
SHORT-TERM TOURISM RECOVERY PLAN

AND SITUATION REPORT



Situation Report 

In 

000's 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024

Japan 929 893 811 773 746 620 563 685 144 4 24 137 194

Korea 183 246 308 428 545 685 747 753 124 8 192 372 367

Taiwan 49 49 49 42 42 33 28 28 5 2 1 6 3

Subtot

al 1161 1187 1168 1243 1333 1338 1338 1466 273 14 216 514 564

Total 1308 1334 1343 1409 1536 1545 1549 1667 328 79 327 657 714

1.6 million Visitors 

88% Japan & Korea

685,000 Japanese (declining)

750,000   Koreans (rising)



2.5 Year Closure

Below 50% 

4.5 Years



Economic Impact
2

0
1

9
2

0
2

1 $1439/pp 1:69

An updated Economic 

Impact Assessment 

will soon be in 

process

$152/pp



Current Situation: Japan



Japan Market Share



Japan Arrivals, Currency & Market Share
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Key Points

Arrivals (columns) -70% despite that outbound is only -35%

Green (market share) was 5% and then 3.4% in 2019 and is now 1.5% (60% down)

Yellow (yen) shares y-axis — 2X versus 2012 and 50% higher than 2019



Current Situation: Korea



Korea Arrivals Stalled



Korea Decline in Seats: 2019-24

Seats Declining

2025 Less!



Decline in Seats: 2024



Japan and Korea Air Seats



Korea Outbound & Market Share

Outbound Up

Market Share 

Down



Korea Arrivals, Currency & Market Share

2.6%
Market Share
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1.3%

Key Points

Arrivals (columns) -50% despite that outbound is back to normal

Green (market share) was 2.6% in 2019 and is now 1.3% (50% down)

Red (Won) shares y-axis with market share so it’s a bit skewed - only a 14% difference vs 2019



Key Challenges

Product Decline

• Public and Private: Tired and run-down after years of closure and the typhoon

• Rising construction costs hinder repairs and improvements 

• Customer dissatisfaction

Limited Air Service (Korea and Taiwan)

• Reduced flights. Aircraft shortages. Labor shortages. Rising airfares. Limited seats

Rising Costs

• Inflation and strong U.S. dollar

Increased Competition

• Thailand, Vietnam, and the Philippines have surged

• Domestic travel and new Japan visa waivers heighten challenges

• Longer term, reliance on few limited source markets must also be addressed



Current Situation

2019 Forecast 2024
2024 if at 

2019 Market Share

Japan 685,000 194,000 471,000

Korea 753,000 367,000 734,000

Combined 1,438,000 561,000 1,205,000



Turning the Page



Where We Are Vs. Should Be 
(2024)

In 

000's 2019 2020 2021 2022 2023 2024

3.4% Japan 685 144 4 24 137 194

2.6% Korea 753 124 8 192 372 367

Taiwan 28 5 2 1 6 3

Total 1466 273 14 216 514 564

2024

465 3.4%

772 2.6%

1,237

2024

315 2.3%

600 2.0%

915

Mid

High

2024

246 1.8%

534 1.8%

780

Low

1.4%

1.2%

Actual
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Based on actual outbound 2024 

13.7 M Japan.  29.7 M Korea

Where We Are
Where We Should 
Be



2025 
Goals



2025 Goals

830k pax with intervention

-   600k pax without intervention

=  230k difference

AN INCREASE OF 

$60 MILLION IN TAXES!

THOUSANDS OF JOBS



2025 Goals

Plan Expectations GVB Forecast

Japan/Korea 627,949 751,731 830,000



Product Decline

Limited Air Service

Rising Costs

Competition

Key Tactics

Destination Improvement

Airline Support

Targeted Marketing

Rebranding/Repositioning

Key Challenges



• Transparency

Openly communicate tourism’s precarious state

• Significant Investment

Destination, Airlines, Marketing, share of voice

• SMART Goals

Clear, actionable objectives for management

• Unified Effort

Board, Management, Industry, Community

• Community & Stakeholder Engagement

Essential Requirements



Part I: Airline Incentives, Market Specific

Airline Situation

• Global Aircraft Shortage 

• Tokyo-Seoul frequency

• Airport costs versus competition

• Fewer flights  = higher margins 

Route Incentives

• Minimum Revenue Guarantees 

• Fixed fee support ($3000-5000/flight = 10 seats)

• Load Factor Bonuses

Cooperative Marketing Support

• New Perspectives 

• Long term Route Sustainability

Per Flight Value (Korea flights)

166 seats x 70% load factor 

116 seats x 7x/week = 42,000 pax

$5000/flight = $1.8 MM/year

Spend = $451/pp = $19 MM Guam income

Economic Impact = $1500/pp = $60 MM

Taxes = $6 MM



Part II:  Marketing

• Substantial Supplemental Funding

• New Approaches. Fresh Vision. Marketing Advisor

• Source Market Feedback

• Target Okinawa: 4% share = 2019 arrivals



• Diverse, Unique Experiences 

   (aka attractions and option tours)

• CHamoru culture and the warmth of the CHamoru people

• America in Asia: “Where America’s Day Begins”

1.  Focus on Unique Selling Points (USPs)



ADVENTURE

Hiking

Skydiving

CULTURAL

Valley of the Latte

Guam Museum

SHOPPING

Donki

Duty Free Shoppers

Guam Premium Outlets

Micronesia Mall

Plaza Shops

Tumon Sands Plaza

OTHER

Golf

PIC Water Park

Tagoda Amusement Park

Sightseeing

Stargazing Tours

DINING

Chamorro, Thai, Japanese, Korean, European

Fine Dining, Casual Dining, Beachfront Dining

EVENING

Fish Eye Dinner Show

Tao Tao Tasi Show

Karera at SandCastle

Great American Circus

Zoh Nightclub

Chamorro Village

BIG Dinner Cruise

OCEAN

Fish Eye Marine Park

Guam Aquarium

Dolphin Watching

Marine Sports

Jet Ski

Parasailing

Snorkeling

Fishing

2.  Market Experiences

    Rebrand “optional tours” as immersive “experiences.”  



3.  Value-Added Promotions

        Full industry participation. Value-added benefits (not discounts)



4.  Premium Guam Campaign

Showcase Guam’s luxury offerings coupled with a major high profile event

Goal: Attract a customer less concerned about the Strong USD / Weak Yen



Part II - Events

NEW

NEW

NEW
NEW



Part III

Destination Improvement



• Destination Maintenance & Operations (DMO)

• Destination Development (DD)

• Product Improvement (Private sector)

Destination Improvement



Destination Maintenance & Operations

Beach Cleaning & Maintenance

Bus Shelter Maintenance

Culvert Cleaning Maintenance

Holiday Illumination

Tumon Landscape Maintenance 

Tumon Trash & Recycling Maintenance

Tumon Tree Trimming

Tumon Street & Sidewalks Improvements

Island Road Maintenance

Islandwide Beautification

Paint, Equipment, Supplies

Total $2.5M

Evaluate and define scope, 

roles and funding among 

GVB, DPR, & DPW



• Major Upgrades

• Infrastructure, roads, large scale HOT Bond projects

• Immediate Needs:  $12-13 MM

• Urgently address all visitor areas (Both Island-wide and Tumon)

• Repair, improve and maintain public restrooms

• Repair, clean and enhance sightseeing spots

• Remove graffiti promptly and regularly

• Clear junk cars island-wide

• Improve the airport experience

Destination Development



Immediate & Low Cost

• Flooring

• Working escalators/walkways

• Greenery

• Music

• Immigration Forms table

• Working iPads

• Baggage claim monitors 

• Signage standards

• Leverage unused ad space

• GVB Event banners

• Restrooms

• Waterblast and paint exits

Airport:  Support GIAA

Short & Medium Term

• Hotel Transportation Solution

• Restroom Redevelopment

• Concession Legislation

• Facility Upgrades

• Departure Experience

• Kids Play Areas

• Air Quality and Scent

• Electronic Forms

• Possible Privatization



Major Public Initiatives

• Work with Mayors (Villages) 

• List and Prioritize

• Assist homeless relocation 

Beautification

Private Sector

• Incentives: water blast and paint

• Remove vinyl banners (VSOs)

• Address graffiti immediately

• Park Quality Officers (PQOs)

Tumon

• Water blast and paint everything!  Annual “water blast and paint month”

• Paint curbs and utility boxes quarterly 

• Repair crosswalks and sidewalks.  Resurface SVR (coop with DPW)

• Condemn and demolish derelict buildings (work with Legislature)

• VSO’s report graffiti immediately. Remove graffiti within 48 hours

• Establish CC&Rs



Product Improvement (private sector)

• GEDA Support for Upgrades (zero interest, forgivable or matching loans)

• Water blast and paint everything!  Annual “water blast and paint month”

• Self-Evaluation.  Shared study tours

• Establish and maintain Property Standards (CC&Rs)

• Working Group Feedback (Identify and assist substandard properties)

• Visitor/GVB Feedback (GVB private consultation, assistance)

Other Quality Initiatives

• Safety & Security: JFK intersection, lighting, CCTV cameras, other 

• Transportation: Airport, Tumon and Island wide

• Data: Re-implement surveys. Examine tools like Symphony

• Communications:  Examine free Wi-Fi



Long Term HOT Bond 

Must Do

• Major Tumon 

upgrade

• Matapang drainage

Should Do

• Tumon flooding

• Village 

enhancements

Nice To Do

• Ypao amphitheater

• Ypao garage



Economics & Budgets



Supplemental Budget 2025 2026 Total

Airline Incentives $7,000,000 $7,000,000 $14,000,000

Airline Co-Op Mktg $2,500,000 $2,500,000 $5,000,000

Signature Events $2,000,000 $2,000,000 $4,000,000

Additional Events $1,000,000 $1,000,000 $2,000,000

Travel Agent Support $1,000,000 $1,000,000 $2,000,000

FIT Support (B2C) $1,000,000 $1,000,000 $2,000,000

Supplemental Marketing $5,000,000 $4,000,000 $9,000,000

Rebranding & Advisory $2,500,000 $2,500,000 $5,000,000

Product Improvement $11,500,000 $1,500,000 $13,000,000

Group Support $1,000,000 $1,000,000 $2,000,000

Admin & Other $500,000 $500,000 $1,000,000

TOTAL $35,000,000 $24,000,000 $59,000,000

Budget



2025 AS IS (STATUS QUO) GOAL (SAME AS 2019) DIFFERENCE

Market Share 1.3% 1.8% .5% 

Arrivals 600,000 830,000 230,000

Tourist Spending $ 1.1 Billion $ 1.5 Billion $ 400 Million

Economic Impact $ 1.4 Billion $ 1.9 Billion $ 500 Million

Taxes $ 155 Million $ 215 Million $ 60 Million

Arrivals based on market share x expected outbound growth 

Tourist spending based on arrivals x average spend: GVB Exit Surveys.  

Economic Impact and Taxes are extrapolated using Tourism Economics 2019 Guam Report

2025: $ 500M Difference in Annual Impact

$ 60 Million in tax difference, year 1



2027 AS IS (STATUS QUO) GOAL (SAME AS 2019) DIFFERENCE

Market Share 1.3% 2.9%
(3.4 JPN, 2.6 KOR)

1.6% 

Arrivals 600,000 1,450,000 770,000

Tourist Spending $ 1.1 Billion $ 2.6 Billion $ 1.5 Billion

Economic Impact $ 1.4 Billion $ 3.5 Billion $ 2.1 Billion

Taxes $ 155 Million $ 375 Million $ 220 Million

Arrivals based on market share x expected outbound growth 

Tourist spending based on arrivals x current average spend: GVB Exit Surveys.  

Economic Impact and Taxes are extrapolated using Tourism Economics 2019 Guam Report

2027: $ 1 Billion Difference in Annual Impact

$ 220 Million in tax difference thereafter!



Next Steps

Nov

Destination Development

Airport

Japan

Korea

Taiwan

Marketing

Events

Transportation

Communication

Community

Economic Impact

2025 Q1 Q2 Q3 Q4

Q1 Activities

New Board

New President & CEO

Implement Airline Incentives

Engage Marketing Advisor

Destination Improvement

HOT Bond in development

Begin Strat Plan

Q3 Activities

Q2 Activities Q4 Activities

Present 

Final Plan

Board approve draft plan

Working Groups

Funding
Strategic Plan in process

New Marketing Initiatives

Finalize HOT Bond needs

Issue HOT Bond

Finalize plans for 2026

Finalize Strategic Plan

Publish Strategic Plan



SHORT-TERM TOURISM RECOVERY PLAN

AND SITUATION REPORT



Collaborative Solution

Primary

• Guam Visitors Bureau

• Executives from Guam’s tourism industry

• Office of the Governor

• 37th Guam Legislature 

• Guam Economic Development Authority

• Department of Parks & Recreation

• Department of Public Works

Secondary (Members)

• Guam International Airport Authority

• Guam Hotel & Restaurant Association

• Japan Guam Travel Association

• Korea Guam Travel Association

• Japan Guam Hotel Association

• Guam Travel & Tourism Association

• Guam Chamber of Commerce

• Guam Women’s Chamber of Commerce

• Industry representatives

• Community representatives

Board

Management

Staff 

Membership
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