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Executive Summary/Introduction

In 2004, the Bureau of Reclamation’s (Reclamation) Office of Program and Policy Services (now Policy and Program Services) commissioned a study to determine the overall welfare of the 66 non-Federal partners that manage 159 recreation areas on Reclamation land and water throughout the 17 Western States.  The study concluded with five recommendations:

1. Assist the partners in developing or improving their recreation management plans
2. Encourage the use of best recreation business practices
3. Strengthen the partner’s financial solvency
4. Continue collaborative communications
5. Consistency with agreements, contracts, and planning documents

The Office of Program and Policy Services identified the need to help Reclamation and its partners with best recreation business practices and financial solvency by preparing a simple business plan approach to assist in their decisions in managing recreation areas.  The non-Federal partners have recognized the need for a simple but effective tool for planning, implementing and monitoring park programs that can be utilized by the park or program manager—those on the front line.

In the spirit of collaboration, both Reclamation and Utah State Parks recognized the benefits of combining resources to develop an “Outdoor Recreation Business Plan Guidebook” (Guidebook) for public entities.
Purpose
The purpose of this Guidebook is to provide a how-to guide to facilitate the development of a simple but effective business plan with limited resources.  A business plan is a tool to address the economic consequences of various management decisions.  It does not address or discount the importance of nonmarket values such as the common good from people spending time in nature, the social benefits of providing settings for activities that improve public health, and venues for environmental education and open space for natural processes, nor does it suggest that all actions must result in a profit.
The guidelines and criteria used to develop this Guidebook are as follows:
1. Simple – The end product should be no more than 20 pages, with terminology familiar to the end user.
2. Useful – The final plan developed by staff should provide a practical, usable plan of action that will aid the program in completing its goals and objectives.
3. Easily implemented – The plan must be developed in such a way that staff can easily implement the various tasks identified in the plan.
4. Measurable – Actions and results must be measurable.
The following sections in this Guidebook include step-by-step instructions on how to develop an effective, usable business plan.  This Guidebook also includes a business plan template that can be readily used and modified as needed.

Guide to Developing the Business Plan

The business plan is a tool that helps staff efficiently plan, organize, evaluate, and implement available resources to meet the organization’s goals and objectives.  In general, business plans forecast 2 to 3 years into the future and are task oriented.
Since there are many different formats, the Cover Page, Table of Contents, and Introduction to the business plan are left up to the individual entity to prepare.  This provides ample flexibility to follow the entity’s formatting and visual identity.
The following sections refer to an outlined template that follows and includes a description of each component, instructions and/or guidelines, and reference information.

Program Mission, Vision, Values, and Objectives
The purpose of this section is to clearly describe the recreation program’s goal or objective.  This is accomplished by using mission, vision, and value statements.  These statements should be reflected, ultimately, in the implementation and work plans.

Mission
The mission statement should describe the organization’s purpose for existence.  

Vision

The vision statement should describe the desired condition or state of being the organization wishes to become (e.g., levels of services or facilities).

Values

What characteristics or conduct is desired?  It is a reflection of how we will achieve our goals and objectives.  Innovation, efficiency, and customer service are examples of characteristics that are valued.

Objectives

Objectives should be very specific and clear (e.g., increase revenues/reduce expenses by 10 percent within the next 12 months).
Park Description, Strengths, Weaknesses, Opportunities, and Threats (SWOT)

This section identifies key features of the park and elements of the organization, focusing on its structure and the people who will provide the services and/or products of the program.

Park Description

A short description of the history, resources, geography, and physical location of the park or program.

Description of Facilities and Services

Identify key features of the park (e.g., campsites, type of bathrooms, utility hookups, vistas, group facilities, activities, and services provided).
Personnel Plan

The personnel plan identifies paid and volunteer staff and their specific responsibilities and duties.  The plan should also identify what level of decisionmaking authority each position carries.  Where possible, a weekly schedule should be included to help identify any potential staff shortages or conflicts.

Park Partners

Partnerships, cooperative agreements, and joint ventures are oftentimes an effective and efficient way to deliver specific products and/or services.  Agency partners are encouraged when funding can be leveraged or efficiencies gained.
The list below identifies some common partners for outdoor recreational services:

1. Federal agencies – Reclamation, U.S. Forest Service (USFS), National Park Service (NPS), Bureau of Land Management (BLM), U.S. Army Corps of Engineers, and Tennessee Valley Authority.
2. State and local agencies – State agencies, cities, and counties often serve the same customer base and can benefit from serving those customers.
3. Businesses – Both large corporations and small, local businesses can make excellent partners as sponsors or providers of products and services.  Recreation agencies should look for opportunities where both the agency and business benefit from the venture.

4. Concessionaires – There are many specialized businesses and entrepreneurs that can augment recreational services that the agency cannot effectively deliver due to a lack of expertise, personnel, and/or capital.
5. Non-profits – Foundations, friend groups, associations, and clubs are made up of individuals who have a particular interest in and passion for specific activities.  Because of their energy and passion, these groups and individuals can be great allies in fundraising, knowledge, and volunteer support.

Strengths, Weaknesses, Opportunities, and Threats

The SWOT analysis aids the program manager in scrutinizing her/his organization’s strengths and weaknesses as well as potential market/economic opportunities and threats.  The SWOT analysis can be divided into three parts, as defined below:

· Strengths and weaknesses – Internal in nature and focus on what the entity has or provides what it does not have
· Opportunities and threats – These are external forces (e.g., changes in technology, customer preferences, and economic conditions/trends)
· Summary – Should identify the organization’s competitive edge or those attributes no one else offers to specific customers (strengths and weaknesses) and how to capitalize on the unique conditions that exist in today’s environment (opportunities and threats)
Market Analysis

The market analysis is a critical component of the business plan because it helps identify customers and their buying patterns as it relates to outdoor recreation.  Listed below are several resources that staff may use in developing and performing an adequate market analysis.  It should be noted that sometimes there is a charge required by the research source for their information.

1. Federal Bureau of Labor Statistics Web site
2. Other Federal agency Web sites (Reclamation, BLM, USFS, and NPS)
3. State and local tourism agencies
4. Outdoor recreation trade associations and magazines (e.g., campground, golf, boating, etc.)
5. National and State budget offices
6. Outdoor recreation retailers, suppliers, and vendors
7. Public and private colleges and universities
8. Market research companies
In a paragraph or two, summarize the findings from your market analysis.

Demographics

Utilizing available resources, identify the characteristics of a population (e.g., age, gender, residency, ethnicity, and purchasing preferences).  The population can be as general or specific as needed.  Much will depend on time, expertise, and funding of the organization performing the analysis.  This is a description of existing conditions, not a marketing target.

User Characteristics

User characteristics or market segmentation is simply the exercise of categorizing your users and potential users (e.g., boaters, off-highway vehicle users, campers, international visitors, picnickers, etc.).  Front-line staff members are a valuable resource for this exercise.

Market Trends

Identify the most relevant market trends (e.g., decreasing use of tent sites at State and national parks).

Market Needs/Demands

Based on demographics and other information gathered from available resources, identify specific market needs (e.g., water and power hookups at campgrounds, birding, group sites, walking trails) to accommodate the growing number of recreational users.  It is recommended that only two or three of the most important needs be identified and focused on, especially if the organization has the capability of meeting the market need.

Identify the relevant characteristics and participants of the organization’s industry (e.g., outdoor recreation).  At a minimum, the following information should be identified:

1. Current participants – Both partners and competitors
2. Industry trends – What is happening to the industry overall
3. Competition and buying patterns – Identify your competitor’s customers’ likes or dislikes about their services
Financial Analysis

This brings all the previous information together by identifying specific strategies and an implementation or work plan.

Strategies, Work Plans, and Milestones Summary

Strategies should be aimed at meeting the organization’s objectives set forth above and reflect the analysis and plans performed in the template spreadsheets in Attachment A of the appendix.  At a minimum, each strategy should contain:
· The goal or objective the strategy will help to achieve (e.g., increase revenues)
· Short statement or description of what will be done (e.g., develop a corporate donor base)
· Identify specific tactics or methods to be used (e.g., direct mail to recreational vehicle associations to promote new facilities at park)
Strategies, Work Plans, and Milestones
The strategies and work plans are the culmination of the business planning effort and a schedule of milestones (target dates) to meet.  It is recommended that the plan should cover 2 to 3 years.  The following components are recommended:

· A description of the strategy (i.e., capital, marketing, or special event) (from strategy section)
· Work plans with identified tasks to accomplish the strategies
· Milestones (target dates) to accomplish the tasks in the work plans
· Assign the strategy and work plan to a responsible person(s)
· Identify funding amount and source

Financial and Impact Strategy Evaluation

This section helps the staff to determine his or her available funding and develop a usable spending plan or budget.  Most public agencies separate their funding and expenditure needs by operations and capital requirements because of how they are funded.  The operations budget typically reflects the daily operating needs and is limited to a 12-month period, while the capital budget, on the other hand, reflects the capital (property, plant, and equipment) needs of the organization and is long term in nature (e.g., construction of a marina).
To aid program managers in the development of these budgets, detailed worksheets have been developed and can be found on the CD/DVD provided.  Support from the department’s finance and accounting staff is highly recommended in this exercise.  A financial impact evaluation should be performed on all alternative projects in order to determine which ones should be included in the organization’s strategies.  A summary of the project evaluation and the financial impact should be shown in this section (see sample plan).

Success Monitoring
Performance Measures

Simple but meaningful performance measures are important to monitoring the success of the organization’s operations.  The measurements used should be easy to gather and report and accurately reflect what is happening daily.  Some examples of performance measures used by State parks are as follows:
· Revenues

· Visitation/participation

· Expenditures

· Contribution margin

· Projects completed

· Services provided

· Milestones met
Performance Adaptation

The theory behind the business plan is that it is supposed to change.  As performance is monitored, management needs to act on the information received.  If a particular ad campaign is not generating the desired visitation, the resources need to be reallocated.  At a minimum, the park or program manager, as well as any support staff, should be reviewing the measures on a monthly basis.  Plans can and should change as conditions change.
Business Plan Template

The following template is an example of what you will find on the business plan CD/DVD.  Using the templates, all you have to do is type the information in the boxes provided in each section. 

Mission Statement
	


Vision Statement
	


Values Statement
	


Objectives
	1.

2.

3.


Park Description/Location
General Description
	


Park Facilities/Services
	Table 1.—Park features and services

	Feature/Service
	Description

	
	

	
	

	
	

	
	

	
	


Organizational Summary
	Table 2.—Personnel plan

	Position
	Primary duties/authority
	Period CY071
	Period CY08
	Period CY09

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	     1 Calendar year.


Park Partners
	Table 3.—Park partners

	Partner
	Potential or existing role

	
	· 

	
	· 

	
	· 

	
	· 

	
	· 


SWOT Analysis
	Table 4.—SWOT

	Strengths
	Weaknesses

	1.

2.

3.

	1.
2.

3.


	Opportunities
	Threats

	1.
2.

3.
	1.
2.
3.


Summary
Strengths, Weaknesses, Opportunities, and Threats Summary
	


Market Analysis
Market Summary

	


Demographics
	Table 5.—Summary of demographic information

	Demographic
	Local
	State
	National
	International

	Population
	
	
	
	

	Average age
	
	
	
	

	Income
	
	
	
	

	Male 
	
	
	
	

	Female
	
	
	
	


User Characteristics
	Table 6.—User characteristics

	User
	Description
	Activities/Characteristics

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Market Trends
	Table 7.—Trends by outdoor recreation activity

	Activity
	Trend

	
	· 

	
	· 

	
	· 


Market Needs/Demands

1.
2.
3.
4.
Financial Analysis

Strategies, Work Plan, and Milestones Summary
	


	Table 8.—Strategies, work plans, and milestones

	Capital improvement strategy
	Work plan(s)
	Milestones (target date)
	Assigned to
	Funding

	
	
	
	
	


	Marketing strategy
	Work plan(s)
	Milestones (target date)
	Assigned to
	Funding

	
	
	
	
	


	Special event strategy
	Work plan(s)
	Milestones (target date)
	Assigned to
	Funding

	
	
	
	
	


Financial Summary of Selected Alternative
	Table 9.—Financial summary of selected alternative

	Investment summary strategy description
	Net cash flow
	Initial investment
	Payback
	ROI1
	IRR2
	NPV3

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	     Total
	$
	$
	
	
	
	$

	     1 Return on investment.

     2 Internal rate of return.

     3 Net present value.

	Table 10.—Comparison of current and proposed plan

	Financial summary
	Current
plan

($)
	Proposed

plan

($)
	Net difference

($)

	CAPITAL EXPENDITURES
	
	
	

	OPERATING COSTS
	
	
	

	   Total incremental labor
	
	
	

	   Operating supplies/maintenance
	
	
	

	   Utilities
	
	
	

	   Other costs
	
	
	

	   Overhead
	
	
	

	Total incremental costs
	
	
	

	REVENUE
	
	
	

	   Total incremental revenue
	
	
	

	INVESTMENT ANALYSIS
	
	
	

	   Net cash flow
	
	
	

	   Initial investment
	
	
	

	   Payback (years)
	
	
	

	   Net present value (NPV)
	
	
	

	BREAK-EVEN ANALYSIS
	
	
	

	   Break-even revenue
	
	
	


	Table 11.—Summary of annual funding sources

	Revenue type
	Current
($)
	Proposed

($)
	Net effect
($)

	General funds
	
	
	

	10% of revenues
	
	
	

	Federal funds
	
	
	

	Grants
	
	
	

	Restricted funds (law enforcement)
	
	
	

	Other funding sources
	
	
	

	     TOTAL REVENUES
	
	
	


	Table 12.—Summary of annual expenses

	Expense type
	Current
($)
	Proposed

($)
	Net effect
($)

	Wages and benefits
	
	
	

	Operating supplies/maintenance
	
	
	

	Utilities
	
	
	

	Other costs (contractor/professional services)
	
	
	

	Overhead
	
	
	

	     TOTAL EXPENSES
	
	
	


Success Monitoring

	Table 13.—Performance measures

	Goal
	Action item
	Measure description
	Target score or range
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