
1

Visitor Driven Economic 
Development

CELab – The Basic Course
July 21, 2022



NMTD’s Approach to Research
1. Research Question

a. The What, Why, Who and How that can 
help with decision-making

b. Every research project starts here
2. Evaluation

a. Answers the research question, or 
points to a different direction

b. Sometimes exploratory, sometimes 
confirmatory

3. Action 
a. New approaches, methods or programs
b. Refining current programs or methods

4. Outcomes
a. Was the action successful? Do we need 

to further refine?

Research 
Question

Evaluation

Action(s)

Outcome(s)



Case Study: Research and Marketing

By early 2021, initial consumer research into travel behaviors indicated that domestic leisure travelers 
may have been making different decisions and prioritizing different markets than they did pre-COVID

NMTD opted to re-evaluate prior assumptions about travelers. We posed the following research questions:

• Are NMTD’s pre-COVID fly markets still the best fit? Or should we add/shift them to take better 
advantage of changing behaviors?

• Are consumers looking for different experiences when they travel?

• Do fly market visitors have different expectations around the experience of flying? E.g. are they 
seeking more direct flights? Fewer connections? Shorter flight times?

These research questions prompted NMTD to work with partners to create the Fly Market Mobility Study 
in Spring of 2021



Fly Market Mobility Study

• In late Spring 2021, NMTD contracted a study to 
reevaluate fly markets in response to changing travel 
behaviors as a result of COVID-19

• The study (which used an incremental travel model) 
reinforced New Mexico’s current fly markets and 
identified a new one: Los Angeles

• Using this model, LA was identified as a logical fit for 
New Mexico, based on:

To estimate spending per market, a visitor expenditure model 
is built based upon potential spending measures and 

differences in length of stay etc.

Incremental visits are adjusted by the gravity model.

An incremental travel model is used to estimate the impact of 
marketing given levels of spending and penetration.

Existing media costs are used to adjust these spending 
estimates.

A gravity model is developed to identify the relative strength 
and appeal of different DMAs. An advertising awareness 

model is used to estimate necessary spending levels.

• Traveler mobility and travel style
• Household income and spending habits
• Ease of access
• Awareness of New Mexico
• Potential return on investment
• Size of market
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• As a direct result of New Mexico True advertising:

• Overall, visitation in LA saw a 5-point lift due entirely to the 
2021 campaign

• The study also validated the venturesome traveler 
psychographic, which saw a significantly higher recall rate 
than the general traveling public

• 79,039 additional leisure trips from LA were 
attributable to the campaign

• Those visitors spent $107M that would otherwise 
not have been spent in New Mexico

• For every dollar spent on the 2021 leisure travel 
advertising campaign, visitors spent $56 in New 
Mexico

Marketing – Los Angeles Market ROI



Case Study: Research and Marketing Conclusions

1. Initial research questions
a. Are NMTD’s pre-COVID fly markets still the best fit? Or should we add/shift them to take better 

advantage of changing behaviors?
b. Are consumers looking for different experiences when they travel?
c. Do fly market visitors have different expectations around the experience of flying? E.g. are they 

seeking more direct flights? Fewer connections? Shorter flight times?
2. Evaluation

a. Fly Market Mobility Study pointed to Los Angeles as the market with the most immediate and 
long-term potential as a new market, and reinforced current fly markets

b. Provided new insights into traveler behavior and reinforced the value of the Venturesome 
traveler psychographic

3. Action
a. NMTD expanded into the Los Angeles market with targeted investments and continued to market 

to Venturesome travelers
4. Outcomes

a. Actions were validated through a very positive Los Angeles Return on Investment of $56:1
b. Excellent ad recall and lift among Venturesome travelers



Result: Out-of-home Los Angeles (Super Bowl) 



Result: LAX



Research is a prominent part of NMTD's 
approach to tourism development. Measuring 
outcomes is essential to understanding how 
tourism projects are impacting communities, 
and whether they represent a responsible use 
of state resources. 

NMTD’s events programs are examples of 
research as both a development tool and 
outcomes measure. During the COVID-19 
pandemic, when events were most at-risk, 
NMTD focused on event recovery and created a 
research-based, long-term plan to grow events 
throughout the state, long past the pandemic 
recovery period.

Case Study: Research and Events



• Economic impact in 2019 was growing for events 
throughout the state.

• Events Convert Drive-Market Travel
o Consumer research showed that drive travel would be 

the first to return post-COVID, with over a third of 
travelers changing fly trips to drive trips

o Events give tourists a reason to travel—they convert 
“someday” into “this weekend”

• Cultural Significance
o Events allow New Mexicans to honor their diverse 

heritage and celebrate their artistic expression
o Provides a sense of belonging and improves resident 

quality of life

During the COVID-19 pandemic, nearly 60 events were in 
danger of disappearing completely

Event 2019 Economic 
Impact

Roswell UFO Festival over $2.1M

Red Rock Balloon Rally nearly $900,000 

Albuquerque International 
Balloon Fiesta 

over $186M

Santa Fe Indian Market over $165M

Los Alamos ScienceFest over $200,000

Big Barn Dance Music 
Festival in Taos over $1.7M

New Mexico State Fair over $70M

Gallup Wildthing 
Championship Bull Riding over $1M

Gathering of Nations $24M

Tourism Events at Risk



• As a result of NMTD’s initial research into the 
importance of events to overall drive market strategy 
and cultural significance, the SERRI (Strategic Events 
Recovery Readiness Initiative) program was created to 
assist events throughout the state.

• This initial pilot program is designed to restore at-risk 
events through NMTD-funded technical assistance and 
actionable event analysis.

• So far 13 events have qualified for the program, 
selected by a research-based analysis of their current 
economic and cultural importance, capacity for growth 
(based on hotel occupancy rates in their communities 
during and around the event timeline), ability to attract 
and convert drive-market visitors, and future economic 
impact potential.

SERRI Events Pilot Program



• Many of New Mexico’s smaller events 
do not have the funding to hire a 
firm to conduct an economic impact 
study of events

• NMTD will provide all partner events 
with an Event Economic Impact 
calculator and technical assistance to 
allow them to understand the 
economic role of their event to their 
community

• This tool allows for increased 
understanding and advocacy for 
tourism events, and can help in 
expansion and planning

Measure: Tourism Event Economic Impact



Case Study: Research and Development Conclusions

1. Initial research questions
a. To what degree are events drive-market converters?
b. Which events have the most capacity for growth over time?
c. What are the most effective ways of supporting events and ensuring that they maximize the 

economic impact in their communities?
2. Evaluation

a. Evaluate the economic impact of specific events around the state, and understand the primary 
audience of events

b. Determine the average hotel occupancy rates in communities during events to understand 
capacity

3. Action
a. Launch the SERRI (Strategic Events Recovery Initiative) pilot program
b. Launch long-term events accelerator and partnership programs 

4. Outcomes
a. Use economic impact calculators to create a baseline economic impact for each event
b. Monitor growth over time and quantify the impact of sponsorship and NMTD support



Results: SERRI Digital Advertising



As the COVID-19 pandemic ramped up in 2020, it became increasingly 
clear that the tourism industry in New Mexico needed research-based, 
focused guidance. The New Mexico Tourism Department looked to 
recent economic turmoil and used real-time data to plan its recovery 
strategy, including:

• Modeling the 2008 Recession’s impact on the tourism industry and 
the time to full recovery

• Identifying the 11 most economically-injured counties to provide 
targeted assistance

Case Study: Research and COVID Recovery



Using 2008 as a model, NMTD's 
research division was able to 
identify the sectors within the 
tourism industry that were most 
at-risk (restaurants and 
accommodations), as well as a 
potential recovery timeline.

This was used as a basis (along 
with early COVID economic 
impact data) for projecting 
business outcomes for multiple 
recovery scenarios

2008 Recession ~4 Year Tourism Recovery



The Tourism Injury Index considers a number 
of factors that will influence how quickly and 
easily a county's tourism industry will recover 
from the effects of COVID-19. Darker red 
indicates more economic injury and/or a 
projected slower recovery timeline.

The Tourism Injury Index comprises the 
following factors, each of which can impact 
recovery:

• Year over Year revenue loss, 2019-2020  
• Percent of short-term rentals vs 

traditional lodging in market 
• County dependency on visitor spending
• County reliance on meetings and 

conventions

Tourism Economy Heat Map



• NMTD identified 11 counties that were the most 
at-risk or economically injured using the identified 
criteria. Those counties were: Bernalillo, Chaves, 
Dona Anna, Eddy, Guadalupe, Taos, Sierra, Santa Fe, 
Quay, McKinley, and San Juan

• NMTD worked closely with each county to develop 
an action plan around recovery, including 
information on American Rescue Plan funding 
available to them 

• As a result, visitor spending across the state 
exceeded expected recovery times by surpassing 
2019 numbers in November 2021. Hotel occupancy 
rates across the state exceeded 2019 numbers by 
October 2021 and continued to outpace 
expectations through the end of the year.

Most Impacted Counties



Case Study: Research and COVID Recovery Conclusions
1. Initial research questions

a. How can the recent past help inform economic projections for New Mexico’s tourism industry going 
forward?

b. Is there a difference in economic injury from one county to another, or was everyone affected by COVID-19 
in the same way?

c. What factors best predict economic harm?
2. Evaluation

a. 2008 recession modeling to understand both a timeline for recovery, and which sectors in tourism are most 
impacted by economic downturns

b. Correlating different factors (like % of short term rentals and tourism dependency) with visitor spending 
losses during COVID

c. Results allowed NMTD to determine the most vulnerable/hardest-hit counties
3. Action

a. Identified the 11 most at-risk counties. Met with county tourism leadership to create custom recovery plans. 
Created a cooperative marketing plan (with 2:1 match) specifically focused on targeted recovery for these 
communities.

4. Outcomes
a. Visitor spending in New Mexico surpassed 2019 spending levels by November 2021, exceeding projected 

recovery timelines significantly. Hotel occupancy rates exceeded 2019 numbers in this same time frame 
across the state

b. An expanded and successful cooperative marketing program that is informing future cycles



Result: Priority Recovery Co-op Advertising
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