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Business Plan 

The Organization 
Rural Air Oregon will be organized as a 501(C)(3) non-profit organizaton that coordinates on-
demand scheduling of commercial aircraft with passenger travel requests to serve residents 
of rural communities across Oregon.  Rural air ticket prices will be subsidized by aviation fuel 
tax proceeds that are dedicated to rural air service.  
 
Products and Services 
The primary service of Rural Air Oregon is connecting rural community airports with qualified 
commercial air service operators.  Our service will provide a system that enables affordable 
on-demand air travel statewide.   

The organization’s product is an online web and mobile app system that provides on-demand 
flight scheduling.  It connects citizens, businesses and agency officials who desire air 
transportation with commercial aircraft providers, using an on-demand model similar to Uber, 
Lyft and Fly Blackbird.  

The aircraft types will be comprised of 3 and 5 passenger piston aircraft and 5 to 8 passenger 
turbine aircraft.  All aircraft utilized will be flown and operated by certified Federal Aviation 
Administration (FAA) Part 135 pilots and operators.  These operators are currently based at 
locations around the state. The aircraft are owned by these independent operators and will be 
part of a “Provider Pool” of available aircraft to be scheduled by the Rural Air Oregon online 
system. Both single engine and multi-engine aircraft will be available. 
 
Market 
The market for rural air service exists in communities located near the 97 public-use airports 
in Oregon.  There are iniltially six airports that have consented to partner with Rural Air 
Oregon to create rural air service.  These include the communities of Astoria, John Day, 
Burns, Prinevile, The Dalles and Hood River.  We expect that many other communities will 
join in as their citizens see the value of air service for their local communities.  

The market has the possibility to expand to Newport, Baker City, LaGrande, Lakeview, 
Roseburg, Joseph, Brookings and Salem in the next phase.  It could further expand to 
include Condon, Lexington, Ashland, Hermiston, Klamath Falls and multiple communities |on 
the coast and small communities across Oregon.  The potential exists for more than 50 
airports to participate. It would be possible for anyone from our 97 public use airports to 
utilize the service. We expect that the initial markets will be the larger rural cities that are  
not well served by roads and freeways, and those isolated by mountains and difficult roads.  
 
Marketing  
Initial general marketing will be focused on public relations.  This will include community 
events, newspaper articles, radio and TV interviews and news releases.  In January 2019 
The Daily Astorian published an article about the future possibility of on-demand air service 
to/from the Astoria airport.  Community newspapers are delighted to provide coverage of 
services that benefit their towns.   
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The online website will be widely promoted and examples of efficient flights at reasonable 
prices will be featured.  Collaterial material including brochures, flyers and promotional 
handouts will be utilized.  Billbord advertising will be important.  Statements supporting the 
use of rural air service by local community leaders will be very beneficial in gaining citizen 
acceptance of statewide air travel.  

Targeted marketing will be focused on major corporations that have multiple locatons around 
the state and to hospitals, government agencies and service organizations that require 
statewide travel.  Information for each will be prepared to target their specific needs and will 
focus on the benefits of air travel versus road travel.  

Chambers of Commerce, City Councils, community economic development agencies and 
civic leaders will be initial contacts made to promote the service. 
  
Sales 
Sales transactions are all handled online with the mobile app and website. Credit cards and 
PayPal will be utilized to book the flight and payment takes place online as soon as the flight 
is completed.  There will also be pre-sales in the form of pre-paid tickets, coupons and 
contracts for a minimum number of flights.  Most of the pre-paid sales will be for companies 
and organizations that have scheduled upcoming travel needs and have a budget that can be 
utilized to buy pre-paid tickets or coupons.  Each pre-paid ticket or coupon will have a 
discrete number that is scanned or input to be utilized online in lieu of credit card payment.  
Quantity discounts will be developed and published.  
 
Competition 
The main competition is travel by personal automobile.  Many rural communities that once 
had accerss to air service prior to airline deregulation in 1978 have turned to their cars, 
trucks, and sometimes bus or rail for statewide transportation.  We will be able to show the 
financial and time advantages of flying versus driving in many rural-to-rural and rural-to-urban 
airport locations. It will take time to make flying a widely accepted method of statewide travel. 
Road travel is the primary competition to air travel, possibly the only competition.  

Facilities and Equipment 
The main capital investment will be an online reservation system that will be developed and 
hosted at a professional webserver hosting corporation such as Amazon Web Services 
(AWS).   Computers, office equipment, office space, communications devices and supplies 
will be required for the operations support center.  As the coordinator of the air service, the 
organization will not own or operate aircraft, airports or fixed base operators (FBO).  These 
assests currently exist and Rural Air Oregon’s charter is to organize these resources into a 
transportation system that benefits our entire state.  
 
Risks and Risk Mitigation 
The biggest risk is public acceptance.  People unfamiliar with flying in small airplanes may 
not initially choose that mode of transportation over driving.  Safety of aviation can be an 
issue that will be addressed by the safety reports of the Federal Aviation Administration 
(FAA), National Transportation Safety Board (NTSB), the Nall Report and organizations like 
the National Business Aircraft Association (NBAA) that are comprised of members who utilize 
corporate aircraft transportaton as part of their normal business routine. 
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Lack of funds is a huge risk.  It will be necessary to remove the current 6 year “sunset” on 
HB2075 so that rural air funds will continue to be available for many years.  Legislation 
currently underway in the Oregon 2019 Legislative Session will be addressing this issue and 
we expect a successful outcome. 

In order for ticket prices to be affordable, subsidy funding from aviation fuel tax proceeds 
must be available.  Subsidy funding is essential long-term for the system to survive.  If 
aviation fuel tax funding becomes unavailalbe, Rural Air Oregon would increase efforts for 
local funding support, sponsorships and would need to increase ticket prices and reduce 
service.  Long-term, with newer, far more efficient aircraft types coming on the market soon, 
the cost of flight operations will be much less and there is a possiblity of operations without 
subsidy funding as these new technologies are deployed. 

Management 
Rural Air Oregon will be managed by an experienced aviation leader along with the ORAVI 
board of directors and supported by its membership.  ORAVI will oversee the Rural Air 
Oregon entity, which will be staffed by a manager, a technical resource and support staff.  As 
a 501(C)(3) non-profit organization, it will report to a board of directors comprised of rural 
community leaders, aircraft operators, and officials of the Oregon Department of Aviation and 
Port of Portland. 
 
Advisory Board  
We will form an advisory board comprised of aviation and technology leaders from across the 
state who are willing to provide beneficial information in their field of expertise.  We will 
include individuals with knowledge of travel, economic development, transportation and 
regulations from both state and national levels. 

Service Organizations 
Rural Air Oregon will engage as a client with major banking, accounting and legal firms to 
ensure that the organization operates with full credibility in finance, legal and regulation 
areas. We consider service organizations to be members of our team and some will be 
selected as members of our advisory board.  We will seek firms that possess aviation 
knowledge and expertise so that they can provide their essential support services with  
an aviation perspective. 
 
The Opportunity 
With funds from HB2075 and subsequent aviation fuel tax bills, there is a viable opportunity 
for Oregon residents to finally have air service from their local airport to any of the public use 
airports in the state via an on-demand service and with limited-scheduled service at selected 
locations.  

Affordable rural air service will advance economic development statewide, enable efficient 
personal travel, enhance government and agency travel and better utilize rural airports as 
economic engines.  It will also assist in mitigating the rural | urban divide that exists due to 
our large geographically dispersed state that often isolates rural communities. 

The economic engine viability of local rural airports will be enhanced.  Business and personal 
travel will be faster, cheaper and less time consuming.   
 
Rural Air Oregon will operate permanently, serving our state as a Non-Governmental 
Organization (NGO), working with elected officials, Oregon transportation related 
departments and citizens across the state. 
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Financial 
It is essential that funds are available over a 2 year period of time in order to develop and 
launch rural air service.  We forecast that $500,000 will be required for this phase.   

These funds will enable the organization to organize a number of aircraft service companies 
into a “Provider Pool”, to bring in rural communities that are interested into the service and to 
create and host the online scheduling system.  Staff, travel, legal and organizational 
expenses, capital expenditures and promotion will require funding as the program moves to 
implementation. 

After implementation of the Rural Air Oregon system, the majority of the funding available 
from aviation fuel tax and other sources will go towards subsidizing ticket prices to make 
them affordable.  A small portion of the funding will be utilized for staff, system hosting, 
support and overhead. 

Rural Air Oregon will not generate profits.  As a service organization, its role is as a facilitator 
that enables free enterprise and interested communities to take advantage of the benefits of 
air service across the state of Oregon.   

We forecast that $2,000,000 per year will be required to ensure that ticket prices are 
affordable and to keep the support organization fully operational.  

  

                             Funding Requirements 

 
RURAL AIR OREGON Development Budget 

Online System & Apps  $                    200,000  

Staffing                        150,000  

Marketing                        100,000  

Operating Expenses                          50,000  

Total System Development Budget  $                    500,000  

    

RURAL AIR OREGON Ongoing Service Cost 

ROAR Per-Seat Cost Support  $                 1,700,000  

System Manager                        120,000  

Operations                        100,000  

Technical                          80,000  

Total Ongoing Service Cost  $                 2,000,000  
 

 

 


