measured through pride,
destination affinity and feedback from within
the organization, its citizens, communities
and visitors. Lastly, the greatest need
identified for First American tribal tourism
departments was increased collaboration
internally and externally and additional
funding.

Findings  brought to light  four
recommendations in which AIANTA and the
Oklahoma tribal tourism departments can
work collectively to increase, with the
ultimate objective of increasing tourism
participation  across Indian  Country.
AIANTA, with the assistance of the four case
study tribes, should establish tribal tourism
network chapters, creating collaborative
groups outside of the American Indian
Tourism Conference for sharing information,
data and resources. Tribal tourism network
chapters should develop and administer
community stakeholder surveys throughout
tribal jurisdictions to increase community
participation and understanding in tribal
tourism efforts. AIANTA and tribal tourism
departments should focus on the means to
champion the value of tribal tourism to
internal and external stakeholders as a way to
bridge the communications gap and
ultimately increase funding. Lastly, tribes
should work collectively to establish
integrated marketing communications to
extend the value of marketing funds and learn
from one another’s past and current efforts.
Integrated marketing communications will
save First American nations time and money
as well as present shared values and a unified
tourism perception.
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Each First American nation operates
uniquely according to their constitution and
government structure. For these reasons, one
cannot precisely define a superior structure to
be utilized by all First American nations to
achieve success. The comparative case study
sheds light on economic, cultural and social
themes that contribute to tribal tourism
success.
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APPENDICES

Appendix A
Interview Protocols

How do First American tribes define and achieve success in tourism?
Ice Breaker

e How are you?

e Are you a member of a tribe? And, if so, what tribe do you most closely affiliate?
e What tribe do you represent in an official tourism capacity?

e What project(s) have you been working on lately?

Background

e How does the Tribe define tourism (i.e. gaming, outdoor recreation, tours, cultural
center)?

e Does the Tribe see their culture important to their tourism product/program? If so, how

does your tribal tourism program support the Tribe’s cultural perpetuation goals?

How long have you worked in tourism?

How long have you worked in tribal tourism?

Do you have any experience in tribal tourism outside of your current role?

Why did your tribe start a tribal tourism department?

When was the department created?

Who participated in the development of the department?

How many people work within the department?

What is the department responsible for within the organization?

Under what branch of the tribe does the department exist?

Current Landscape

How does the Tribe tell its story through their tourism program and/or product?

How is the department funded?

Is the budget volatile or flat? If so, up or down? Flat for how long?

Do you anticipate the department growing in employees or oversight in the next one
year? Two years? Three years?

How do you define success?

Who participates in the process of defining success?

Who is excluded who should be part of the conversation of defining success?

How do you measure success?

Does the tribe contract with any vendors to provide ROI data? If so, who and for what
data?

e Does the department have an adequate budget?
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Does the department earn revenue? If so, how?

Is revenue earned directly by the tourism department measured? Important? Does it
impact the budget?

Do you believe the department would exist if no revenue were earned?
What is the department’s single most important goal?

How do you measure the success of the goal?

What does the department do well?

What could the department do better?

What criteria do you use to measure the department's success (or failure)?
Do you receive feedback from leadership regarding the department's efforts?
Is there any information you currently do not have access to that would assist in the
department's efforts?

Does the department have a strategic plan? Is the plan kept up to date?

Do you have clear, realistic objectives?

Do you have support for senior leadership?

Do you have good communication internally with partners?

Do you have good communication externally with partners?

Are other departments involved in tourism efforts?

Do other departments understand tourism?

Do other departments support tourism?

Do you have sufficient/well-allocated resources?

What additional resources would assist tourism efforts?

Is technology relevant to the department's tourism efforts?

How does technology impact success?

What internal relationships are most important to the department's success?
What external relationships are most important to the department's success?

What factors have you identified that assist in successfully marketing your destinations?

Are there any roadblocks to tourism success internally? Externally?
Do you collaborate with other tribes who have a tourism department?
What is most valuable from that/those relationships?

What, if anything, do you wish that/those relationships also provided?
Do you collaborate with other tourism entities?

What is most valuable from that/those relationships?

What, if anything, do you wish that/those relationships also provided?

Imagery

Do you include native imagery in your marketing efforts?

Do you notice a difference between imagery that includes native images and those that do

not? What?

Do you have any data that supports the belief?

What avenues do you use to promote your destination?
If budget were no issue, where would you advertise?

Explore
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e Where within the tribal structure, should tourism reside?
e Expectations of the department?
e What components should be under the tourism umbrella?
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Appendix B
Master Matrices

Ow most recent project has Seen the development of our Musean.

Tribe A

Yeah, 10 today, oo cudtursl tourism o g s which in Wil be seven, two wefcome centers that wam formery itate
of OMohoma welcome centers. Three other gift shops that are outside of 2 museum faclity that are standalone. We alio operate some public programs
Apace, inclusing a gavilion, that was an of an 1843 8, W Cperate, S0 thise are sur physical Tribe A

S0 the Natiom cultural 1oustsm strategy was 1o develop musesns 1o tell our 20y, SO wa've dealt, we'w been Bletaed with hivtoric proparties that needed
restored, but stll were istact enough that we could ressore them. 50 we did an interpretation plan, interpretive plan that sald about each of these

properties, telling Its own story. Asd that's set WAT an overall pan where eb0dy can coma from one site, pet 3 fitthe bit of the story,
and then go 10 anather and get & little bit more of the story Tribe A
Owersee one art gallery and four tourism iné centers, all of which sell retall which over a million people each year Tribe O

Pan of ocur degartment, our welcome centers and art gallery have retall components. $o at thase they do Tevenue, ot
ONcUEA Lo over the cverhead of cperations and head Tribe D
edcome Center , which also Incl our onfine store and gift shop there in the b We also barve an art gallery that's there Tribe O

We struggle which | mean, In being complately Frank, liee we dom't make
mosey & ot In the tack Il we hadn't opened 3 secoad lecation, we would
never be In the black. And that's not something ancommon from . |
mean, when you look at what vsitors come s to do, they're spending very
Iathe money on e souvenins nd f&b, those sre mare knickknack types,
It's not enough to compensate for the staff, we do that more as 2 servwce.
S0 wo have the Wetcome Conter that does produce rrwnue. And than we Aave | S0 To me, the revernue & important because eventhing we do wo want
the headauarters gift shop that, while not an official Welcome Center, we to justify the cost and offset it wherever we can Dut would we stif do
utilize In that manner. 5o we bring in gross revenue that way. what we're doing, regardiess of the amount we broughe =7

Tribe C

So we, unlihe somo of the other ibes, we romote gaming Alse Jusl decaute that's one of cur biggest amenities. SO typically, & 1o &5 tourtam goes, you
mow, we're, we're marketing our cultral sites and businesses and try to deaw attraction to there and then our councl hally, t's profably our bigpest
cdtural It's & free, to tour it

Tribe B

Then we also have a vishor center that we're developing, it's aooss the street from ow coundl! house, you now, we want 10 preserve the culture. We work
with & cosple of our cultursl departments 10 do That. Wa're involwed in the Homelands project and making That 2 natienad park, 56 the legilation passed
Congress this past Jsnuary to make that happen. S0 we go there every year. Then we have some, we have tome cultural farmers going there, The cuture
needs 1o be preserved. We know werking with our language department and our cultural preservation department to make sure that we're doing everything
We can 1o premote thase departments & wel

Tribe B

The facility where we office i o fitaess facility as wedl a4 3 bakettall gym and 10 we have. we cffer tusically froe fitness programs 10 any citizen of any
tribe and also anyone who works for owr tribe. It's cur, our that

Tribe B

we do promote gaming. 50 like, our casng resort I3 8 huge draw for us. 50 when we go to these consumer shows, they're in the region, people like, people
now what eur casing is and sa that's like, an Instant daw for us and 0 we say, Hey, you can come, you know I we'ne In ST Louls, comee Stay @ week here,
have » gifls waekend # you want and hang cut by out pool, but make sere you go 10 some of our Otural dites 1o or g5 10 er councl house and 1o really
using that name 25 2 ey draw to seswer overall goah

Tribe B

First American Tourism

50 from my perspective, | think what we coud do better on Iy the s development, | think that thet i3 the tigpest key. Too often, wi want 1o focs on our
own assets, becouse we have that dieect ROL And we have Iee that measurable plece to It And of course, we want people 10 spand money at our sites ke
that’s how we function, nght. But | gamdnely feel that if we tely focus en ourselves, If we enly focus on the tribe, we'n going 1o limit our community s0
severely, ke we are handicapping them Because If the tribe ceases to exist, we're just going 10 have dried up commenities. And then the same thing Iy
true, even if we become the nest Las Vegas, but we have nothing outside of owrseives, That doesn’t benefit owr tibal bers, our
o thase coming 1o visit us, and 50 right now wi hawe 0ut of cur entite tedget, we hawe 525,000, st aside 10 work with five sios every year, And again, and
again, that & the plece of what we do that gets guestion but it's also what | believe the most in because the state and dfferent industries, they don't direct
that funding to historical stes that we Beleve Aave value. And 50, 50 mach in Oklshoma, we talked about cudtural and heritage tourium, and you know, the
Sstory, and we want to preserve that, but nobody's putting their meney where their mouth is. And | would love to see s come in and do that. And | say
that, mot because | want us to come In and take over these sites. | mean, If we have to, that's what we'll do. But 'm 2 firm beflever In people cwning what
Ty have, And that's e, the Siggest plece of site devalopment for me s that we wast to come in and be & Tree pariner, But the ot the end of the day, the
gool is for ws to give you the resources and the tooks 1o own what you hae, and we want you to be proud of It, we want you to be sstainable. Asd so if |
had 1o pick that Is the ane thing that we woudld severely ramp up .
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i
i
i

| think the biggest challenge Is just the advacating for funding. even though wa're wel supgored. We lhe in a paliticsl angs and there's
factory, We're very blessed to be supported by the businesses. it you know, (1, tourism 13 not a hage yeakar, Iy 3 big Impact, but It's not
a big, we don't, we are not Nghly profitabile and 50 we're, we are dependest upon the economy at large and are on our

Dacause thay drectly spport Us gut funding So these are some of the challanges Tribe A
| Believe that we could increase ow budipet. We have, you inow, stayed fat and with the you know, the economy, changing and diffecent things, It, We Save
Identified ways in which we can grow our brand through eh, h spend and creative campalgn strategies however every
affort reguie fundng ity mot avelatie budget for headeount would alio have 5 posithve impatt on the departmant’s asility 1o
£row the tourtsm Srand. Currently shared senvices or external vendoes are utilized and while they are great, they lack the specific inowledge and expertise

of the region to effecthly tell the story of cur destination in a6 authentic tone.” Tibe D
Well, besides, | mesn ow, we hawe sulficient, we would love to have more
bdget, Tribe O

Yeu, for if we were looking to grow and sctually increase. like cur awareness and what we're able 10 smgact? | would say no, you look at a lot of dfererm
tourism degartanents, and how they stafl there's even specifically within OMadhoma, and | would say that we're understatfed, and a Intle under budgeted.
Specifically, | wosld say, #s 20 cur meda budget, you look st any of cur compatition, which dossn't refer specifically to OMatoma, of 1o the triles 4s ampmne
trying to get those road trippers In our Immediate wonity. Compared to what they have were severely under budgetes. Tribe €
[ The biggest thing | would like 10 see, like you mesticned getting the visitor

profile |y lind of thet vishor profile and ke 1ip code data, a1 far as speciic 1o
our target demographic. And that's not saying that we aren't able to get & as
| testtgetary constesints. Tribe C

S0 of course, funding, wa would slways be hapoy 10 hawe funding. And Dhan | think 4 big part of It s we want our commaonities 1o be able 19 provide
information to us. Bt they struggle with the same things we do probabily to a greater extent they don't have the funding, they don't have the staff. We're
wery lucky in the facy that we have mueh more Even though I'm saying that we could use mere, we have much more of that thas they have acoess ta. | think
# big, The bigpest thing that could knd of alleviate that for all of us is If we jat had additional vaff that we were adls 10 st8i2e 10 4ay like we have 10 and
2 malf counties, I'm hiring, hering three addeional staft people that would be over the spedfic regions. And then we will be able to kind of coordinate data

and Info | think, eves though we Bk | wish we had more le fonding in these different tings . Tribe C
| meoan thare are thisgs that we could pay for that weuld probubly give o
#coess to more information and more data and dNerent, different ways we can
Teach more people that we area't doing fght sow. Tribe B

W also operate various cultural programs and ewenty, inchading an 3t market, which i in our tribal market. Tribe A

Our department puts on our annual festval each summer and so we just finished that in June. So that's cur biggest event of the year that we do. Attendees
aew utually betwoss 30 and 40,000 people that attends that and 50 & Takes about 900 volunteers 1o put It an and we hawe about 25 differsnt averts thet
goes on sccording to for each evort, 5o t's wuely a year worth of plansing, the event is and we do, there's you know, arts snd trafts vendors, cbwiousty
Tood vendors. We have free concents with national acts like this year we had Easton Corbiin headined one right and getting the girf headiined the other
mighe. Therw's & huge roded, | Thisk it's second Biggest in the coustry. There wat slmodt 500 participants in That, we harve large softball tournaman team

coming from all over coustry for that and there's 2 royalty pageant tied to the festival, We have a parade, there's a bving legend ceremony, honorees, only

Nve citizens who hawe contributed 10 the tribe o have Sone well is their Ifetime. Tride &

We hosted, @ was # dix day tournament and was the first ane we evar did and
we fad like throughost that week, over 10,000 people attend and over $20,000
5 gate sales and than concession wit about $15,000, So we pet to really
expose owr faciity to the community and becawse of that, we were also chosen
10 host some high school playolfs, we hasted the class B area towrnament, T
sorry, Cuns I reglonal toursament and then we wern seloctad 0 host 34 sres | Wee're tryleg 10 duplcate that success from busketbe® to softtall, so
During that we, we filled the gym to the mawmum capacity of, we |we're upgrading our fields and reaching out to high schools we've siready
had 2000 people there. They bring a big crowd and it was the biggest crowd we | Ined up a huge toursamest for this March for softball We're going to

ever had in the dome. S0 the theee we had ower $50.000 | have schoals from sl ower the state come and play. IU1] be the fint Nation
o ticket sales, $30,000 in concession revenue, and there was over 20,000 people | Oassic softbaldl toumament. We're partnering with the local high schodl,
who pames in the deme 1 gt that on Tritw &
Cultursl praservation partnen with us on events like we do o commony, wharm we bonor and get together calebrate where we fint settied, and started to
create and develop the city, and 50 that's Mnd of a joint planming that we do with them. Trke 8§
we have 2 revenue generation opporturity so like, you know, what did we sefl In concesseons, what did we get for spomsarships for an event, you know,
what did we do for tickets, with fer an evant Tride &

| think we're really good at this point, putting on events, like the festival, lThe that's, that's been good If we can do an evert that big we cas do smaller
oty A% well. S0 4 bt of times, we are the Event Masagement Group for the trite 50 lke wi'll do swents, not really Always tourism selated, Sut like wit
be asked 10 put on any kind of event that the tribe needs or will be over It and | think the thing, that's one good thing Trice &

We try to make sure Dhat we 00 Dngs 1or the tribe, 1e | Talked Sbout, She The 1000 trecks, that we 0on't Denelit from Them at all, but everyone else
hopefully sees value in it and ke s2ull, like, you know, we gut on like some smployes, Tke we Dt on s i oy i Jut for Fam, paat
to do It and just try to create some things that, that gives the people you know, 2 treak in the monatony. Yeah and when you show e, ke what ther day
10 day i and so | think that halps and go along with Tride 8

For the festival that we put on, it's 3 mix, 2 takes S00 volunteers, and 50 most of those come from the trive. 50 there's a ton of people invoived In that.
Whan we do Ske the 1} we Take 10 help with A St e 1hat, 100 and, and 50 [t Takes, peopie are excited 10

2ee Us bring that many people to the area, nto the dome, Into our facility and so Sk, they want to help and be » part of that and 10 there's pretty good
Involvement with the other employees from other departments. trive 8

(More daTa rogarding current visitoes is abwiys hetptul | Tribe O
libe data coll Iy jlbmwuamnﬁmmqnw\.ﬁn. Tribe 8
I'm sure there's data a3 far as tourism that you're probably know 3 lot more about than | do that like, you know, and who are » seeing
N, you know, sative cultuee, | think that, obwieusly, thare's outhets for us 10 spend money and get that infermation frem, we |ust haven't really done that
yet. So | think that sad jat. arry information that would help vt make sere that we e targeting and targeting pesple in the best way posibile. Tribe &
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SOCAL  |Community

50 the departmenn devwlopment was pulded by a SUMegic planning grecess,
‘who that was developed with hetolb

Trive A

how we could better understand our success is by bringing in, we have good
l, with loead but e S11l1, . the
lacal chamber, we have great partmenhips, but in @ way, we still do our own
things. And 50 | think, you inow, | see future growth sad development 3nd the
Idens of working better to undentand sach cehar's goaly, and bringing them, us
them to the table, and then them us the table a3 well,

Trive A

50 being, and It's not Black and white, but & big pert of our messuremen of

is owr ity 10 what we've done. Wie have had some
fallures that we've had great community response for, We've lnamed from that.
But we have resounding successes as well, where the community Is vocal about
how we've done has made them foel or whether or sot iU's instilied & sense of
pride.

Trive A

Tourism |3 defned by the tribe by bringing people, the act of people L 3 yehing touram refated within our 7600 mies of Okdahoma
IR0 Our wrea within the 7600 square miles to cur businedses and just the within the Both Fiest owned and son, i the
|ocated within our ares towrsm brand.

Trive D

[While we tave great with our 25 a tribal nation we
‘operate independently. We could do a detter job Drisging in owtside vaices to
esclve the defintion of sucoess.

Trive D

We don't success Hected 1L away says, 2
rising tides 1Mt a8 ships, If what we are doing belp others in the community,
State of Indlan country, we count 1Rl a8 2 suttess.

Trive 0

We also have owr preject of site where we g0 Into our
[cammunitios and Suied on quality standacds that we Save ceated, we go iIn
and ¥ind of consult with them to Mind of ralse the visior experience.

Trive C

(Thare's not you kaow, 0ne it perspective, If you were Lo ath me, | would ay
'we have more of & community development role. As far as we don't focus on
[Our own 255015, we 4on't focus on the casing, the cutural conter that we're (Ohay 50 we have our tourism heand , which it represents our reglon of
S20UT 10 have, they have theit own groups, we focss on ralsing our Oblah 36 we're du Tor woeking within the commumtiey
1o get 1o the same leved as i areund that brand and the wround that,

Tribe €

| think we do really wet with the community involvement piece . Uke | sald, our
Digpest Strugge starting out which and | feel [ike | can spedk to tis a little

| dfferently because | was raised in the ares that I'm promating. And 30 your
know, for the first 25 years of my life, | was like Okahoma is what it is The
theve's sothing special abost w. 56 being atse to come and work for the tribe
specifically in tourism, you take 3, you take o different Jook at things right. And
you undierstand what we have and why IUs imponant and how fomuae we
really are. And 50 | think one thing we have done really wel Iy reaching out to
o and tring to inspire that In the same way.

Trive C

Toduy the department Is structured snder Businesses, 5o the Nation Businesses
Is the hoiding and the op of our d on behatt
of the ke

Tribe A

TEhnk That Ir's GTerent for avery Lribe. WAL Makes s6nse 10r Ofe (1ide worlt make SOMLe 1o ANGEher cos, [UsT wribes § aren't

the same, But wherever it's sligned, it shousd have some connection 50 some peopie who have, know & little bit about marketing, of a Jot of it, shoud have

# structure 1o peogile who, you knew, shoudd be somewhere adjacent. # people have 2 mind about cultural Nstory. it should have some type of aligrment
with, not siee for s, S0 | guans | Son't hawe & place bt | can name some that sheuld be naar,

Trbe A

Sucons s defimad collectivly within the depar #ud i cobiab with Co \ i, Uttimately, what we pressie meeds to amwer the
that L s in The mimics what other DWVIKY's report In an sttempt to provide similar dota even though our

destination is Aol meksared and funded by hotel tax. We strive 10 align with geseral Sefinitions of suctess soriss touriien, understanding IRt they wery

destnation to destination. Primandy the process |1 defined within the depsrtment though, We change them as business changes and a3 tools change.

Tribe O

For some reasen, | |ike to call this kind of the group without a division or the group without ke, Wad of any boundaries, becawse If they, If the task doesn’t
Delong somewhere, we noemally pick 1 s 56 we're invelved in ke, arts, In cultural, o community meetings, like | said, ratall, 50 we're really Mod of acreds
the tosed.

Tribe C

First American Tourism

‘We're really tunded appropriately and i, If we ever had a peofect come op that was in excess of cur budget, we Can request an appropriation from Elected
Loaderstip. At 10 for that procesd, |, | present 10 our Committews, which is Elected Loadenh ey, cur plan, ey feam A, conts

proj and If that it, it goes in fromt of the entire Dlected Leadership, and they vote 25 a growp whether to fund the progect of not.
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Tourtsm o defined s how WAiton intarsct with cur sites and our 0

Trite A

we als0 operate 3 tour program or we have an interpretive Guide for moter
coath and schoal groues

Tritw A

Rt now, we tracked success through owr vwisitor numbert . Sut we sre missing
2 large base of vishors that we know have been Inspired to Wisit, tat may not
harve come 10 ene or all of cur attzactions. S0 we're, we'te missing same of
these people that we Sepend an 1o, you krow, know, 1T we a1o succesilud or o, (Gt seconss a4 it states fow (s incraing vialtors, pear over ywar, and
And 50 we're working on 3ome ether tools 1o try 10 come up with better metrics |having survey results that people leam something more about the Nation
o those. than they knew.

Tribe A

50 we do some surveying with sitors, And we're going to do more surveying vsitors to gauge their level of understanding and to, but simple questions like,
@0 you know move tody about our culture than you @d befon.

Trite A

Undnrstanding who your Vitor is, or an usdenstandng of who your visitor is sand who IU's not trudy knowing st ownisg what we s and not Ining 10 be
everything to everybody. And then trying to do what we do In an authertic way and not put people not just not being just what people want? Or what they
expect, but being who we truly are.

Trite A

Currenthy, we are working 10 prepare for owr trade shows, which is 8 L of our We are pr "¢ for trawel, getting the
| ready, the that we 10 the mmuwm

Trite D

you know, st the, the weitor counts that we see at owr dusinesses are alse

W 0d 10 determine Juccoss, AL our we look at the, you know the

Trize D

Our Visiter courts and things like that if the visitor coust i down. Then we, you know, bnh-mlmnndh“wumanmmm
Attemmly.

Trive D

| Uk i the Sorssen indatty, we have 1o tecogriie That sol svenybody, they want & cultural experience, and they want it 1o be authestc, but they slso
wam @ to be comfortable. 50 we have to make some concessions as far a3 how we offer that education and that expersence. And 50 It makes #t d#ficult for
1o make that & lasger part of cur touriam Intiative, when they're very focused on like, the grass roots of 1t like they want, | svean for lack of 4 better
term, they want peopée to come walk In the dirt and you know, dig their own river cane, ke they want that. What may be meaninghul 1o 2 traditionasd
person 1o be mingfuf for the visitor and thare's 3 there.

50 based on the corersationn, when whwther we're at trade shown or at the Welcome Carter, When they sary, ch, what abost this aree, or I'm locking to
g0 this, we kind of gauge how aware they are a what we have, and how ergaged they choose to get. So some people come (n and say I'm going here, this s
what ' doing whatever 1T 15, But we dind of look at, il thay come In and tay like we say “Helio”, sad they're like, ohy, tell me about that. You know, what i
the 2 It's really based on how peaple are wiling to get with us an the plece of It

Trive €

Thary'B pull that out, And thay'S say, you know, you heat the can we ses & moal Indian thare 7 Or can we sow, you know, Teepees and whataot. And so having
anything related to that encourages those questions, which isx't bod, because it crestes visitor engagement. but 1t iso, 1t also kind of, it hinders the
Sucation that we can grovde for thes.

So Imerestingly enough, 1ie It's really intaresting that you sek me this Guesbion sow. 50 | hawe not Boen & big prop: o . ot
becawse untf we hawe ke, again, a sold cutura) base that It hase't been worth it. Secause you hear st Mee in Germany and differes things that people
want that native sxperiesce. Well until we cie offer i F've never seen the walue in gromsoting 1. And | had 4 really interesting comversation with Detlef. it's
not about bringing them here, they're aliready coming. We just have to route them through our area. And 3o that really kind of jist & the Mt day or 50 hes
fad me tnking about, you know what, like that Nhee, it's net W that we do, because that's not the scale, we look at it with the tibe,
Hibw they wast v, you know, teinging them from oversess and having thote numbers, wnor-ummmmwmmmnm
already taking. | think that If we had the money, | would branch out even if It was just 2 test, | would dranch out Into the | market ih
Lk o | mean, G s cbwitealy the satiest ane that bk we could meach ino right now

Tride

One thing we do i3 when we g0 10 trade shows, we see, count how many ploces of oor promo literature we g0 through. For our counal house, we can see
what, how masy visitors thay get, and hopelully, you know, that's something that we're sending thelf way. You enow, for the fedthal it's haed o coust that
many 100y of people bt we can kind of get an idea If It was Busy this year compared to lest year

Tride B

we do promote gaming. 50 like, cur casing resort |s & fuge draw for ws. S0 when we g0 0 these corsumer shows, they're in the region, people like, people
know what our casing in snd so thar's like, an instant deaw for us and S0 we tay, Moy, you can come, you now If we're in St Louls, come stay & week here,
have & girls weekend If you want and hang out by out pool, but make sure you £o to some of our cuitural sites to or g0 to our councl! house and so really

using that name a3 & hey draw to arawer overall goals,
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R iy s Jl.ii!.ii.,,

The tribe started 2 tribal tourtsm program 2o tell ouw S10ry from our perspective. Trive A
(Our single most important goal Is to educate the public about the Mstory and
culture of the Nation and pecgle. Trive A
What we do well is teil the story of the peogle in authentic way. Trive A

S0 our mam standard that we're hefd 10 1 that we gromete presenved

Our main Is that we are 1efling an authestic story. history In an way Tride A
Wedl we promote the museums, the Cultsral Conter . The cultum, the places
people can go 1o leam about the ssory of the people Trive D

Electod Leadorhalp wanted to be able 10 connect all of the tourtsm assets the
tribe was Imvesting in under one brand , thet was not the goversmant brand A | Touram i the thraad that consects all of the tribal sssets ender cne
brand owned, and toid by the Nation, umbee¥a for 3 vishor, Trive D

The towrism department is the storytelier to waitors of the destination and the
tribe Sonce the touriam depanment & st up 1o equally promoto tribel ssd son.
tribal destinations, we do these through par y and
esternally, We use imagery from locations within the tegion In sddition 1o
|reating cur own contert, Our stories wre 1oid through our website, soctl
media, brochures and anmal travel guide. We also tefl our story through our
touriaem Information contees and the Fiest Amencan art we have om display and
for sell at each taciiny . Trive D

Owr single most importart goal Iy 10 gromete ow towrnm brand, %0
[promote our area 10 visitors and to get people Into Owr area, Wumately
Wsiting 4 Nazion destisation.

Wo promote owr area very well we, wo keow our area vary well. We take pride
In getting into our arwas and learning what's going om In them 50 that we can be
the storyteiiers of the destination . Trive D

Wi also bave ewtall undar our umdrells, 10 & lot of that revelve arcund haveg
merchandse out there that has like a cultural stonytelling perspective or aspect
o it . Tride €

1 was readly Mnd of they were following the trand in Oklahoma. So obvously some ides had theirs and several other tribes were following that trand as
£3¢ 1 libe starting an officiel tournm depariments, And 30 they did that more 50 that they were an hoatd with everything geing on. They dide't really have 3
ear vision 3t that point. Even though we've knd of tried to form that over the st few years. Trive €

The single mast important gosd is to being visiton into the ares . Asd we can further that kst & Titthe b2, Sy the way | say 2 18 we Bring them in, and then
we theow in a iittle education 2 we o Trive €

| think maoving forward, cuftiesd Iy really gong 10 be probabily single handedly the most Important, because we've developed towseds maore last five yoars
being more community iovoteed, which is still very relevant. But being 2 tibe, what is inigue Jbout s Is the 122t that we have like this entive culture that
wir can share with people. | mean, you hear again and agein, that people want 10 leam abowt Natem, usfortunately, they want 10 leam sbowt Sk the
Mollywood perspective of native. And 30 as we move forward, we defi want to change that And but in onder to do that, we have to have 2
streng refationabip with the cutural group. And as we develop the cultural conter and SfMarant sssets, | tnk wo seed tham aad they need us becsute they
hawe to realize that while we don't warnt 1o commmercialize, we do have to take Into perspective, what the visitor wants, And realy [ust lise we hod  of

our sites accountalde for these suality standards, we need to hold ely 10 that, wh It's parking, or restrooms, or what's In the gift
whogs, | think we can Both kend each other & little Bit of adwoe that will make it essier for both of us 10 Bring peogie Trive ¢
Because more [lhely than not, If they come In hindeg this enrealstic l
expectations, they won't come back to vee us. Trive €
one of the big things we do |3 we put out @ kind of 3 gusde 10 the nation, the towrism gart puts that on and tells the Ristory of cur tribe, and talks abowt, you
know, kind of all svy s1uff | talked about before, ke, sur key sites s cuttune and our histony and our Susinesses and gaming and so this Is the guide that we
pet out that's renlly nice and like 1 3aid, the entire tribe ends up using to tell the story of our tribe. We take It to o of owr trade shows that we go to, and
the Shows. Tride 8
Most important goal IS 10 create awareness 1or ow tribes, odtural sites and I
Amenties Trite 8
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Bin/Concept | Theme

Key Quotes |l@|r(hﬂ5

SOCIAL Collactive Effort

‘Wi have shared itineraries and we have, we have opportunities where we get called upon from some tribes to not only share and collaborate promotional aspects,
but also to share development aspects. So how did you do what you did, and we share that as a good partner as well.

Tribe A

‘One individual was hired to develop the tourism department, however the vision for the department came from Elected Leadership, who hired the individual. The
individual put together a committes of representatives from across the Mation to develop the tourism brand .

Tribe D

‘Our job is to market and promate the region and assets to visitors, not create the assets.

Tribe D

‘We don't measure sucoess independently. Elected Leadership always says, a rising tides lifts all ships. |f what we are doing helps others in the community, state or
Indian country, we count that as a suocess.

Tribe D

To measure success, we abso look at businesses not owned by us, are businesses staying open, are they investing in their businesses and things like that.

Tribe D

We work really closely with the other Oklahoma tribes. Alsowe share k ledge and tourism develop data with tribes National through speaking at
conferences and being on the US Travel Assoclation.

Tribe D

Best Practices, what they're seeing being successful, what they're seeing as hardships. You know the networking we have and learning from each other.

Tribe D

Wisitors, there's a kot of visitors that come to the region that we can draw off what they, the people that they're pulling in. We partner well together. Oklahoma
Tourlsm Department, you know we partnerwith them to get our information out, you know, more as they may be going some to a show or something that we're
not going to. On their website were able to get cur events and things on there, our locations. So | think just the way we partner together is what's important.
Mational and internationally — the exposure is maost valuable.

Tribe D

So currently, none. | mean, they are definitely consulted, especially as we work on our projects are things that would kind of line over, we want to make sure we're
representing ourselves accurately. But from a daily perspective, or even, you know, an annual perspective, they don't get invoheed

Tribe C

if we had like our ideal environment of who contributed to, what tourism looks like, and what success meant to them, we would include someone from all the

realms that we promate. you would see a community representative, someone from gaming, someone from cultural, and someone from our other businesses,

because, Tourism ks more than our tourism assets, it's amywhere you don't expect it to be. So it's included in our travel plaxaz and health, etc. ideally, we would
have someone from each walk of Ife. f we had to sit down and say specifically, we would h ve from each divish

Tribe C

we look at sales tax data. So what the state puts out every year, we look at how the sales tax increases, if those jobs increase, we struggle with the fact that it's
mot a direct attribution. then we look at any attractions, whether they've opened or closed over the year. And any direct money that we put into the communities,
we count that as success . 50 whether that's through our media, or through direct grants to any of cur places, we show that investment is successful, not to say that
it benefits us, but it benefits the tourism industry as a whale .

Tribe C

the next year ks really to ramp up our partnerships, where we have, you know, identifying tags going out to all of our tourism assets of their prowd talk to our
country partner and keeping them very up to date with monthly newsletters that will go out about what we're doing. And the hopes that they reciprocate that
becawse | think that's our biggest struggle. Not that they don't know what we're doing, even though like our goal is always reaching into our target market. And
brringging them in, we still want to make sure that our internal, like our community partners know what we're doing. But they aren't always great about sharing that
information back with us. And part of it is just because they are so siloed as well, even within their own communities

Tribe C

| would say the state, just because | think that our locations isn't enough to bring someaone in and keep them for a long amount of time. On average, | think the
number ks for every one hour they drive, we need three hours of activity in our area. because of the drive time between a lot of our locations, there are very few
areas that can really hold someone with the exception of like a state park, for instance. being able to say thatwe are part of a langer whole, their marketing efforts
really doimpact us because we're not saying just come visit our destination, we're saying you can visit all of these different areas, which ks what we do at trade:
shows, we try to pass them along through all of us. we also feed off of their data and different things they're waorking on. with us being such a new department
relatively in the grand scheme of things, it helps to be able to piggyback off of them

Tribe C

Sowe have like, right now we have a limited time with each other, right? Like we see each other at a conference here or you know, something there. And we get
that networking opportunity, and we get those connections. But | wish that it was one of those that we had kind of the rela tionship where we sat down and said,
You know, this &5 our overall goal. This i our goal in the next year, the next three to five years, this s what we're planning, and this i what we've kind of rolled out.
JAnd we're able to compare that 50 not anly are we able to say, you know, we tried that this is | would recommend you do X, ¥ and Z instead of this. But it would
also see where we could overlap, just like | mentioned, we our goal is not to just bring them to our areas to spread the love and send them to different locations
and throughout the state. | think that if we were able to collaborate in that way, and say | was trying to do specifically this marketing campaign that focused on
this inftiative, we were able to kind of have that thread throughout all of us, rather than just one of us individually.

Tribe C

Absolutely. So | mentioned our communities. very few have tourism departments. it falls to the chamber. our major communities, we work together, whether it's
putting together collateral, gathering content, events, they reach out when it comes to sponsorships and whatnot. we're normally able to leverage that so that
we're able 1o get some resounces from that relationship as well.

Tribe C

‘Wedl, | think, | think the entire team should, because if, if they're not ha ppy with what we're doing, how we're working, then we're not really successful.

Tribe B

Yeah, we do. there was one for the year and then there were quanerly goaks for strategic plan and we met after each guarter to say whetherwe hit those goaks or
o, talk about the resufts. | work with leadership from cur team. Wedl, Il say what | think they are, here's my thoughts, and then let them give their opinion and
then after each quarters over share our goals and this i what we did with the entire group.

Tribe B

obviously, making sure that we're collaboratively promating the tribe, and then helping to enhance the cverall goals of all those onganizations as well.

Tribe B

| mean waorking with organizations like to stay in relationship marketing to do co-ops and, you know, save some money on some different projects and, and
marketing effarts, | think helps us the most in doing the consumer shows as a partnership, | think is key forus.

Tribe B

‘feah, it'd be good forus to maybe try to chat more, get together more, share best practices more and maybe before | was around, that happened, | don't know.
Like the Intertribal, since it changed formats it's kind of killed that and so it'd be nice to have something in place where we can, you know, have that dialogue more

Tribe B
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S0 IU's & ploce of everything we 00 | mesn, ITs sisaple from, you know, fine slarm wort off in 2 building, and how Can | et 3 Maks Communication out about
It, that it's not an emengency. $o there's the mobile aspect of &, that's just, you know, for communication. There's also all of our, we just roled out a new
point of sale system that has 2 dita management component i it that collect £ip code, and emalil and can and can promet some wishor questions and data.
We also istegrate technology troogh all of cur musesm, S0 ow new museum That i open has kn sugmarnted reality theough an (Pad sgarence with it. So
that has been well recerved, very well But then we also we It for collection purposes. S0 we have, we just, we were statf time 1o go do coll
repOrts on tomparators, hussdity, and all of ow museumi, svery literally somebody's going loging them sad with ow sew museun hat 10 be Sons twite 3
day. 5o we move to rked data, semsors for h ¥, that report 80 a system. And than we complle that data there. S0 It's, It makes our
lives easier, and it And the the way people find us, most of our marketing is movisg 10 dgital, and meeting visitors where
thary'rn at whether thay'ne am thair phones 41 & socoar game, and they'se scroling theough Facebook, well, we want to be in front of them and so tncheology
s a hoge part of the jomal aspects of what we do as well.

Tribe A

[S0 we do that, we promote those areas, wa socal medla , adtional media, trade shows, 50 we 1ry 10 get 35 many people 35 we can into thase locations to
leam about the pecple and their story.

Tribe O

Tribe O

This includes masaging the website, sacial svedis and af marketing and adh ing

MI,MMhIhylun,im;Mllmw-. They allows =
10 get our message out and It 2o alows @ 10 be a resource for the
ANO WH Ue U walian 2% 8 100l 10 Je% SUCTRML. How many peofie 00 we gt [potential guests coming. Socal media and ow website, are our main
coming to our website to learn about the area

Tribe D

componenty.
We contract with Adara. That helps Us 10 determine ¥ 3 VISILor has seen our igital a2 and 1l they then Vised o Iacabon, and then we can Jiso equate

Tribe O

what their would be In, in markat,
mewmmmsllmmm:minuﬁﬂﬁﬁmﬂ-"ﬁ'mmﬁmﬁﬂ

things like that.

Tribe D

The webnte, you know, ame we, d0 we feed to update content If website traffic is act there long enosgh? Or If we're not getting sneugh traffic ow wary, o
we need to change keywords, ¥ our website visitation is down we track the data and try to get it up.

Tribe D

Oh, atnclutely. | think that ogy s 4 byg of our mark wfforts. At becawne we don't do a lot of print media, wa do some but e you
all know, IU's not as 50, a5 we utilizing pixels and dfferent things 33 we g0 in and especially e on the website, besng abie to track
peopie from one page 10 ancthar and sesing what, what they're interestad in. Wie just Lunched Hie an sgp i & widget that further snhances wiisoe
experience and adds track abikty to our side. And ene of the biggest things that we're working on & the geo fencng. So within the app, 35 they download It
B4 we serve up ads, we're abie to do it within like cerain areas. So if they have the apg, and they're entering, you know, & specific county, and they're goleg
by one of our wites, we can push messages 0u 10 them. And 3o | think that we're gong 10 wae thet more and mone ot wa'te trying to not only get oo ow
area, but help control their expenence as they go through. Because ke 1 5ald, even though we want them 10 spend money in the area as 2 whole. we of
courie want 1o gulde that. S0 they ether spend It al our Siles or At you know, something that benedits the community directly, magte not like & corponate
g3 station, but our traved Plaza or @ mom and pop stop as they go through

Tribe C

techoology s going to be the fastest growing way to be able to get some sort of data back that justifies what we're doing

Tribe C

50 a lot of that is going 1o be the digital meSa . So we attend. First, we attend eight to nise trade sAows pes yoar. And we're showly growing that sad going
ut and sttuslly having that one on cne angagemant with pecple, but the majority of ow mosey snd resturoes 1o spend doing digital media. Asd that's

normally specific 20 the drive markets, because 25 we are right now, we don't think that having someane come In and spend multiple days with us &
|actaally feasibie, 5o we focus on our immadiate drive macket. | fomget wheee | was going with that but yes that is the main averue, There we go. That i the
man svenue that we ne for sdvertinng cur destination. 5o we do digital media and a fot of social media as well

Tribe C

we can mearure through social media, their engagement followsng there and
theough the website

Tribe B

You know, we, 10 we rought 0n & new omployos Over the summar, and he's, s background was, he was the hott of & TV show, and it wis on the media
wide. 50 with him, we're prodecing really cool vidleo content now. S0 with Sim, you know, fve got Bim really get camerss, getting him in a sice, good drone,
he's got a really good Agple computer am IMac 10 where he's got the seftware he needs, 10 create really neat content for us and |ike he can produce, you
Arow, TV spat for us, if we meed his 1o

Tribe §

Well, you knew, If you tak about digaal marketing and socisl media, sveryone's fighting for the viewership and, and, and these deys, and 0 you got to
create impactful content that |s relevant, and it takes that techeology to, 1o put that stuff together.

Tribe 8

Mty people know Our mame, how many people ke keow Dt we ealst, | won't
wen say that they have an accurate perception Is just that they know tourism
sty

Trive C

I we were just marketing. we wouldy't cane 2bout our communities and how
wo bl tham up, or, you know, icreasing the witor product that we hiee,

Trive ©

| thisk 0w departmant right now 4y one of, ane of the main parts of the trbe
that's actually growing and doing new things, and really one of the spotlighe,
e the positive spatiights with the e, and | want te keep being that and
Loach year mxpanding on what we're doing and making suse our team 1s happy
while doing 3o

| thviek 1'% Just 1 1, s uant ik, | gumas funt wisaally Tor the fostival, you can tell like i @'s, If we've dose & good job srometing & and ust hearisg 1t [ke ours,
knowing If like, the councl! home has been tusy or not, as far as crowds go All the things we do are just supplemental, Ske we help promote ow casinas,
we will never know how, how well we can track that at s But, 50 2 ot of what we do is 't as easy to track and supplemental such as, kind of hoping

that we're making an impect and jat dolng new thisgy

Tribe W
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And 30, you know, trylng 1o net only get yourse and your message above the
crowd, but 1o bring people to 3 state that they're not familar with traveing 10
that's, that's an obstacle. The, there's lacking Englan infrastructune, Theve's

| location of stes. So the Nation sttraction Is located = a site that if you
don't have 3 plan 10 go 10, you're grobadly net, It's about 30 minutes either
direction off of two major isterstatey, onn's 3 tumpike 10 10 got pecple off the
turnpthe, and then have them pay to get back on you know, I3 3 challenge to. 5o
we're not Sately ady with our 0 sites that wedd pull &
alter that's, that's traweling, right off the roed for & two howr, ane how wisit
and then get back on its, we really have to sell visihors to come soe us and
1gend some e with us and that is 3 challesge.

Trite A

Not necesiarily & roadiiock tng we are & remote destination 50 we hawe 1o work
harder to get someone 10 travel out of the way 10 wsit our destinations o they
are W east, west of slong Route 55

Tribe D

Primarily 10 measuen sutcoss of lallure of ow department we use feedoack.
Feedback from vsitors, the community, osr departmant, the Nation

Tribe O

LA fot of s just As far as Ve we receive on socal media
what we hear st our trade thows IT pecple are coming 10 wait | and then how
our communities feel, | think 3 big part of what when we fint started tourtsm
was not only reaching Out 10 cur snities aad W lhe harving poople
Wikt our communities. DUt It was kind of really imatilling that pride In cur ares
of the fact that we have something to offer, And 50 a5 we s3ee our commwnities
Lontioue to Rrow, And | guess Branch out on their own with tourism intiathes, |
oownt that a3 sucoess, because It's not jat e making the efforts as everyone a0
2 whole ,

50 8 big part of how we market what we @ i really jst listening to the

Tribe C

| thook 110 Junt u to, o just libe, | gy junt wasally for the festivid, you can tell
ez I 1t's, It we've done 2 good job promoting it and just hearing It like curs,

| knowing if le, the councl house has been busy or oot As far as crowds go. A%
the things we @0 are [ust supplemvental, Ske we help promote owr canings, we
will sever know how, how well we can track that at a® and ke the Riverwalk
the same thing. But, 40 a fot of what we 0 & lan't st sary 1o track and
supplemental such aa, knd of hoping that we're making an iImpact and just
doing new things Ske, The we talked about on the rocreation side, We inow
that we've been fub theough that, we hawe the mumbens 10 show
for the crowd, show for, in like, you can hear the entire community talk atout it,
o like, like there will be stores in Sown of Festawrants in town Said hey, S0 you
pays brought a 10m of propie 1o our testaurant that woek and it's just really coot
to hear those kind of things happen. 50 If we can atiract toerssm to not just the
1, But 12 the commanity, you know, we'se helging everyons.

Tribe B

| thimk 1t just vawles on what nd of event it 1s, or what we're, what we're dong
& ot of suaff we don't do well, and ke collecting data. So it's & lot of just like,

| wisualty or by word of mouth. If you, If you hear |ike different feedback on the
things you've done .

Tribe B
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Key Quotes

Key Quotes

Disconnect

It wauld help if we had knowladge of future prajects within aur area. We ane nat
abwarys sware of projects, intermal or extennal untill they are made public. If we
had the infarmation prios, we would be ahle to immedistely suppaort the

infiiath

| think mare knowledge, agsin_ of what i going an in our area what i
potentislly happening on ar just a Bttle bit mare communication of
resources that you know just better communication a3 to what's
happening and how we can getin frant of it

Tribe D

Ithink in the tourmm industry, we have 1o recognize that not everybady, they want a cultural experience, and they want it to be authentic, but they aka want

it to e comfortable. So we have to make some concessions & far a8 how we offer that education and that experience. And so it makes it difficult for us to
ke that a langer part of our tourism initistive, when they're very focused on ke, the grass roots of it Be they want, | mean for lack of 2 better tenm, they
want peaple to come walk in the dint and you know, dig their own river cane, ke they want that. Whaat may be meaningful to 2 traditional persan to be
meaninghul for the visitor and there's a dsconneact there,

Tribe C

 lwere to ask, do | have clear realistic objectives? | have chear abjectives. And
somewhat realistic, because we have ke we have what we want and how we

want to get there. But again, it's kind of where that whimsical fesl good piece
that can change on a dime. Does the tribe have reslis tic expectations of us?

Realstic? Sure. But clear? Absolutely not.

Yes. And no, | think that within our own division, we do not, which i the
struggle, because tourism i definitely a tool used towards econamic
development and 1o fram the economic and business development
perspective, we don't have grest communication, we're very sloed, even
thaugh we were within our same dividion, which i to me very frustrating.

Tribe C

In certain aspects? Yes So ke | mentioned, we have, sverpone can kind of have a
different vizsion of what we do. So if it’s important to them, then yes, we have
support. Like if we're talking about a big picture a3 far s do | feel e | have
sameane that | can go hash out msues with ar explsin our parspactive or from a

They understand their view of tourism. So every department B they have
their niche, right, ke, 30 communications focuses an m S they

understand the marketing and tourksm, tribal events understands how we
g0 out to trade shows and community event, they understand their piece
ta what they're willing to accept. And they understand what they see, they

taurism goal or that willl fight far what we nesd. Mo, and Fm not that's not saying
that chief and sssitant chief would not be that persan. But we have Layers in
beetwesn there that don't allow us 1o jump ta that level

1o you know us on ocial media going out to trade shows, having fun

aaying, Vesh, you guys come visit, They understand it to & very simplstic
lewed, they don”t understand the depth of it. And what it takes to actually
Bk, pull off an event or wark with community partners on & regular basis

Tribe C

| think the biaggest ke the baggest hindrance & not having a chear unified vision. And | actually kind of developed samething sbout this a whike back of where
tourism could Fve within the tribe, And what Be the numenous ways it could actually laok. And really, e if we Fved under commencs, it Can be mane
facused on econamic development and pantnening with business development ta develop our own Esets, e sdventure parks, or cultural experences
autside the cultural eenter. | mean, we can Fve in that spect, we can live in marketing, specfically, that's our anly goal & 1o just gt our message out there
and bring visitors and nat contral ther experience. If we were o 4ty Bie kind of Bve just e on the eommunity base, and do just kind af intemal marketing,
and really, that fesl good pisce. Trying to do all three of those things well, or in some mpect lmits our success averall. Bacsuse you can't, not having a clear
wision, youre not able to focus all your effarts in ane ansa_ And | really fesl that if we had Boe this s chiefs vision, and these are the steps that we nsed to take
1o get there, We could be a lot mare successful in that reslm. And that's not to say that we woulkdnt a1l pick up pieces of the other tasks that are there. But
we would facus mast of our resaurees on the best course forwand

Tribe C

I think that it's one of those struggles that we face, Fie, we want to make sure that we're identifying very dlearly what people want. dnd S0 a big factor ha
been getting outside aur own head, ke warking for the tribe, everybady wants to think that native is what's going to bring people in, and N'm not dscounting
that by any way, shape or farm. But again, the people loaking for native, especially a1 to spesk internationally have a very s pecific idea of what we're looking
far. And they look for that Hollywoaod First American. But we hear peaple are looking for native, and we think that they're gaing to be satisfied Driving
through our e gur ares, but they don’t see their native experience, if that makes sense. So it's really kind of getting outside what e, our definition of
tourim i and what gur definition of bringing visitors in i, and understanding trully what the visitor wants.

Tribe L

I thinkk & lot of peapbe expect stuff from the tribe, which B0t uncamman in any $tate, any tribe, We sither look e an ATM of just you know, we're
continually handing things out. Becsuse even though we love to ghve back to the communities, we've hen our communities & handicap in the Same sense.
And 50 | wish that it can be mare reciprocated, &5 far a8 e true partnerships crested &5 far 25 this & what we're putting in. this & what the communities ane

putting in. | wish they were mare 3pt 1o have a Rtthe 1kin in the game And put iterms towand the cause indtesd of just expecting the tribe to do it.

Tribe C

Sa most of that i focused on landscape imagery. We hesitate to put native out there because we don’t want to lead visitors to an experience that i not
quite there. Lntil we have a solid base of Fe cultursl sctivity. We dont want to say, hey, come to our destination where you can experience the native
festyle. When really, it's what you can experience in any $mall town_

Tribe C

They'll pull that out. And theyl 52y, you know, you hear the can we ses 8 resl indian thens? Or can we Ses, you know, teepess and whatnot. And 1o having
anything relsted to that encourages thase questions, which Bn't bad, betauss it erastes visitor engagement, but it 8o, it slia kind of, it hinders the
education that we can pravide for them.

Tribe C

S vy wee wenent inwolved in that property, we did develop a comprehensive plan, s far as e what a tourEm ssset could be Boe what we can build there.
But ance we had e that plan Ened gut, we werent involved any further in develaping the financials or keaping any of that realistic. And it's something that
kind of fell to the waytide because ane of the things that | can’t say all tribes, aur tribe can be bad about is we taled shaut diversifying autside of gaming,
bt we 3 trugghe with getting sway from what we know and what we've shvays done. So it's one of those that they dont ook at the bigger picture, they kind of
lase that crestive side. And | think that fram a tourkm pérs pactive, we have 2 very relevant voice to be had, whether it's when we're bringing in the cading,
how we can incresse the visitor experience of have e visitor centers just Ble you guys do kind of in the conference aress and whatnot. It's actually that we
want ta have it fall under our umbrella, but we want 1o have 2 voice in thode instances a sest i the table.

Tribe C

I thiink we're really gaod, a5 far & the tribe goes_ there's no consistent branding throughout the tribe hardly at all. Every department kind of does its awn
thing. They all run their own social media and it's just, it's all over the place. There's no consistent book, but | think we do a gaod job of consistently branding
our department and making sure that if you see our billboard or ads it is knawn wheo we ane, what we ane and what we're trying to scoomplish through that.

Tribe B

Yesh, | think on the tourism side just being, | would Fre for us to be more culturally focused and sometimes rebfing on e promating gaming in Bke, retal, its
just bersuse peaple know shout those places, and ke some of aur cultural things Be aren’t, out there, loe gaming can do tons of their awn advertising and,
and, and sometimes that we could probably facus mare an culture | think.

Tribe B

Previoushy, for the few years leading up to me coming aboard some of the things were just the same thing every year, nathing new was happening or being
done and so | think it's just good to ses our facilities being used, e with the baskethall snd the softhall. we're actually generating revenue for it, and
bringing people to the community.

Tribe B

| think, | think some dao, | dont think everyone does. | think some peaple wander what that i, or why you know, why it's done but | think that they ses, we
provide value to the tribe. They might not all, all know exactly what teurism means but | think they know that 2 a department, what our functions are, and
thit we are doing good for aur nation.

Tribe B
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And then also, ancther big suconss Tactor for w Iy ke with our new musewrn,
we just opened, you now. People feel proud and inspired when they visited. 50
It mot just for the public, It for our citioens s well. And 30w uve thalt pride
and their response about how we're doing what we do, and how we're doing
What we 0, 10 SeaILn our Succost b wall

Tribe A

S0 being, and it's not a Hlack and white, but a Sg art of our measwrement of

a5 our to what we've done. We have had some
falures that we've had great community responss fos, And so wa've lesrned
from that. But we have resounding success, successes as well, where the
community I vocal 3201, you know, how, how wi've dose has made them Test
or whether or not it's imtibed a sense of pride

Tribe A

Understanding who your wisitor is, o an understanding of who your wisinor is and
who It's not traly inowing and owning what we are and not trying to be
aventhing 10 everybody And then trying 10 40 what we d0 In an sutherntic way
and not put peogle ot just not being just what people want? Or what they
expect, but being who we truly are.

Tribe A

Wanety the tribe was investing i under one identity, that was not the
brand A brand owned, and told by the Nation.

Tribe O

Eloctod Leadership wanted 1o (reate & depariment 10 connect all of the tourism
L

We promote our ared very well we, we inow our ared very well We take pride
I getting IMo our aress and learming what's geing on in them 40 that we can be
the storyteliers of the destination.

Tribe D

A fot of it i just f ck. As for as bee we recewve on soclal meda |
what we hear ot ver trade shows If people are coming 10 wisll | and then how
our communities fael, | think 3 big part of what when we fint started tourlsm
was mot only reaching out 20 our communities and reaching like havirg pecple
vt cur communities. Ut It was knd of really istiling that pride In our ares
of the fact that we have something to offer. And 50 25 we 30¢ oUr communithes
CONtinue 1o prow, aad | guess Branch out on thelr own with tourism initiathes, |
court that as swcoess, because IU's not st s making the efforts 33 everyone as
2 whole.

Tribe C
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One of the Natiors main initiatives, with aur new »as been p of our native language and 30 all of cur, we have dual

langaage sigrage, we huve our new f our tribal lang. as the test inatead of English, It's given more weight than English.

And we alyo hawe some of cur most Meert spesbers that have waiced over sadio expersences a1 well. S0 we tried to not only el the tribal story, bet you
Rnow, Use our own oultere to tell cur story 3s well.

Trde A

W also operate various culturel programs and ewents, Inchading aa aet market, which i In our tribel marrt.

Trde A

and then we also are responsibie for the Nation how o, has & 1% law that was passed about 15 years ago. And 50 within that as & collection of cutural an,

acrons netieal cond AD Sfterent prope S0 1% of all hon projects, $500.000, o over 1% of the budget sllocated for art. And 30 cur team

helps care for that. We have a coflection management team that cares for the srtifacts and cur museums, and then ail the art scross all of cor casin snd
health 0 about 40 differsnt properties. About BO0O pleces weorth about $8 million

Trite A

Our single most important goal [ to educate the public about the hatory and culture of the Nation and people.

Tribe A

S0 within the board of deecton, we have & cultural commitiee that we directly srowes 1o and we, 3150 on the tribal councll, there is & culture committee on
the trital council

Trde A

Pecple want 1o see cur ads tAat have an identiflable First American person and those get liked more, get shared more on sockal meda and they create
more mmspressions troogh Spas meda sad we have wry vocal wiitor response from people who wast 10 come meet these peogle, once thay come it
. Where's the guy at? 'We know that we have some real data that tracks you kmow, digitally what the response or Impressions have been bet we also
reate 2 nasrative on the ghame, the amount of peopie come to the door, snd T've seen somebody an an ad and | want 1o meet that person.

Tride A

| Visitors b them in to Wsit our learn about our cuture

Trbe D

Well we promote the sseums, the Cultursl Centir . The cultre, the places The Cultural Department of the Nation, We work really cesoly with thes,
people can go to leam about the stoey of our peogle. 10 promaote the the Cultural Center

Trive D

we lean on them to get the Ink about the A ff wd owred by the Nation . 50 we, we sk those, we use them a3 an
nf Also they, they holp us tell us the story of our people .

Trice D

I some mackets, pen. Intemationaly, the sative imagary [ wry s kS In the 1818 med It's nee,

Trite O

1 think moving forward, cultural is really going 10 be single the most we've towards more last five years
Deing moce communty iwobed, which is s0il very rlevant. But being & tne, what i unique about us i the fact that we have like this entine cuture that
we can share with people. | mean, you hear again and again, that pesple want to learn about Native, unfortunatedy, they want 10 leam about fke the
Hallywood perspective of native. And 50 as we mave forwaed, we want to change that And but In crder to do that, we have to have 3
strong relitionship with the cultursl group. And oy we develop the cultural center and different assets, | think we need them and they need us Secause they
Fave to realize that wivle we don't want to commercialize, we do have to take o perspective, what the wsitor wants, And really just |ike we hole s of
our sites accountalde for these qualty standands, we seed to hald h e te that, whether it's parking, of restrooms, or what's in the gift
shope, | think we can both Send sech other » litthe bit of sdvice that will make & savier for both of us to bring people in

Tride C

Yes, and No. 50 in theory, yes, they want tourlsm 10 be very much about the culture today, we don't hawe any assets that have realy lent themselves 10
making It

Tridm €

S0 with the retail perspective, we've been able t do Buying net only for my locations, bt e done Buyieg Tor the Travel plaras 1o that no matter where we
20 across the 10 and 2 ha¥t counties, there are, you wnow, certain cultural items, there are certain Aats, certain shirts, and 2 lot of the shirts, we put ina
cutural e, whether it's the lesguage or It's the turtle, 50 poopie underitand, It spess up an avenue Tor itaryteling and for goople 20 Atk questions. It's just
one of thase things, we may tring them into » travel plare to buy a soda, or they may come into the gift shop, they get & souwenir, DUt we're throwing =
that cutturad ed: and kind of Ing them with it, wiich & what most people will accept

Trde T

We also have retad under owr wmbrella, 5o that revolves around handing Out there that has like 3 cultural storytelling or aspecttolt,

Trive C

Then we also have 3 visitor center that we're developing, It's across the street from our councd house, you know, we want to preserve the cutture. We work
with & couple of sur culturel departments 1o 4o that, We'i iwvolhed in he Homelands project and making that & sational park. So the legisiation pasied
Congress this past Jancary to make that happen. S0 we £0 there every year. Then we have some, we have some outtural farmers golng there. The cultum

needs to be preserved. We know working with our language department and our cultural preservation department to make sure that we're doing everything

we can to promote these departments ks well.

Trice &

There might de graph that have M plan symbels and 50 either that's s ow logo or our department has a Mississpplan sign i It, 30 our
designers wuadly try 1o tle thase efements, But like, not everything we 3o has native elements,

Trive &

Then the Cufturs! Conter Archives oversees our coundt house and w¥ of owr Nstoric artifacts and 50 we work with them in making sure that we're tefiing the
Story comectly, and then promoting cultural sites as well that we're In collaboration. One of cur employees does any Mnd of of graphic design refated to
Those programi &5 nesded. e developed Al the panels that are wed in the counsil house, he craated 4l those and 50 we really try 10 work tiouely with

them to make sure that llhe amything that we do visually 1s appropriate to owr culture.

Tribe 8

vt

m 4

we have elections for leadership every four years, and In when that, when there's 3 new a cosdd change and o night now
we're in an election season, and like, we don't inow who our sew Elected Loadership is going to be. They could say, they can change ow drection
complutoly, For axample, we, the golf course which we agerate, 1t doesn's, it's sot, I1's net profitatie for us 10 run an that's & hard dacision for us oo
whether we should seep that or nat. You kmow, If, If somesne says, No, then people are loting jobs, obwousty But just things ke that can kappen or ke any
funding for future projects we want to do can halt our growth as well. So right now we're in 2 state of unknown 50 we have, comve January, Ill have 3 new
sacretary over me, and new Dected Leadership, that we donT know, Of thoughts on tourium, recredtion o plan for the future, S0 I1's tisd of soary,

Trive 8§
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