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SECTION 1

INTRODUCTION
1.1 Purpose of the Manual

This is one of a series of tourism development manuals commissioned by the Tourism Division of
the Nova Scotia Department of Tourism, Culture and Heritage to assist Nova Scotians in the
establishment of tourism businesses and in the planning for the delivery of tourism services in the
province. This manual deals with the establishment and operation of a Campground. There are
other manuals that deal with establishing different kinds of tourism businesses such as an
accommodation property, a local sightseeing tour operator, a restaurant, a tourism retail business,
an adventure tourism operation and a receptive tour operator. There are also manuals on how to
plan for, develop and market tourism in your community, on establishing an attraction, on
marketing for tourism businesses and on establishing a visitor information centre. The manuals
were originally prepared in 1996 and 1999 and were updated in 2005. A new manual on
community festivals and events was also prepared in 2005.

The purpose of this manual is to provide you with some of the information necessary in
establishing, improving, and operating a campground business in Nova Scotia. It should be noted
that this information is a guide only.

It is strongly suggested that the reader undertake efforts to verify any information on which their
business plan is based and not rely solely on the information in this manual. There are arcas
where you may want to consider retaining the appropriate professional expertise to assist you.
While the information contained in this manual is believed to be accurate, as of the Winter of
2005, it is not so warranted. The reader should note that federal, provincial and municipal
regulations, taxes, etc. change frequently and it is recommended that you check with the
appropriate authorities listed in the Appendix, including representatives of the Tourism Division,
Department of Tourism, Culture and Heritage and your local Business Service Centre (on line
www.gov.ns.ca/snsmr or at Access Nova Scotia centres around the province), to obtain up-to-date
information on these matters.

1.2 Contents of the Manual

Each manual provides information and advice on a variety of topics which will be important in
understanding the requirements for success, in assessing opportunities, in planning and
development and in starting operations. In this manual, the following topics will be covered:

The market for campgrounds in Nova Scotia;
Requirements for success;

Preparing a business concept and strategic plan;
Feasibility analysis;

OO OO
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Legal, regulatory, and tax matters;
Design;

Planning for operations;

The marketing plan.

OO OO

Appendices at the back of the manual cover the following:

Market data;

Business structures;

Financing;

Calculation of net income, cash flow, and return on investment;
List of contacts;

Standards and Certification.

e OO OO OO e

1.3 Important Information

There are a number of important regulation and licensing requirements which are vital when
establishing a campground business. They include:

*  Campground licensing requirements;

*  Fire Marshal Regulations;

*  Department of the Environment and Labour regulations;

» Eating Establishment Permits (Department of Agriculture and Fisheries) (if you have a
canteen, snack bar, or restaurant).

These regulations and requirements are discussed in detail in Section 6. Be sure that you review
this section carefully.
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SECTION 2

THE MARKET FOR CAMPGROUNDS IN
NOVA SCOTIA

2.1 The Nova Scotia Campground Product

In 2003, there were 131 private and municipal campgrounds operating in Nova Scotia, providing
approximately 11,300 campsites, as well as 31 provincial park (22) and Parks Canada
campgrounds (9) providing another 2,600 campsites.

The number of private and municipal campgrounds in Nova Scotia has increased only slightly in
the past ten years, up from 122 in 1994. The total number of campsites available in these private
and municipal campgrounds has increased by approximately 13%.

All of the campgrounds together sold almost 767,000 site nights in 2004, representing an average
occupancy rate of 41%. Some 60% of this demand came from seasonal campers. Demand from
short-term campers decreased by 2% in 2004 over 2003 levels while demand for seasonal
campsites increased, resulting in an overall increase in campsite demand in 2004 of 2%.

Appendix I provides additional up-to-date information on Nova Scotia’s campgrounds.

2.2 Market Segments

The market for campgrounds is made up of several different market segments, each with its own
characteristics - including different needs and preferences. It is important when you are planning
a campground business that you identify the mix of market segments that are likely to visit this
campground, in order to better design the mix of facilities and services to be offered and to
sharpen the focus of marketing activities.

There are several different ways to define market segments, including:

C Geographic - according to where the customer lives. This defines the local mass media which
can be used to promote to the market;

C Demographic - according to the age, income, family structure of the customer. This helps
define their likely needs and preferences;

C  Purpose of trip - the reason the customer is away from home. This defines the motivations
that may generate trips to your property and the kinds of services likely to be required;

* Type of activity - the market segments can also be defined by the type of camping - e.g.
wilderness, tenting, recreational vehicle.
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In the campground sector the markets are usually defined by one of the latter two methods, and
then geographically within each segment. Exhibit 1 presents an example of the different
campground markets as defined by each of these methods, and the types of facilities and services
required by each.

It is important to remember that people don’t usually travel away from home in order to stay at an
accommodation, whether it be a hotel or campground. They travel for other reasons. Generally
they view campgrounds or accommodation as a necessary service for their trip. However, there is
a significant segment of the camping market which travels for the main purpose of camping - this
includes the seasonal camper, and elements of the wilderness, tenting and recreational vehicle
camping market segments.

2.3 The Markets for Campgrounds in Nova Scotia

The markets for campgrounds include visitors from outside the province, as well as residents of
the province travelling around Nova Scotia. Nova Scotia had over 2.2 million visitors during
2004, up 5% from 2003. This includes visitors travelling for all purposes - for vacation/pleasure,
to visit friends and relatives, for business and for personal reasons. There are approximately 1.5
million visitors from outside the province between the months of May and October. In 2004,
some 79,000 visitors entered Nova Scotia in a recreational vehicle, a decline of 10% from the
preceding year.

Nova Scotians themselves are also a major factor in the province's tourism industry, making over
5.8 million person trips annually within the province. Some 3.8 million of these are same day
trips and just over 2 million are overnight trips.

While these people are all travelling in Nova Scotia, only a small proportion of them make use of
campgrounds. The Nova Scotia Visitor Exit Survey (VES) queries visitors to the province about
their trip patterns and activities. The 2000 VES reported that only 5% of visitors stayed at least
one night in a private campground/trailer park and 3% stayed in a national/provincial
campground. And, for Nova Scotians travelling within the province on overnight trips, 6%
reported staying in a camping or trailer park.

2.4 The Nova Scotia Tourism Partnership Council

The Nova Scotia Tourism Partnership Council (TPC) is an industry and government partnership
that shares in planning and decision making for tourism marketing, research and product
development in Nova Scotia. The TPC works with industry stakeholders to realize Nova Scotia's
potential as a world class four season destination. It was established following a 1996 Tourism
Strategy for Nova Scotia that, among other things, called for a true partnership between the
tourism industry and government in everything from marketing to research and tourism
development.

The Council consists of 16 members, 14 of whom are tourism industry leaders, managers and
business owners. Members of the TPC are selected through an industry call for applications.
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EXHIBIT 1

EXAMPLES OF CAMPGROUND MARKET SEGMENTS AND THE TYPES OF FACILITIES AND
SERVICES THEY MIGHT USE

Market Segment

Demographic

Examples

Families

Examples of Facilities/Services Required

Playground

Laundry Facilities
Pool/Beach
Washrooms/Showers
Recreation Program

Seniors

24 hour security
Washrooms/Showers

Groups, e.g. boy scouts

Group camping area
Washrooms/Showers
Cooking Shelters

Purpose of Trip

Seasonal Campers

Serviced sites with 3 way hook-ups
Store

Recreational Facilities
Restaurant/Snack Bar

Transient Campers

Washrooms/Showers
Cooking Shelters

Destination/Vacation Campers

Store

Playground

Pool
Lake/Beach/River
Laundry Facilities
Washrooms/Showers

Type of Camping

Wilderness Tenting

Firewood/Fire Pit
Pit Toilets
"Wilderness" sites

Tenting

Tent sites

Cooking Shelters
Firewood/Fire Pit
Picnic Tables
‘Washrooms/Showers

Tent Trailers

Cooking Shelters
Firewood/Fire Pit
Picnic Tables
Washrooms/Showers
Electric Hook Ups
Drive thru sites
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EXHIBIT 1

EXAMPLES OF CAMPGROUND MARKET SEGMENTS AND THE TYPES OF FACILITIES AND

SERVICES THEY MIGHT USE
Market Segment | Examples Examples of Facilities/Services Required
Type of Camping cont’d | Fifth Wheelers Drive thru sites

Electric Hook ups
Picnic Tables
Washrooms/Showers
Firewood/Fire Pit
Level Sites

Recreational Vehicle Serviced Sites with 3 way hook-ups for

water, sewer and electricity
50 amp service

Large, drive thru sites
Dump Stations

Level Sites

Recreational Facilities
Laundry Facilities

Picnic Tables
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They must be owners, operators or senior managers of tourism related businesses, and
consideration is given to various other criteria, in the selection of members.

The TPC has three core committees - an Executive Committee, a Long-Term Integrated Planning
Committee and a Short-Term Integrated Planning Committee.

The TPC oversees the development of the Tourism Plan annually which is presented to the
industry at the TTANS fall tourism conference. The Council is also involved in a wide variety of
other programs and initiatives. Visit their website at www.nstpc.com for up-to-date information.

2.5 Nova Scotia's Vison for Tourism
- Challenging Ourselves

“100% Tourism Revenue Growth by 2012"

The Tourism Partnership Council's Vision Committee spent two years (2000-2002) developing a
process to create a Vision for Nova Scotia's Tourism industry. The Committee looked at issues
that the tourism sector could influence or change that would help to create growth and improve
industry performance. After a process that included industry workshops and consultations, 11
Vision recommendations were identified for implementation.

These recommendations cover product development, environment, the administration of tourism,
marketing, technology, quality, human resources, transportation and research. Responsibility for
leading the implementation of the recommendations has been divided between the Tourism
Partnership Council, TIANS and the Department of Tourism, Culture and Heritage. For up-to-
date information on the implementation of Nova Scotia's Vision for Tourism, check the Tourism
Vision section of the TPC's website ( www.nstpc.com and select Tourism Vision from the menu
bar).

The Tourism Vision is a catalyst to assist Nova Scotia's tourism industry to evolve and grow. It is
not cast in stone and is an “unfolding process”. Achieving the Vision will require change - by all
tourism stakeholders including individual businesses - in how tourism is managed and delivered
in Nova Scotia so as to improve quality and generate increased tourism revenues.

Success will be measured “not only by growth in revenues but our ability to work together,
maintain our culture and authentic character, develop new markets and products, attract new
visitors and improve the recognition of our sector's contributions to our province and various
levels of government”.

For more information on how you can be involved in the Vision for Tourism visit
Www.nstpc.com
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2.6 Market and Product Trends

Market Trends

If you are going to operate a campground, it is important that you have some knowledge about
camping markets and about trends in these markets. What are today’s campers looking for? What
are they likely to want to see or do? What are their expectations about service and value? The
points below highlight some of the major trends which are being experienced in our society and
the implications of these trends on the travel and tourism industry. Further on in this section, we
explore some of the changes that are occurring in the campground sector.

*  The population composition of North America is changing, largely due to the aging of the
baby boom generation and the resultant growth in the mature population. These baby
boomers are wealthy and seeking new experiences but are less inclined to rough it. They are
interested in cultural and heritage experiences, in learning, in soft adventures such as nature
viewing, bicycling and hiking. They also enjoy ‘lifestyle’ amenities in their travel, such as
fine dining, quality entertainment; the finer things of life and will pay for value.

*  The baby boomers have demanded more from their travel than previous generations, and
particularly in their leisure travel. They have been responsible for the growth in experiential
tourism - a desire for experiences that are meaningful and memorable. “Experiential tourism
encourages visitors to participate and promotes activities that draw people into cultures,
communities and the outdoors ... It shows rather than describes. It encourages people to
actively participate in the experience ... it is very personal and individual... they seek diverse
experiences that match their interests and provide a sense of personal accomplishment™

e The growth in the use of the Internet has had profound implications for the tourism industry
and for consumers. It has provided the industry with a powerful and very cost-effective new
marketing tool. And it has empowered consumers by make it very easy to research travel
offerings and shop for deals.

e There are an increasing number of working couples, resulting in less flexibility in vacation
and leisure time. As a result, there has been a strong shift from the traditional, two-to-three-
week annual vacation to more frequent, shorter vacations. One result of this is that travellers
are more concerned with having special experiences on their vacations. Since they only have
a short amount of time off, they want to make sure they have the best possible time.

e The computer and the Internet have also introduced the age of yield/revenue management,
leading to the enormous variation in prices for most products, including travel products. This
has contributed to growing the leisure travel market considerably.

* As the population ages, there is expected to be increasing demands for accessible facilities
those which cater not only to guests with limited mobility, but also those with limited vision,
hearing, etc.

! Minister’s Round Table on Parks Canada 2005, Pre-reading Material - Facilitate Visitor
Experience, page 1

Page 8 A Guide to Starting and Operating a Campground Business in Nova Scotia



*  There has been a resurgence in the value and importance of family. Opportunities arising out
of this trend include family outings/vacations and educational travel.

» Travellers are seeking more personal fulfilment and enrichment. Interest has grown
significantly in cultural and heritage experiences and personal growth. Travellers are
interested in experiencing a completely different culture, going off the beaten track, and
visiting cultural and historical sites and places of natural beauty and uniqueness.

C Today’s travellers, like the population as a whole, are better educated than earlier
generations. These well-educated tourists strongly prefer authenticity. People want
experiences that are genuine, not contrived, and are more discriminating in this respect than
in the past.

C Well-travelled consumers have high expectations about the standards of hospitality and
service excellence they will receive from staff in the tourism industry. They are more
sophisticated and demanding and both expect and demand quality in products and services

*  There are more and more women business travellers who expect and demand different
amenities and services.

Market related trends being experienced in the campground industry include:

*  The most significant trend in the campground sector in the past ten years has been the
significant growth in recreational vehicle ownership. This trend is expected to continue as
the baby boom market reaches their 50s; however, continued increases in the price of gas can
be expected to impact the extent of RV travel.

* Recreational vehicle owners today carry all the comforts of home with them, and in larger
and larger units, sometimes with slideout rooms that expand living space. Today’s RVs can
include TVs, microwaves, computers, entertainment systems, freezers, even dishwashers and
ice makers. As a result, they need larger and larger sites and have much higher demands for
power - many need 50 amp power and 30 amp is a minimum standard today. They also seek
amenities such as cable hook-ups and Internet access.

* Using RVs/trailers as second homes or cottages is still popular, which suggests a continued
demand for seasonal sites at campgrounds. Seasonal campers tend to look for special
amenities at campgrounds including such things as private phone lines, laundry facilities,
cable connections, and a recreational program.

* A growing segment within the recreational vehicle markets is camping clubs or caravans -
groups or RVs travelling together. This creates demand for campgrounds that can
accommodate groups, which can be up to 20 plus units.

*  On the tenting side, there appears to have been a decline in demand as the baby boom
markets age and seek more ‘comforts’. However, new generations of campers - the children
of the baby boomers, are starting to enter the marketplace.

* Tent campers look to combine their camping experience with other outdoor activities such as
biking, canoeing, and hiking. Campgrounds need to provide these types of facilities, or at
least be located in relative proximity to a range of outdoor experiences.
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* There is an environmental education and interpretive programming while camping. This
trend is reflected in the growing tendency for public parks to provide varying levels of
interpretive and educational activities. Some examples of campground programming include
learning sessions and various recreational and entertainment programs (puppet shows, slide
shows, children's games, etc.).

Product Trends

C The increasing number of RVs means increased pressure on campgrounds to keep pace in
order to accommodate this growing market. Camp sites need to be larger, 30 amp and 50
amp power is needed, and cable/Internet hook ups are in demand. Roadways have to be wider
and pull-through sites are required Dumping stations are essential if catering to the RV
market.

*  All campers are seeking good quality, clean facilities and sites. Facilities such as washrooms,
showers, laundromats, recreational facilities and activities and well-maintained campgrounds
are becoming increasingly important.
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SECTION 3
REQUIREMENTS FOR SUCCESS

The campground business is a challenging one, and success is dependent on a variety of things.
Trusting to good luck is not recommended and it is not simply a matter of taking a piece of
property and putting up a sign indicating it is a campground. The way you design and develop
your business, how you operate it and how you market it will all play major roles in determining
how well you do. Rather than leave it to chance, the smart operator is sensitive to success
variables in the business. The key success variables in the campground business are considered
below.

Each of these are principles of what it takes to succeed. They should be read as an overview of
what you need to accomplish. How you accomplish them is the subject of the rest of the manual.

3.1 The Marketing Concept Approach to Designing
Your Campground Business

To be successful today, owners and managers of tourism businesses have to have a marketing
orientation — a customer focus. That means everyone in the business must make decisions by
asking the question, "How can I best meet the needs of the market and the individual customer?"
Marketing orientation can be defined as follows:

"Marketing orientation is a way of thinking - a frame of mind. It is, if you like, a business
philosophy. If you adopt a marketing orientation, it means that whenever you think about
your business, you do so from your customers' point of view, not from your own. It means
accepting the idea that the purpose of your business is to serve the wants and needs of your
customers, and to meet or exceed their expectations.

In other words, it means putting your customers first. For this reason, it is sometimes also
called a customer orientation.’

Why is this so important? Why can't we just do what we think is best? Because satisfying a
customer's expectations involves doing a lot of things right, and that doesn't happen easily.

Some tourism businesses think it is good enough to have a decent sign in front of their property
and buy an ad in the Nova Scotia Travel Guide ("Doers and Dreamers" Guide) and then wait for
customers to come. Others - those taking a marketing orientation to their business - make an
effort to identify their best market prospects, modify their product to best serve the needs and
demands of the different groups they are targeting, and then design their marketing activities to
focus on these groups. While having a good sign and an ad in the "Doers and Dreamers" Guide

3 The Economic Planning Group, Tourism is Your Business: Marketing
Management, prepared for Tourism Canada, 1986
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will very likely be part of this approach, these should not be relied on, by themselves, to bring the
business in the door.

The more interesting and appealing your campground property is to the different market segments
available, and the higher the quality of experience you provide to your customers, the more
customers you will attract. And, customer loyalty comes from providing what the customer is
looking for. With customer loyalty comes repeat business, word of mouth referrals, and a
willingness to pay the price for the product. If enough customers do this, your business will be a
success.

3.2 The Strategic Plan

Developing your business in the context of the marketing concept requires a strategic plan for
the business, one that identifies the best market opportunities along with all the key business
features necessary to successfully and profitably pursue those opportunities. The strategic plan is
an overall, long term plan for the business, setting out the following:

1. The long term vision and goals, and the measurable objectives for the business

2. The markets to be pursued and the marketing strategies and networks to be employed

3. The markets and services to be developed and delivered that will have the features necessary
for them to succeed in the competitive marketplace

4. The resources that will be bought to bear in achieving success and profitability

5. The tracking tools to measure progress

The specifics of what is required for success are set out below.

3.3 Market Segmentation

As mentioned earlier, a market segment is a group of prospective customers who share some
common characteristics and, presumably, can be appealed to in similar ways. A market segment
can be an age group, those travelling for a particular reason, residents of a particular community,
different types of campers, and so on.

In the planning stages, careful attention should be given to the mix of market segments that offers
the most potential for your business - particularly those segments for which your property will
have a competitive advantage. Should you focus on seasonal campers or transient campers? Do
you want to go after the RV market or just tenters? What about other segments of the camping
market such as tent trailers or small truck trailers?

Other considerations in this respect include market size (Is the market large enough to offer
significant potential?), whether it is growing or declining, and what potential it has to generate
income (Will people pay more than rock bottom rates for the product you are going to offer?).
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3.4 Unique Selling Propositions

Marketers talk about USPs, which are the unique selling propositions put forward by a business
to maximize market interest and establish competitive advantage. A USP is, in effect, a
statement as to what makes you special - the unique appeal of your property for the customer.

A USP for a campground might be its beach, ocean views, lake or recreational facilities. USPs
can be different for different market segments. For example, a recreational complex may be
important for the seasonal camper but not for the wilderness tenter.

Having at least one, and preferably more than one, USP for each market you are targeting is
fundamental to success.

3.5 Competitive Advantage

A related factor is competitive advantage. This is the advantage one business has over another in
the marketplace in its ability to draw customers. It may be a more accessible or convenient
location, a broader range of services, or simply better or more friendly service.

It is important that you offer as many competitive advantages as you can to your target markets if
you have hopes of getting them to stay at your campground rather than someone else’s,
particularly if you’re new to the market and your competition is already well-established. It’s
tough to change peoples’ loyalties and habits: you have to give them a strong set of reasons to do
SO.

3.6 Differentiation

The strategy employed to build competitive advantages is called differentiation. It means
planning your business in such a way as to make it different from your competition, in ways that
will appeal to your target markets.

Preferably you should develop differences that will be difficult for your competition to copy or to
counter, as opposed to things such as price, for example, which can be matched quite easily.
Examples of more permanent differences include:

C Larger sites;
* A sand beach on the property.

3.7 Positioning and Brand

The previous four issues - market segmentation, USPs, competitive advantages and
differentiation will be implemented within your positioning and branding strategy. Positioning
refers to how you make yourself unique in the competitive marketplace - your higher quality, or
the most convenient location, or better value, or cheapest, and so on. Branding is how you
communicate that positioning in a graphic and/or brief text statement.

In the Nova Scotia Tourism Partnership Council’s 2005 Tourism Plan, under ‘Brand Positioning
Statement’ on page 9, the text reads, “The brand positioning statement is the “unique point of
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difference” we are trying to create in the minds of potential visitors. It aims to define who our
customers are, how we would like them to perceive us - and our unique attributes.”

Having a positioning and brand strategy is important to businesses promoting themselves in a
very competitive marketplace, in which the target audience is bombarded with constant marketing
message. The brand and positioning statement helps you get through the clutter for the necessary
moment it takes to connect with the audience.

3.8 Sufficient Market Potential

The preceding features will not be adequate for success if the market isn't big enough to support
your campground. Low demand and low prices in the area are signs of an inadequate market
size. On the other hand, high occupancies and premium prices are indicators of a growing market
with an undersupply of campground facilities, and, potentially, an opportunity to establish a new
business.

We will later consider ways of assessing these things.

3.9 Location

It has been said that in business the three most important things are location, location, and
location. This certainly applies to many types of tourism businesses. Location is a critical factor
in the success of most types of campgrounds

3.10 Chains and Franchises

Some campgrounds benefit from having a chain or franchise membership that can generate
advantages for the property. Among the advantages:

Brand name recognition, quality assurance;

Consumer awareness of the campground's market position;
Referrals and reservations from other campgrounds in the chain;
Marketing support.

OO OO

Disadvantages include:

»  The cost of establishing and maintaining a franchise. For example, you may have to pay a
percentage of your revenue or a commission on bookings received through the franchise
company, in addition to initial participation fees;

*  The control of the franchisor means that there is less flexibility in operations;

* Arrangements are usually for a limited term.

If you are going to consider a franchise or affiliation, you should explore the options carefully
and make sure that the affiliation you select fits with the market position you are intending for

your campground. You will also want to explore the market strengths and weaknesses of each
franchise and make sure that you select one that has a strong and growing market presence.
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You may also want to consider belonging to an international campground rating system, such as
Woodalls or Trailer Life.

3.11  Quality Website and Internet Strategy

The Internet has rapidly become a vital tool for every tourism business. It provides ready access
to all kinds of information of value to the business. It also makes possible the website, which
companies are increasingly finding to be their primary marketing tool today. Having a good
website is a vital part of every tourism business; not having one, or a reasonably good one, is a
dis-qualifier in many markets.

Having a website is not the only issue associated with the Internet, as discussed below. It also
makes possible email, and modern e-marketing techniques. And working in conjunction with a
company’s website, a website visitor registration program and a database system, it provides the
basis for direct, one-on-one, highly targeting direct marketing to prospects and repeat customers.

3.12 Entrepreneurship

Entrepreneurship is the art of being an entrepreneur. An entrepreneur is a business person who,
in operating their business, is constantly responding to market opportunities and challenges. In
other words, an entrepreneur sees his or her business as a mix of assets and people which can
respond to unfulfilled market opportunities that may arise, rather than as a fixed, unchanging
product. The entrepreneur operates on the assumption that markets are changing constantly, that
competitive advantage is a temporary thing, that customer loyalty is fickle, and that opportunities
come and go.

This is in contrast to the business owner who, once they have opened their business, waits for the
business to come in and never seeks to modify their product. The business assumption of such an
operator is that the market changes little over time, and that their customers will keep coming.
Too often tourism operators adopt this latter attitude, while, in reality, the marketplace is much
closer to that perceived by the entrepreneur.

Taking an entrepreneurial approach to planning and designing your business is vital; but it is also
important to continue this approach in ongoing management and marketing.

In fact, entrepreneurship is more than just an approach; it is really a state of mind, a perception of
how the world works, an attitude about what is the real role of owners and managers. An
entrepreneur believes that the role of the owner or manager is to be creative, constantly on the
lookout for information and ideas on how to change and improve.

3.13 Market Information

Useful market information can be vital in both the pre-development and operational phases of a
campground business; in fact, its absence is often the cause of business failure.

The most useful types of information are those that pertain to consumer expectations, the size of
the markets available, market and product trends, and the competition. We will pursue this topic
further in Section 5.
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3.14  Flexibility to Adapt and Grow

Part of successful planning for a campground business is anticipating the need to adapt and grow.
Increased demand may dictate an expansion at some point in the future. Initial planning should,
therefore, anticipate the possibility of future expansion. Do you have additional land on which to
expand?

Similar attention should be given to being able to make changes in the business. It may be
necessary to shift the market mix of the business if one or more markets are disappointing, if
others prove to be better, or if entirely new market opportunities open up.

3.15 Risk Reduction

Initial business planning should provide for ways to reduce risk. This point is connected to the
previous one: ensuring that you can adapt to changing circumstances. For example, if transient
demand is too small, can some of the sites be converted to seasonal rentals?

3.16 Targeted Marketing

As mentioned above, market segmentation is an important strategic issue in the planning of a
business. Its practical aspect is targeting marketing activities at the market segments selected.

Effective targeted marketing is vital if marketing expenditures are to be effective. Unfortunately,
much of what is spent on marketing by tourism operators is ineffective, since it is not well
targeted to real prospects. We will consider this topic in more detail in Section 9.

3.17 Management and Other Skills

The tourism business is a tough business at which to excel and this applies to the campground
business as well. Too many operators underestimate the complexities involved and enter the
business ill-prepared in terms of expertise and skills.

The successful campground operator must have basic skills in a wide range of areas, as illustrated
in Exhibit 2.

3.18 Computer Skills

The computer has become an indispensable tool for every business today, so having computer
skills is now a virtual necessity for most business people. Managers and staff need to be able to
use word processing to record information and communicate by mail, to send and receive email,
to do research on the Internet, to maintain a decent website and to use a spread sheet for
budgeting. The computer is a also a vital part of virtually all modern internal business systems.
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3.19  Pricing for Profit

Knowledge of pricing techniques is very important. Several objectives have to be achieved
including market competitiveness and prices for each target market - all directed at achieving
profitability and a good return on investment. This topic will be addressed further in Section 8.

3.20 Sufficient Capital and Affordable Debt

You must have the investment capital available to establish and develop the business. It is vital
that your debt burden not be so high that it drains away your future profits. It can be a challenge
to generate a profit in the campground business, given the short operating season and the impact
of uncontrollable variables such as weather. As well, developing a new campground can be very
expensive, requiring a significant level of investment. You should carefully evaluate the potential
of your campground to generate sufficient monies to pay any debts that you incur in establishing
the business.

You will also face the need for further additions and renovations from time to time, and the
capital for these should come primarily from earnings retained in the business.

Your object should be to retire your debt in an orderly fashion and to finance future asset
additions out of cash flow as much as possible.

Once you are in operation, you will also have to have enough ready cash to finance the day-to-
day operation of the business. Too many businesses are established without adequate provision
for working capital and often initial capital cost overruns can use up some or all of the intended
operating capital. A business operating with inadequate working capital cuts back on marketing,
staffing, and maintenance; all of which will weaken it for the future. In addition, it will be slow
paying its bills and get into trouble with its bank and creditors. It won’t last long this way.

3.21 Quality/Value

A campground business needs to provide a quality experience for its guests at competitive prices;
basically, it needs to offer good value. Failure to do this will invite your clientele to walk away
to your competition.

At the same time, the quality and value of your product must reflect the markets you are
targeting, and their expectations and demands.

3.22 Memberships

Memberships in a variety of professional organizations can be a good way to connect with other
people in the industry, to seek out partners for marketing and packaging activities and to compare
notes on the operations of your campground. You should consider membership in the provincial
campground association - the Campground Owners Association of Nova Scotia (COANS), in the
regional tourism association in your area and in the Tourism Industry Association of Nova Scotia
(TIANS).
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EXHIBIT 2

BASIC SKILLS REQUIRED TO MANAGE A CAMPGROUND

ENTREPRENEURSHIP
& understanding and acceptance of the “marketing concept”
& understanding of what the customer is looking for
& knowledge about how to reach the customer and
what will appeal

MARKETING

advertising media

Internet marketing

ad design

brochure design and distribution

market research

cooperative promotions with tourism “partners”

travel trade requirements (tour operators, travel agents)
marketing effectiveness measurement

Ro R0 Ro Qo Ro Ro Ro o

HUMAN RESOURCES
& hiring and training

& staff supervision

& staff motivation

PROPERTY MAINTENANCE
& basic machinery and equipment repairs
& site maintenance

ADMINISTRATION

bookkeeping and accounting

use of computers and business software
payroll

finance

property management

business regulations

business planning and budgeting

&
&
&
&
&
&
&

Suggestions on how to acquire these skills are considered in Section §.

Page 18 A Guide to Starting and Operating a Campground Business in Nova Scotia



3.23 Marketing Network(s)

In the tourism industry many companies find it worthwhile to link their marketing efforts to those

of others. The idea is to piggyback on the marketing program and resources of others that are

targeting the same markets as you and that are willing to work with you, thereby extending your

marketing reach and effectiveness. Examples include:

* Nova Scotia Tourism Partnership Council partnership marketing programs

*  Your regional or city destination marketing organization, such as Destination Halifax or the
South Shore Tourism Association

*  The travel trade - tour operators and receptive operators

* Destination management companies (for meetings business)

» Packaging partnerships with suppliers of complementary products and services

*  Other ‘homemade’ alliances of like-minded operators willing to work together

Developing and maintaining such relationships and networks can be very valuable for your
business. Also everyone at the destination is part of the ‘destination sell” and needs to work
together to that end.

3.24 Personal Time Commitment

If you are going to operate a campground, you must be prepared for the demands it is going to
make on your time. You should expect to work long, irregular hours throughout the camping
season. Since you are running a small operation, you will not be able to afford to hire many staff
and you will find yourself responsible for many of the day to day operational tasks. Don’t expect
to run the campground as a part-time job, at least during the summer months. With a campground
business, you will be closed during the winter months so plan your vacation for this period.

3.25 Commitment to Service and Hospitality

As well, you will need a strong commitment to service and hospitality and you will have to
recognize that the needs and expectations of your guests are of primary importance. You will
need to be able to assist campers with their problems, cheerfully, at all times of the day and night.
You will need to have the ability to get along with people of all types and to be patient and
approachable to children. It would also be a good idea if you yourself were a camper, so that you
can relate to the needs and expectations of your visitors.

Page 19 A Guide to Starting and Operating a Campground Business in Nova Scotia



SECTION 4

Preparing A Business
Concept and Strategic Plan



SECTION 4

PREPARING A BUSINESS CONCEPT AND
STRATEGIC PLAN

4.1 Opportunity Search and Assessment

What type of campground business should you establish? Where should it be located? Is there
likely to be an adequate market for it?

Before proceeding too far, you need first to build a model of your business concept on paper,
defining its markets, main features, its location, its USPs (unique selling propositions) and its
competitive advantages. You have to draw on your entrepreneurial skills to develop a concept
which has a good chance of working.

The starting point has to be with the target customer - their needs and wants. What will your
target markets be looking for in a campground property? What are they buying in other
locations?

We suggest that what you need to do first is develop a winning concept for your business by
looking into what has worked well elsewhere and getting good market information on its
potential in your area. You will also need to have some possible locations in mind where you
think there might be enough market potential.

A more detailed assessment can be made later. At this point you are looking for general
information which will help in piecing together a concept for the business and coming up with a
short list of locations.

Find out where there are successful examples. Visit them; talk to the owners; find out what makes
them successful. What are their USPs? What are the major challenges they face and how do they
deal with them? What are their markets? How do they market? How are their markets changing?
What are the major do’s and don’ts of the business? Tell them what you have in mind and ask for
their constructive criticism.

As long as these businesses are not going to be competing directly with you in your Nova Scotia
market, they are likely to be cooperative. Call them before your visit and get their agreement to
talk to you.

What unique experiences can you offer your customers at the location you are considering? What
are the local attractions, festivals and events, and other appeals which might attract people to stay
overnight in your community? What types of unique features does the location/site you are
considering have? Is the site located in an area which gets lots of visitors or is it off the beaten
track?
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Is there enough business in the area to support both the competition and your operation? (A
good indicator is the level of occupancy being experienced by competing campgrounds in the
area.)

Try out the campgrounds of your future competitors in the general area. What are they doing
right and wrong? How can you develop a campground which has some competitive advantages
over them? How busy are they in each season? Do they seem to be making money? (Good
signals include: Are they keeping their property up to scratch? How extensive are their
marketing activities?)

Are there locations/sites available that have advantages over the competition?

For the locations you have in mind, collect initial information on the markets available in the
community. How many tourists come each year? Are there any attractions and activities going
on in the local area which will bring people to the destination and give them a reason to stay in
the area?

Talk to the tourism organizations in the locations you are considering about how they see the
opportunity and whether they think there is room for a new campground in the market. What do
they think about your ideas? People to talk to locally include:

C The manager of the local visitor information centre (Do they have a lot of people looking for
campgrounds and having trouble finding them? If so, what types of campground are they
looking for? Do they have RV’s or are they tenting?);

C The local/regional tourism association (Do they think there is a need for more campgrounds?
Is tourism activity growing or declining? What type of growth is it? Are there any other new
campgrounds being planned for the area?).

Talk to the Tourism Division at the Department of Tourism, Culture and Heritage. They can give
you market information, suggest contacts, etc. and provide you with information from the act and
regulations on construction requirements. Do the same with economic development officials at
the community level and in the Regional Development Authority office.

Ask for any market studies they might have available containing relevant information for
planning a campground business such as occupancy data for the region and/or for campgrounds,
market trends, and the like.

4.2 Target Market Selection

Particularly important is the identification of key target markets for your campground since you
want to make sure you develop your property in a fashion that will have a strong appeal to each
market. You may, in fact, need to offer several somewhat different products, i.e. different types
of campsites and/or services to different markets. The informal research you have conducted so
far should be very helpful in this regard.

The target markets offering the greatest potential for the business should be identified on the
following basis:
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C For which markets will your USPs and competitive advantages have the greatest appeal?

C How substantial are these markets? Are they large enough to justify targeting them in your
product and marketing planning?

For each market segment that rates well on these points, you need to have a good idea of the
following:

C  Will they pay a decent price for your campground?

C Can you afford to promote to that market? Are there cost-effective measures you can use to
reach the market?

C How stable is the market likely to be, year after year?
C Is the market growing? Declining?

As discussed earlier, markets can be segmented according to different characteristics and the
market segments most appropriate for campgrounds were identified in Exhibit 1.

Once you have identified which markets are available to you, you should prioritize the markets in
terms of their overall revenue potential. Also consider which of the markets offer the most
potential for your business in particular, i.e. those in which you are most likely to be successful
and in which you will enjoy the best competitive advantages.

Market and Product Trends Assessment

It is also important to look into trends in the type of campground you are considering and in the
markets you intend to target. This study will provide you with ideas on how to establish your
competitive advantages. New product concepts may help you as can new trends in customer
demands and expectations.

Spend some time searching the Internet. With today’s search engines you will be able to find a
wide variety of information on markets, on different types of campgrounds, on trends and on new
products and facilities being used in campgrounds.

There are other sources of trends information worth mentioning, including the Tourism Division
of the Department of Tourism, Culture and Heritage, TIANS, provincial, national and
international campground associations and other organizations which publish tourism related
reports and information.

Another valuable source of information on consumer and product trends can be other
campground operators already in business. Talk to these operators and explore with them their
experiences in consumer and product trends.

Having done your homework, you should now be in a position to build your business concept, on
paper at least. The rest of this section focuses on the steps involved in this process.
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4.3 Product and Service Mix

Using what you have learned about markets and market trends and about consumer needs and
expectations, you are now in a position to determine the mix of products and services you should
provide at your campground. Make sure that you consider the types of products and services
needed to appeal to each of the different market segments you have identified carefully.

A successful campground no longer consists of a road through a field with recreational vehicles
side-by-side around the property. A diversity of quality facilities is essential from the outset:
consider a swimming pool, recreation hall, fully-equipped playground, trails, miniature golf, gift
shop, activities co-ordinator, bicycle rentals, and escorted tours as amenities to attract and keep
the visiting camper. Wilderness campers will be seeking different facilities and services from
recreational vehicle campers and family campers will be more interested in playgrounds than RV
campers.

4.4 Build Or Buy?

The case for buying an existing campground against setting up a new one is not clear-cut. Each

situation must be decided on its own merits. There are distinct advantages and disadvantages to

each course of action.

The advantages of buying an established campground may include:

* It may reduce the risk factor. The existing business may already be a proven entity. Also, it
is often easier to get financing for an established operation rather than selling the idea of a
new one. Financial relationships have already been established with banks, creditors and

other sources of financing;

* A campground with a good past history increases the likelihood of success for the new
owner;

*  The established campground may have a proven location for a successful operation;

* A customer base may have already been established. This has particular merit with respect to
seasonal campers;

» Capital cost items and inventory are in place and their value and limitations are known in
advance;

» It may be cheaper to purchase an existing property than to develop a site from scratch.
Disadvantages of buying an existing campground include:

* Facilities, equipment and services (e.g. power) may be old or outdated;

*  The location of the campground may be poor;

*  The financial health of the business and its relationship with financial institutions may be
poor;
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* Asabuyer, you inherit any ill will that may exist for the campground among customers or
suppliers;

* Asan entrepreneur, you have more freedom of choice in defining the type of campground if
you start one of your own than if you buy an existing one.

As you can see, there are pluses and minuses in choosing to buy an established campground. You
should view this option in terms of whether it will enable you to achieve your personal objectives.
What is your style? How does a property for sale fit with your concept for the type of
campground you wish to run? If you wish to develop wilderness sites to meet the needs of the
wilderness camping market, is there sufficient suitable land to expand and develop?

4.5 Location/Site Assessment

As in most other enterprises, the location may well govern a campground's success or failure. If
one is starting from scratch, the most suitable location could be determined by the market and
feasibility study. On the other hand, if the project starts with a given property, the matter is
settled and you must accept the location’s attributes and limitations. The market/feasibility study
will then be used to determine whether or not a campground at that location can be successful.

Locating a new campground near an existing attraction may have significant benefits. A tourist
town, city, ferry terminal, museum, beach, or outstanding natural feature that draws the local
population and visitors alike can provide markets for a campground. Some attractions will attract
seasonal campers whereas others, such as ferry terminals, draw campers who are interested in
overnight visits only. The important point is to be aware of the potential visitation that can be
generated by attractions, whatever their nature.

Topographic Features

The topographic features of a particular property can offer both advantages and disadvantages
when developing your campground. Flat, bare fields would be the most economical to develop
but would not be as attractive for the market. Most campers are looking for a property that offers
a variety of sites: some open, some tree-covered, offering views, near water, and comfortably
apart.

The costs of installing services would be higher on a property that features spacious sites, has
changes in elevation, and is tree-covered, but the appeals of this type of site to the market far
outweigh the initial costs of development.

For roads to be driven comfortably by recreational vehicles, they must have only moderate
slopes. The maximum slope of a gravel road must be 10%.

Similarly, the actual sites should be relatively flat so that a camper can be levelled without
difficulty. Within these limitations, the property should be viewed as an opportunity to provide a
variety of campsite designs using the topography and tree-cover to their best advantage while
causing the least disturbance to the natural setting.

Surface Materials

Careful assessment should be made of the ground surface material and sub-surface material on
the proposed campground property. Not only does the type of soil have a direct bearing on the
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cost of campsites, roads, services, wells, and septic systems, but it will actually determine
whether or not septic systems for flush toilets and a laundromat can be installed. This kind of
information is critical to the success of a campground and can only be determined by early
consultation with local Department of Environment and Labour Inspectors. The Department of
Natural Resources should also be consulted as they can provide you with information on soils and
vegetation in addition to other natural resources such as fish and wildlife.

Examination of the property will reveal some clues for deciding on the layout of facilities: rock
outcrops, or large boulders mean expensive excavating costs; clay subsoil could mean poor
drainage from campsites.

Vegetation

Ideal properties for campground development are rarely available. Most potential sites consist of
a wide variety of vegetation, all of which has value and should be disturbed as little as possible.

Avoid sites where excessive development costs could be encountered. Rock outcrops or bedrock
just below grade make laying of services and sewage disposal very expensive. Swamps should be
avoided as they are breeding grounds for insects if left in their natural state; if required for
development the swamp would have to be drained and filled with new material, at considerable
cost.

4.6 Product and Business Concept Development

The aforementioned activities should enable you to develop a concept for the business, including
the following elements:

The major markets to be targeted;

A short list of preferred locations and possible sites for the campground;

The mix of facilities to be offered;

Y our proposed unique selling propositions (USPs) and competitive advantages for each key
target market.

4.7 Phasing

OO OO

It is unlikely that you will establish the ultimate scale of your campground on day one. You will
need to set out your intentions regarding what you will establish in the first phase and how you
intend to extend and expand your business over time. A phased plan is the solution.

A phased plan involves the preparation of a multi-year schedule of the following things, to be
implemented in stages:
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Target markets to be pursued,

Expansion of the property, addition of new services;
Capital investments and financing;

Major marketing initiatives.

OO OO

The initial phases should focus on what you expect to be the core elements of the business. Other
markets and products should be streamed in later in digestible stages. Some should be market
tested first if there is any serious question about their potential or their ability to complement the
core business.

4.8 The Strategic Plan

You should document the previously mentioned planning activities in a written summary, which
will form your initial business plan (the development of a business plan is discussed in more
detail in Section 5).
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SECTION 5

FEASIBILITY ANALYSIS

Will your plan work? Can you get enough customers, and will they pay enough for your
campsites and your other services to cover your operating costs? Will the business make a profit -
enough to pay you a living wage, cover the costs for the money you will have to borrow, and pay
you a return on your equity in the business?

These are vital questions you need to address, in order to reduce uncertainties and risk to a
minimum. The cost of making major mistakes can be bankruptcy, while the information coming
out of a feasibility assessment can help make the business a success. Why risk everything without
making the best possible effort to reduce your risks?

While you may be reluctant to spend the time and money necessary for this step or think you
don’t need to, your banker or other financiers are very likely to insist on it. Even if you already
own the land, you will still have to make an investment in buildings, site improvements, water
and septic systems, etc. and you may be hoping to generate enough income to live off. You
should, therefore, assess the feasibility of the business.

So, a proper feasibility assessment should be undertaken. You can do much or all of it yourself,
following the process outlined in this manual.

If your project is a large complex one, or if your banker or other sources of financing request it,
you may have to have a professional feasibility study undertaken.

A proper feasibility study, assuming a basic business concept and strategic plan has been
developed, consists of the following steps:

*  Projections of capital costs and financing requirements;

» Research and analysis into the target markets;

*  Competitive analysis;

»  Projections of revenues, operating costs, debt service, and profits;
* Return-on-investment and break-even analysis.

For those intending to undertake the feasibility assessment themselves, we offer some suggestions
below. As you will see, this can become a fairly complex undertaking.

5.1 Capital Investment Requirements

We suggest that the first step in preparing the feasibility assessment should be the development of
an estimate of the capital investment required to establish the campground, since this can give
you an idea of the kind of financing you will need.
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You don’t need a detailed capital-cost schedule or financing plan at this point. You are simply
trying to assess the feasibility of establishing the proposed campground business, not actually
planning the business. What you need is an estimate of the realm of magnitude of your capital
costs, which will then give you an indication of your financing needs.

Exhibit 3 provides a worksheet that you may find useful in developing your preliminary capital
budget.

There are various sources of information you can use in developing this initial capital budget.
Some suggestions are presented below:

* Land Purchase, Building Construction and Renovation. If you are planning to buy an
existing campground, then a real estate broker can help you seek out potential sites and
advise you on the costs of purchasing the business. If you want to buy property and develop
the campground from scratch, then a real estate broker can help with land costs.

If you are developing a new campground or renovating an existing one, you will probably
need to construct new buildings and/or renovate existing structures. Depending on the scope
of the building, you may need an architect or a builder to help you determine the costs of the
building construction/renovations.

* Land Improvements, Services, Landscaping, Parking, Recreational Facilities. You will
need to determine an approximate cost for each campsite and this will depend on the amount
of clearing and earth moving that has to be done, as well as the size of the site. You will also
need to estimate the costs associated with servicing the site (i.e. sewer/septic, water, power)
or upgrading the existing systems to accommodate your development. You will also need to
do some other site work such as developing roads, landscaping or preparing a parking area.
You may need the help of an engineer to determine the servicing requirements and costs and
a landscape architect for site development costs, lighting, etc. If you are planning on
including a pool, you will definitely need some expert advice to address all the design
requirements and regulations. In determining what services and recreational facilities to
include, you should refer to the Camping Select standards available through Canada Select
Nova Scotia. These will give you some guidance as to the types of facilities and services you
need to have to meet different star levels.

* Equipment. You should draw up a list of the types of equipment you will require and then
approach suppliers to give you price lists. They can also probably give you some help with
determining the types of equipment you will need. You will need equipment for site
maintenance work as well as basic office equipment. If you are planning a snack bar or
restaurant, then you will also need a variety of kitchen equipment. If you are planning a
camp store, then you will need the appropriate equipment, such as freezers, shelving, etc.

C  Soft costs. Soft costs are operating-type costs required to start the business that are
capitalized, since they occur prior to the opening of the businesses. They include such things
as operating costs incurred prior to opening - salaries, office operation, initial marketing, etc.
They also include one-time costs such as interest during construction, design costs,
consultants’ fees, etc. You should try to do a work-up of estimates for each relevant item.
Where this is not possible, provide for an allowance to cover the item.
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4 EXHIBIT 3
CAPITAL REQUIREMENTS WORKSHEET
®)

CAPITAL ASSETS
Land Purchase
Land Improvements (sewer, water, campsites)
Building Construction/Renovation
Recreational Facilities (e.g. pool, playground)
Equipment (e.g. maintenance, office)
Other (e.g. signage)

Subtotal C

PRE-OPENING SOFT COSTS:
Salaries
Staff Training Wages & Costs
Pre-Opening Marketing, Website design
Interest During Construction
Design and Consulting Costs
Other Professional Fees
Incorporation/Registration/Licensing Costs
Other

Subtotal D

WORKING CAPITAL:
Inventory
Prepaid Expenses
Other Current Assets
Cash Reserve

Subtotal A

Bank Loan

Subtotal B

Net Working Capital Required (A minus B) £

TOTAL CAPITAL ASSET REQUIREMENTS Subtotal C

TOTAL SOFT COSTS Subtotal D

WORKING CAPITAL REQUIREMENTS Subtotal E
CONTINGENCY:

TOTAL FINANCING REQUIRED
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C Contingency. A contingency allowance should be planned for unexpected cost increases,
overlooked items, unanticipated additional costs, etc. The allowance should be between 5%
and 20%, depending on how refined your costing has been and how confident you are in the
numbers

*  Working capital. Your financing will have to cover not only capital costs and soft costs, but
also enough working capital to sustain the operation of the business. Working capital is
defined by accountants as the difference between current assets (e.g. cash in the bank,
receivables, inventory of resale items and supplies) and current liabilities (e.g. accounts
payable, other amounts becoming payable in the current year). In other words, it’s the cash
available to run the business and deal with short term contingencies.

5.2 Market Analysis

The next stage of feasibility analysis involves an assessment of markets and a determination of
market potential.

Research and Analysis of Target Markets

Your previous work in developing the concept for the business involved identifying the best
target markets for your campground. You now need to pull together information on each of these
markets. The first question is:

How big is the target market in my area? How many prospective customers are there?

Your first task is to determine the size of the existing market for campgrounds in your area. The
Tourism Division of the Department of Tourism, Culture and Heritage provides data on
campground occupancy and sites sold in Tourism Insights, available on-line at
(www.gov.ns.ca/dtc/pubs/insights ). You can also request an occupancy data run for a group of
campgrounds (minimum 6 properties so as to protect confidential information) from the Tourism
Division. Or you can do your own analysis by using printed material such as the Nova Scotia
Travel Guide to identify all of the campgrounds in this area and the number of sites at each. Then
apply the average occupancy statistics for the province to this inventory to determine the number
of occupied site nights in your area, as follows:

Total Sites Available (A)

Average Number of Operating Days (B)

Site Nights Available (C) (A X B)

Average Occupancy Rate in Area (D)

Occupied Site Nights (C X D)

This won’t give you quite as precise an analysis since it will be based on provincial averages not
your local area, but it will give you an idea of the scale of the campground market in your area.
You should be careful to include in your inventory only campgrounds that are targeting similar
markets to those you have identified for your property.
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What you will end up with is a number of site nights in the area, in other words, the number of
parties presently camping in the area multiplied by the number of nights they are staying. These
people represent the primary market from which you will generate business for your
campground. You should use provincial averages to allocate this demand between seasonal
business and transient business, since these are quite different markets and you may only be
interested in one or the other.

How many of these people might I reasonably expect to stay at my campground?

Once you’ve been able to pin down the sizes of the key markets for your property, you then need
to come up with an estimate of what percentage of each of these markets is likely to stay at your
campground. This requires a market share analysis. Simply put, you need to estimate what share
of the market you might expect to get. To do this, you first need to examine your competition and
decide how strong your position in the marketplace will be.

Competitive Analysis

While you should by now have a pretty good sense of the appeal of your proposed campground,
you now have to take a good look at the competition and do so objectively, as a future customer
would. You need to try out the competition and talk about them with others in the local tourism
industry. You want to learn about their strengths and weaknesses and try to get a feel for how
your property will compare to theirs. Some specific things to check out include:

*  Number and type of sites;

* Level of servicing available;

¢ Recreational facilities available;
¢ Snack bars/restaurants on-site;

e Prices;
* Reputation - what do community tourism partners say about guest satisfaction at this
operation;

*  Years in operation;
*  Advertising and promotion;
*  Future plans for expansion, major renovations.

By asking around, visiting the property, and looking at their website and printed information such
as brochures, you can put together a pretty good picture of the campground. You should make up
a form, similar to that shown in Exhibit 4, to summarize your findings and conclusions.

Market Share Analysis
Your next task is to decide what share of the market you are likely to get and how many occupied

site nights this will mean for your campground. To do this, you need to complete a worksheet
similar to that illustrated in Exhibit 5.
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ASSESSMENT OF THE COMPETITION

EXHIBIT 4

Competitive
Number/ Recreation and Quality of Future Plans for Advantages/
Competitor’s Name | Type of Sites Other Facilities Prices Facilities and Expansion Disadvantages
Services
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EXHIBIT 5

MARKET DEMAND PROJECTION WORKSHEET

Projected
Competitive Position of Projected Market Demand
Target Markets Market Size (Site Equal Market Share Your Property (HM L) Share for Your (Site Nights)

Nights) Campground

*  High, Medium. Low
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First, for each target market, you need to determine what an equal market share would be; that is,
what proportion of the market you would get if you were to get an equal (or fair) share of the
market available. Exhibit 6 illustrates how to calculate an equal market share.

Next, you have to determine, for each target market, whether your property is likely to get more
or less than an equal market share. This is where you will have to use some judgement about the
relative competitive advantages and disadvantages of your campground, in each target market.

For example, if your campground is located on the ocean and you will have full services at all
your sites, you will probably get a better than average market share. Your competitive position is
likely to be different for each target market, so you should do this analysis very carefully.

It is quite easy to be swayed by emotions and excitement and, as a result, overestimate the
campground’s potential performance. It is recommended that you be very careful to develop
realistic estimates of your likely market penetration, based on the experiences of campgrounds
with which you will be competing directly.

The result of the analysis illustrated in Exhibit 5 will be an estimate of the projected site-night
demand that your campground could attract. At this point, you should do a check against the
number of sites you are planning to develop to determine if it is realistic for you to actually
accommodate the level of demand you have estimated or whether you should perhaps consider
more or less sites. To do this, you need to calculate your available site nights and the occupancy
levels that you are projecting. This calculation is described in Exhibit 7.

There are no established guidelines as to what occupancy rate is realistic or economically feasible
for different types of campgrounds. However, when you look at the occupancy rate you are
projecting, consider that the average occupancy for all private and municipal campgrounds in the
province is only 41%. If your analysis indicates an occupancy rate of 80%, you may want to
review your analysis; you may have been over-optimistic in your estimates of market share.

After you have carefully reviewed your assumptions about your market position and market
share, and if your occupancy levels are either very high or very low, you should review the
number of campground sites that you are planning to develop or add.

Once you are satisfied that your demand estimate is reasonable, you need to consider what is
likely to happen in the first year or two that you are in business. As with many businesses, it will
take a couple of years for you to become established and reach a normal level of demand: i.e. the
level of demand you estimated in the foregoing analysis. It is possible, especially if you are
establishing a campground that is located out of the way, that the level of demand in the initial
two or three years will be substantially lower than you estimated for a normal year.

5.3 Projection of Revenues and Expenses
Projection of Revenues

Now that you have an estimate of demand levels, you can develop estimates of your total
revenues, both from campsite rentals and from any other services you might provide.
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EXHIBIT 6

CALCULATION OF EQUAL MARKET SHARE

TOTAL NUMBER OF CAMPSITES IN YOUR MARKET AREA .....................

PLUS

NUMBER OF CAMPSITES YOU ARE PLANNINGTOADD (4).....................

PLUS

NUMBER OF CAMPSITES OTHERS ARE PLANNING TOADD .....................

EQUALS

TOTAL CAMPSITES LIKELY TO BE AVAILABLE IN YOUR MARKET AREA (B) ..

EQUAL MARKET SHARE (4 dividedby B) ........................... %
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Exhibit 7
Calculation of Projected Occupancy Rates

Total Number of Sites Available at Your
Campground (For the period - could be Month, Season) (A)
Number of Days in the Month or Season (B)
Total Available Site Nights (A mulitplied by B) ©)
Total Projected Site Nights Occupied (from Exhibit 5) (D)
(One site ocucpied for one night equals one occupied site
night)
PROJECTED OCCUPANCY RATE %
(D divided by C)

Page 36 A Guide to Starting and Operating a Campground Business in Nova Scotia



The next step is to estimate any other revenue for your campground. For example, if you have a snack
bar or restaurant, then you will have some food and beverage revenue or you might rent out bicycles or
canoes. You should develop an estimate of revenue per site night, taking into account that you will have
more than one person staying on the site most of the time.

You now have all of the information you need to develop an estimate of your revenues, as illustrated in
Exhibit 8.

Operating Expenses

The next task is to prepare an estimate of four kinds of operating expenses: cost of sales, direct operating
expenses, overhead costs, and capital related charges.

Exhibit 9 presents a worksheet to use in preparing your expense projections. The numbers can be derived
either from a detailed work-up based on an analysis of each item, or industry norms which can be used to
provide realm-of-magnitude estimates. The latter method is simpler and probably just as accurate for
your purposes at this time. However, you should make sure that the norms you use are for a similar type
of business. For example, don’t use the norms of a seasonal campground for a wilderness camping area.
Items such as wages and marketing can vary widely, depending on the type of operation, so you might be
wise to develop your own estimates of these amounts and use the industry norms as a checklist.

Operating cost norms are generally known by experienced operators and you might be able to get some
help from one of them. As well, there are organizations and companies which produce reports on
operating norms - some of these sources of information were mentioned earlier.

A brief comment on each of the categories of operating expenses is provided below.

Cost of Sales

Estimating cost of sales is necessary if you have goods which are purchased for resale to your customers,
such as food and beverage, or merchandise. If you are operating a campground with only campsites and
no snack bar or store, then you won’t have any cost of sales. If you are operating a snack bar, then your

cost of sales will be the cost of the food you purchase in order to serve meals to your customers.

Direct Operating Expenses

These are usually broken down for the key operating departments in your business. In a campground,
you will probably only have one set of departmental costs - those related to site rental. However, if you
also have a snack bar or a grocery store, then you will have departmental costs associated with these
revenue centres as well. Direct operating expenses include the direct costs associated with providing the
site rental services, such as the labour associated with maintaining the sites and supplies such as wood,
garbage bags, etc. These costs are also called variable costs - they vary with the amount of business you
get. Direct costs are usually calculated as a percentage of the revenue for that particular department.
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EXHIBIT 8
PROJECTION OF REVENUE
YEAR
Mature
Year 1 2 3 4 5

SITE RENTAL REVENUE
Available Site Nights
Projected Occupancy Percentage

Projected Occupied Site Nights

Weighted Average Site Rental
Rate

Total Projected Site Revenue
OTHER REVENUE

Snack Bar Revenue
Spending Per Site Night
Total

Other Revenues
Spending Per Site Night
Total

TOTAL REVENUE
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Overhead Expenses

Overhead expenses, often called fixed expenses, do not vary much with changes in the volume of
business, as do the direct operating expenses. These are the supporting costs of providing service
and, in general, running the business. The types of overhead costs you might incur are described
in Exhibit 9.

Even if you have a very small campground, you are still likely to incur expenses in most of these
categories, even if they are only minimal.

Don’t forget that in preparing your projections, you must give consideration to external factors
such as inflation trends, trends in labour costs, and increases in utility rates.

Operating Profit

The total of all of the above costs represents the sum of the costs of operating the business. The
difference between total revenues and operating costs in a year represents the operating profit or
operating income (or loss) of the business. Other costs, including depreciation and interest costs
on financing, are discussed in Appendix IV, Net Income, Cash Flow and Return on Investment
Analysis. You should reference this Appendix to calculate the projected net income of the
business.

Net Income, Cash Flow, and Return on Investment

Having calculated operating profit, it is now possible for you to determine whether or not the
venture will be feasible. Simply put, you need to decide whether the projected profit from
operations is sufficient to repay any debt and to justify the effort and the risks. This is a
judgement call you and your investors (if you have any) have to make.

Appendix 1V describes the calculations that you have to undertake to determine the net income
and cash flow of the business, and to calculate return on investment.

5.4 Is It Worth It?

The requirements for completing a credible feasibility assessment for your business proposal take
some time and effort. However, it may be the most important step you take in making your
project successful. It is vital that a proper feasibility assessment be done before major
commitments are made to establish the business.

Not all business people make the effort to undertake an assessment of their business plan.
Without an assessment, they proceed to stake their capital and their livelihood on instinct, on gut
feelings, and on the opinions of others who have nothing at stake. With so much at stake, it is
worth a little time, effort, and money.

The techniques of a feasibility assessment are not generally understood and some people believe
that it isn’t possible to predict the future accurately. This is a poor excuse. It is possible to get
some guidance on how to prepare a feasibility assessment (this manual is one source, of course);
and it is possible to get help to carry it out. And while it may not be possible to predict the future
accurately, predicting the future is not really what’s involved here.
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EXHIBIT 9
PROJECTION OF OPERATING EXPENSES

®
YEAR
BASIS FOR CALCULATION 1 2 3 4 5
COST OF SALES:
Snack Bar % of Sales
Retail % of Retail Sales
Total

DIRECT OPERATING
EXPENSES: SITE RENTALS

Wages

Supplies

Total

OVERHEAD EXPENSES:

Management Salaries Worksheet* or % of Total Revenue

Fringe Benefits % of Total Revenue

Site Maintenance Worksheet* or % of Total Revenue

Marketing Worksheet* or % of Total Revenue

Repairs & Maintenance % of Total Revenue

Utilities and Water % of Total Revenue

Admin (office supplies, % of Total Revenue

phone, etc.)

Equipment Leases % of Total Revenue

Insurance % of Total Revenue

Prop. & Business Taxes % of Total Revenue

Bank Charges % of Total Revenue

Professional Services % of Total Revenue

Travel % of Total Revenue

Miscellaneous % of Total Revenue

Total

Total Operating Expenses | | | | | | |

* Worksheet means that you should develop a worksheet to derive exactly what these costs will be for your business.
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What is involved here is risk reduction, moving a business proposal from the pure seat of the
pants, "gut feel" stage, to a different level that is almost certain to prove more accurate than a gut
feel. There is a myriad of pieces of valuable information out there, some easily obtained, others
not, which can help take the unknowns out of a business judgement.

As well, a feasibility assessment allows you to make a series of small, incremental judgements
and specific estimates rather than one huge one; and the sum of a series of small judgements and
estimates has proven again and again to lead to a more accurate prediction of future performance.
In fact, when the estimating is broken down into small pieces, more often than not you will be
able to find sources of information to help you make your estimates with a degree of accuracy.
Finally, the process of preparing a feasibility study will indicate a whole series of ideas,
opportunities, challenges and problems for you to consider. As a result, you will be able to
actually improve your business plan as a result of doing a feasibility study, as well as develop
important insights about what it is going to take to be successful in the future.

The best, and perhaps most important, investment you will make in establishing your business is
the preparation of a feasibility assessment.

Where to Get Help

Help in preparing your feasibility study can be found from a variety of possible sources:

¢ Your accountant;

* Other operators of campgrounds. You may be able to talk a noncompeting operator into
coaching you and helping you with projections. You may have to pay them a fee, but, if
you’re lucky, they might do it for fun of it.

* Someone who’s sold a campground or has retired from the business.

* An official of a financial agency, such as ACOA, the Regional Development Authority, the
Business Development Bank, or the Office of Economic Development.

* Tourism Industry of Nova Scotia Resource Centre. This centre contains a range of
information, training videos, etc. for loan.

* You will probably find other useful resources and manuals on the web.

* A private consultant.

Addresses for many of these sources of help can be found in the Appendices of this manual.

Most of these sources will be free, or low cost.

As mentioned earlier, you may decide that the complexities or scale of your project require you to
retain some professional expertise to prepare your feasibility study. You may not, in fact, have a

lot of choice in the matter, since some lenders and investors will insist on your having a
feasibility study prepared by a professional management consultant.
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5.5 Preparing a Business Plan

Once you have completed the feasibility analysis, you need to prepare a business plan. The
business plan is built on the material you have accumulated to date, and includes a plan of all the
steps and processes you need to go through to get the project up and running and keep it running
successfully in future years. This document should be updated periodically to reflect some of the
changes that occur as your plans unfold and should include both strategic issues and normal
operating processes. While lenders will almost always ask to review a copy of your business plan,
you should not consider it just as a means of obtaining financing. The business plan is critical to
the ongoing operation and success of your business and you should refer to it often.

The plan itself should contain all of the items outlined in Exhibit III-1 (in Appendix III) of this
manual (the suggested table of contents for a presentation for financing), as well as sufficient
additional information to illustrate the steps you will go through to achieve your goal. You will
need to document, for example, a marketing plan that will provide a strategy and process for you
to attract guests to your campground. This plan will identify who will be responsible for each
task; when it is expected to be done; what the anticipated outcome of the effort will be; and what
the effort will cost. Some suggestions for the types of things to include in the marketing plan can
be found in Section 9.

The business plan will include similar action plans for all other key areas of the company’s
operations including organization and staffing, operating policies, internal controls, and
information systems, etc.

There is no definitive table of contents for a business plan but some suggestions are provided in
Exhibit I1I-1. Knowledgeable operators all agree that these plans are essential for strategizing the
direction that you wish to take and detailing the step-by-step actions you have considered to reach
your goals. In general terms, the more you put into the plan and the more you refer to it, the more
likely you are to reach the targets and objectives you have set yourself. Furthermore, the business
plan should always be considered as an evolving document, being changed as external conditions
dictate and your own decisions require. Other aspects of your business plan will be considered
further in Section 8, Operations.
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SECTION 6

Legal, Regulatory and
Tax Matters



Legal and Regulatory Issues
Addendum: Food Safety Regulations
November 2005

Readers of this manual should take note of the following addendum with respect to regulations
governing food safety in Nova Scotia. These regulations apply to almost all businesses that
serve food to the public and impact the type of business for which this development guide is
written. These new regulations may change the information in this section of the report
regarding Food Establishment Permits. You should review the appropriate regulations (obtained
through the following website www.gov.ns.ca/nsaf/foodsafety/ ) and talk to a representative of
the Food Safety Section, Department of Agriculture and Fisheries to obtain detailed and up-to-
date information on the requirements for food safety as they affect your business.

The Health Protection Act, effective November 1, 2005, provides for new food safety regulations
in Nova Scotia and establishes provincial standards for restaurants, grocery stores and other
places where food is served or sold. The Nova Scotia Food Retail and Services Code is an
interpretative guideline that explains how to meet the objectives identified in the Nova Scotia
Food Safety Regulations contain within this act. Eating Establishment (Provincial) Regulations
will also be available. Both can be obtained from
www.gov.ns.ca/nsaf/foodsafety/regulations.shtml

There are a wide range of regulations and guidelines contained within this material that may
affect your business and it is beyond the scope of this manual to describe them. However, one
that should be noted is the requirement for food hygiene training for the managers/supervisors of
food establishments or a designated person in their absence. This includes the owners or
managers of a bed and breakfast. As well, operators of food establishments must ensure that
food handlers have the necessary knowledge and skills to enable them to handle food
hygienically. To assist in meeting this requirement, the Nova Scotia Tourism Human Resource
Council has introduced BASICS.fst ONLINE, an on-line food safety training course for food
handlers. Information on this course can be obtained through the website, www.tourismhrc.com.




SECTION 6

LEGAL, REGULATORY, AND TAX MATTERS

This section addresses legal, regulatory and tax matters concerned with the establishment
of your campground business. There are a multitude of laws and regulations that affect
business and readers should note that the information contained herein is a guide only.

1t is strongly suggested that the reader undertake efforts to verify any information on
which their business plan is based and not rely solely on the information in this manual.
There are areas where you may want to consider retaining the appropriate professional
expertise to assist you.

While the information contained in this manual is believed to be accurate, as of the winter
of 2005, it is not so warranted. The reader should note that federal, provincial and
municipal laws and regulations change frequently and it is recommended that you check
with the appropriate authorities, listed in the Appendix, including representatives of the
Tourism Division, Department of Tourism, Culture and Heritage and your local Business
Service Centre (on-line at www.gov.ns.ca/snmr or at Access Nova Scotia centres around

the province), to obtain up-to-date information on laws that may affect your business.

6.1 Regulations and Licensing

Department of Tourism, Culture and Heritage - Campground Regulations
and Licensing

All campground properties must be inspected and licensed by the Department of Tourism,
Culture and Heritage. It is necessary to consult with the Tourism Division of this
department early on in the planning process for your campground.

Campground licensing falls under the requirements of the Tourist Accommodations Act
and Regulations. As a campground operator, you must make yourself familiar with these
requirements.

Contact the Tourism Division (www.gov.ns.ca/dtc/tourism and follow the links to Inspection and
Licensing) for a Licensing kit which will include the Tourist Accommodations Act &
Regulations (including the regulations for campgrounds). The kit also contains a license
application and other pertinent information you will need in planning your campground. An
application must be submitted to the Quality Assurance Section of the Tourism Division along
with a license fee in order to start the approval process. You will also find a summary of various
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regulations that you will need to be aware under the Inspection and Licensing section of the
department’s website.

Once you have completed a preliminary design for your campground, you must submit it to the
Quality Assurance Section of the Tourism Division for review and comment. They will indicate
whether it meets the licensing requirements and if not, what changes must be made in the plans.

Final plans for your campground must be submitted to the Tourism Division for approval. If you
are planning to have camping cabins, you will also need to submit your plans to the Office of the
Fire Marshal. Approval is required from both the Office of the Fire Marshal and the Department
of Tourism, Culture and Heritage (and potentially other regulatory bodies, as per the discussion
below) before beginning construction.

Once construction has been completed, you must contact the Quality Assurance Section of the
Tourism Division to arrange for a licensing inspection. Following a satisfactory inspection, a
Campground License will be issued. A campground license is required for your campground to
be listed in the Nova Scotia Doers and Dreamers Travel Guide, and on the provincial tourism
website. If you are opening a new campground business, the Quality Assurance Section must be
contacted by July 31st in order for your business to be listed in the following year’s Travel
Guide, subject to completion of the campground.

Your campground will be inspected annually by the Department of Tourism, Culture and
Heritage.

Camping Select

Camping Select is the campground version of the Canada Select Accommodations Rating
Program. Participation in Camping Select is voluntary for campgrounds in Nova Scotia.
Camping Select inspects and rates participating campgrounds in two categories - Facility and
Recreation, and provides a star rating for each category. The star for Facility reflects the
excellence of the overall facility; the star for Recreation reflects the standard of recreational
activities available at the campground.

For more information on participating in Camping Select, and detailed criteria, contact the
Canada Select Nova Scotia office at (902) 424-8929 or log onto www.canadaselect.com for
contact information.

Municipal Regulations and Bylaws

One of the first steps in developing a campground should be to contact your local municipal
office and talk to the building inspector. There may be zoning and municipal bylaws which limit
or restrict the type of business which can be developed in a given area. The land to be developed
must be zoned for uses that include a campground. If not, you will have to apply to the
municipality for rezoning.

A building permit from the municipality is necessary before any construction can begin. There is
a fee for the building permit, levied according to the dollar value of the project.
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Most municipalities in Nova Scotia have some or all of the following regulations that can impact
on the development and/or operation of your campground. You should check with your
municipal government office to see which ones you need to be concerned about:

Land use bylaws, e.g. zoning, parking and open-space requirements;
Subdivision regulations and bylaws;

Building bylaws, including plumbing and electrical codes;

Building permits

Occupancy permits;

Engineering standards for storm and sanitary sewers, water services, and roads;
Municipal property taxes and any applicable charges for pollution control, water supply, and
sewage disposal;

Fire inspections;

Garbage collection;

C Environmental restrictions.

OO OO OO

OO

The building inspector ensures that new or renovated buildings meet several standards, the most
significant of which is the Nova Scotia Building Code Regulations, part of the Building Code Act
and the Fire Prevention Act. Even though you are developing a campground, you are sure to
have a number of structures (e.g. washrooms/shower building, office building) so these
regulations will apply in your situation as well. A permit is always required for new construction
and for major repairs and renovations, and for any structural additions or changes. The building
inspector will require that plans be submitted for commercial or public buildings, and these plans
must be stamped by an architect or professional engineer licensed in Nova Scotia. The applicant
is responsible for submitting copies of the plans to the Fire Marshal’s office (see discussion
below), although this can sometimes be done through the building inspector’s office or your
architect may deal directly with the Fire Marshal’s office on your behalf.

In addition, the building inspector may require approval from the Department of Transportation
and Public Works for the location of any driveways (often a rural issue), and approval from the
Department of the Environment and Labour if your campground requires an on-site well or
sewage disposal system (see discussion below).

Municipalities now require professionals (e.g. architects, engineers and appropriate other
professionals such as a structural or mechanical engineer) to not only stamp the construction
drawings, but also to inspect the construction and to certify compliance with the drawings on
completion of the construction. This will need to be done before an occupancy permit will be
issued. In fact, the municipality will require the owner of the building to provide a letter of
undertaking that they will retain professionals to do these inspections and provide the
certification, when they (the owner) applies for the building permit. The municipality will also
determine from which professionals (e.g. structural, mechanical or electrical engineer, architect,
etc.) inspection and certification is needed. These requirements apply to renovations/additions
and new facilities for most buildings, and for all public buildings.

Nova Scotia Power issues permits and conducts inspections under the authority of the Department
of Environment and Labour for new or renovated electrical systems in all facilities. An electrical
permit is required before any electrical work can be carried out. It is the responsibility of the
contracted electrician to obtain the necessary permits and arrange the inspection.
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Once final inspections are completed, an occupancy permit is issued and the facility is ready to
open.

Architects Act and Engineers Act of Nova Scotia

Plans and specifications for most buildings and developments will require professional services,
as legislated in the Architects Act and the Engineers Act of Nova Scotia. This means that your
design and construction drawings will need to be stamped, i.e. approved, by professionals, as
designated in these acts.

Fire Prevention and Fire Safety

Under the Fire and Prevention Act, no one can alter, construct, renovate, or reconstruct buildings
intended for public occupancy until approval has been obtained from the Office of the Fire
Marshal. An application must be submitted to the Office of the Fire Marshal for approval,
accompanied by building plans and specifications.

It is best to contact the Office of the Fire Marshal (Plans Examiner) during the design process
rather than wait until you have completed the design work; in this way, you can make any
necessary changes before your plans are finalized.

The Fire Marshal’s office will review plans for any buildings you have at the campground and,
where necessary, give fire safety advice. Once the plans are approved, they may not be altered
without consent from the Fire Marshal’s Office. (It should be mentioned here that the Fire
Marshal will not conduct a pre-sale inspection of an existing property.) For renovations/
alterations to existing buildings, approval takes approximately one month; for new facilities and
larger projects, the building plans must be submitted to the Fire Marshal at least two months in
advance of the planned start of construction.

Once construction or renovations are completed, the property must be inspected and final
approval given by the Fire Marshal’s Office before the property is inspected and licensed by the
Department of Tourism, Culture and Heritage. The Office of the Fire Marshal will conduct this
inspection after the local municipality has issued the occupancy permit.

There are some specific fire safety requirements that pertain to campgrounds, particularly
involving the electrical system and various regulations must be complied with, depending upon
whether the electrical system is above or below ground. The electrical contractor is required to
meet the appropriate electrical standards, obtain the necessary electrical permits and arrange for
the inspection by Nova Scotia Power.

The Office of the Fire Marshal will also be concerned with any cooking systems proposed for the
campground (e.g., in a canteen or restaurant). Standards will be enforced regarding such things
as the range hood and any fire protection equipment over the cooking surfaces. If propane (LP)
gas is being used for cooking, a Propane Gas permit is required. Generally propane gas permits
are obtained by the contractor installing the propane equipment. The contractor must be a
licensed propane installer in order to install your propane equipment.

As well, campground operators are required to ensure that there is no debris on the grounds of the
campground including refuse, dead forest material such as limbs or fallen trees, or other
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flammable materials, in order to prevent fire hazards. If you have camping cabins in your
campground, there will be fire safety requirements for these as well.

Department of Environment and Labour

As of October 2000, the Departments of Environment, Labour and a number of other regulatory
agencies were combined to become the Nova Scotia Department of Environment and Labour with
a mandate that encompasses a wide range of issues around the safety of people and property, a
healthy environment, employment rights and consumer interests. The Department has a number
of divisions dealing with different areas of interest. Check out their website
(www.gov.ns.ca/enla) for an up-to-date list of these divisions and the regulations they handle.
Key ones of relevance to a campground operation are discussed below.

Water and Sewage Systems

The design of water and sewage systems must be approved by the Department of Environment
and Labour (Environmental and Natural Areas Management Division) and the Department must
be consulted during the planning stages of any campground. Inspections and approvals may also
be required as these systems are installed.

Water

All water provided to guests from taps, faucets, fountains, or other sources is required to be
potable and suitable for human consumption. Approval will be required from the Department of
Environment and Labour to construct and operate a water system supplying water to the public.

If the campground is located in an area where there is a central municipal water system, only the
appropriate municipal regulations apply and the operator does not need to contact the Department
of Environment and Labour for approval.

Note that there are also regulations in place governing the testing and monitoring of public
drinking water on a regular basis. Check with the Department of Environment and Labour for
regulations that apply to your campground.

Sewage System

For campgrounds, the water and sewage system is particularly important due to the facility
requirements for dump stations, shower and washroom facilities, and general water usage.

For properties that are not connected to a municipal sewage system, it will be necessary to obtain
an approval to install an on-site sewage disposal system from the Department of Environment and
Labour before constructing the campground.

In areas where central municipal sewage disposal systems exist, only the appropriate municipal
regulations apply and the operator does not need to contact the Department of Environment and
Labour for approval.

Page 47 A Guide to Starting and Operating a Campground Business in Nova Scotia



Swimming Pool

If a swimming pool is to be constructed, there are a range of regulations that apply, both for
construction and operation. It is strongly recommended that you hire a professional with expertise
in swimming pools to address all these requirements. Contact the Department of Environment
and Labour for regulatory information.

Other Water-Related Activities

An operator wishing to modify existing water bodies (e.g. redirect a stream), or construct a new
water body (e.g. construct a pond), should contact the Department of Environment and Labour, as
approval for such activity may be needed.

Other Regulations under the Department of Environment and Labour

The Department of Environment and Labour is also responsible for occupational health and
safety, public safety, labour standards, as well as the Office of the Fire Marshal. The Department
also administers acts and regulations pertaining to elevators and amusement devices. Specific
regulations that would pertain to a campground business include:

C Occupational Health and Safety Act that requires employers to adhere to operational and
employee safety standards. A brief overview of this Act and the implications for business
operations is provided below.

C Labour standards with respect to minimum wage, employee/employer rights, etc. A Fact Sheet
providing general information on the Labour Standards Code is published on the Internet at
www.gov.ns.ca/enla/labstand/Istcode/ or you can contact the Labour Standards Division of the
Department for more information.

C The Pay Equity Act is administered through the Labour Services Division of the Department of
Environment and Labour. Pay equity means equal pay for work of equal value and is a
concept that bases wages on the value of work performed, regardless of whether a man or
woman is doing the job.

C Indoor Air Quality Regulations;

C First Aid Regulations. There is a Guide to First Aid Regulations available at
www.gov.ns.ca/enla/ohs/FirstAidGuide.pdf

C Workplace Hazardous Materials Information [ WHMIS] Regulations. A guide to these
regulations is available through the Environment and Labour website, Publications section,
under Public Safety and Occupational Health and Safety. Note that the Nova Scotia Tourism
Human Resource Council offers customized WHMIS training programs for the tourism sector.
Check their website at www.tourismhrc.com for details.

* The Steam Boiler and Pressure Vessels Act may apply to the facility depending upon the type
and size of any steam boilers or pressure vessels utilized.
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The Nova Scotia Occupational Health and Safety Act

The current Occupational Health and Safety Act became law in 1997, with some significant
implications for businesses in Nova Scotia. The Act is comprised of some key elements as
described below. It is administered by the Occupational Health and Safety Division, Department
of Environment and Labour - information, including a "How to Guide" can be found at
www.gov.ns.ca/enla/ohs/

The Internal Responsibility System concept is the foundation of the Act and, simply stated,
places the responsibility of workplace safety on all workplace parties. Workplace parties are
defined as anyone connected with a particular workplace, including Employers, Contractors,
Constructors, Employees, the Self-Employed, as well as Owners, Suppliers, Architects,
Engineers, and Occupational Health and Safety Consultants. The Act states in some detail what
the responsibilities (i.e. duties and precautions) of all workplace parties are.

The Act also provides employees with three basic rights. These are:

C The Right to Know - each employee is entitled to information on issues that affect the health
and safety of the employee or that of another person in the workplace;

C The Right to Refuse - employees have the right to refuse unsafe or unhealthy work;

C The Right to Participate - employees can participate on health and safety committees or be an
Occupational Health and Safety Representative, report unsafe conditions, and voice their
concerns or opinions on any issue that affects their health and safety, or that of the workplace.

The Act states that a business employing five or more people on a regular basis is required to

prepare a written Occupational Health and Safety Policy indicating that the employer is

committed to occupational health and safety, and that the employer will co-operate with

employees in striving to meet the goal of a safer and healthier workplace.

A business employing twenty or more people on a regular basis is required to establish and
maintain a written Occupational Health and Safety Program including provisions for:

* The training and supervision of employees;
* The preparation of written work procedures relative to health and safety;

* The establishment of a Joint Occupational Health and Safety Committee or selection of a
Health and Safety Representative, where one is required;

* The establishment of a hazard identification program and an accident/incident investigation
system,

e The maintenance of records and statistics;

* The monitoring of the implementation and effectiveness of the program.
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It is recommended that you obtain a copy of the Occupational Health and Safety Act and
any other regulations that may pertain to you.

Department of Agriculture and Fisheries

Eating Establishments

The Department of Agriculture and Fisheries (NSAF) manages the regulations pertaining to all
eating establishments, including canteens and eating facilities. If the campground includes an
eating establishment, the Regulations Respecting Eating Establishments must be followed. These
regulations detail requirements for eating establishment design and layout, equipment, food
preparation, maintenance, and sanitary facilities. No person can operate an eating establishment
without a Food Establishment Permit.

Before commencing construction of a new eating establishment, or before major renovations are
made to an existing eating establishment, an application and plans must be submitted to the
Department of Agriculture and Fisheries. Once the application has been received, an inspector
from the Food Safety Section will carry out an on-site inspection - this must be done before the
permit can be issued. Contact the Department (www.gov.ns.ca/nsaf/ ) to apply for a Food
Establishment Permit. After approval is granted, an operating permit will be issued. This permit
must be renewed annually - the Department will send out a renewal notice.

Note that you may also require a Municipal Vendors license; as well some municipalities require
that food handlers take Food Handler Certification, also available through the Department of
Agriculture and Fisheries. Check with your municipality re local requirements.

Department of Transportation and Public Works
The Department of Transportation and Public Works has a number of regulations that relate to
signage for tourism-related businesses, including both off-premise signage and on-premise

signage.

Off-Premise Signage

Business Logo Program

The Business Logo Program is in effect for controlled access highways only. This program is
designed specifically for those businesses offering food, accommodation (which is defined to
include campgrounds), fuel and farmer’s market services, and allows for the placement of the
businesses’ logo on a panel, which is shared by up to 6 businesses. The sign panels displaying the
logos are placed before exits and at exits along the 100 series highways. Each eligible business is
permitted one logo per approach, and must pay an annual fee, plus additional costs for fabrication
and installation of the signs.

Under the Business Logo Program, once the approved logo signs are in place for a business,
operators will be prohibited from installing any additional signs advertising their product on or
near controlled access highways. Regulations under the provincial Public Highways Act prohibit
the placement of any unauthorized advertising signage within 1000 metres of centre-line of the
public highway. Under these current regulations, all existing advertising signage that does not
conform to these regulations will have to be removed by mid-2006.
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For further information on this program, or to apply, contact the Department of Transportation &
Public Works or visit their website:_http://www.gov.ns.ca/tran/highwayops/logosign.asp.

Service Symbol Signage

This program includes motorist service symbols (brown and white or green and white) for
services that are essential to motorists such as gas stations, accommodations (including
campgrounds), and restaurants. Service Symbol Signs are for 100 series highways only and
businesses must be located near a 100 series highway to be eligible. These Service Symbols are
placed at the bottom of the green Exit signs, and again at the end of the ramp off the highway,
and there is no charge to operators. Businesses are responsible for signage after the end of the
ramp.

Other Policies for Off-Premise Business Signage on Provincial Roads

There are no provincial policies in place as of winter 2005 regarding the placement of advertising
signage within the right-of-ways of secondary roads. Business operators are advised to contact
their local municipality regarding policies for advertising signage along public roadways.
Business operators should adopt a neighbour-friendly approach and seek permission of abutting
landowners before placing any signs, as well as taking measures to avoid blocking existing
traffic signage or impede sight-distances. Business operators are also discouraged from placing
any advertising signage on utility poles as it presents safety issues for service and maintenance
personnel.

On-Premise Signage

Tourism operators wishing to place signs on their own premises should contact their local
municipality for guidelines and regulations. As with other types of signs, operators should adopt a
neighbour-friendly approach and consult with abutting landowners before placing of any signs.

For businesses located adjacent to provincial roads, there are regulations that apply to on-premise
signage. Signs can only advertise business that is conducted on the premises; any new signs have
to go either within 10 m of the main entrance point to the property (e.g. parking lot) or not further
than 100 m from the main entrance to the building. Signs must be set back a minimum of 10
metres from the right of way for controlled access highways. Signs can be no larger than 28
square metres in area if there is only one business; if there is more than one business operating in
the premises, the signs can be up to 51 square metres in size.

As with all regulations, those respecting on and off premise signage may change from time to
time. You should check with the Department of Transportation and Public Works for up-to-date

regulations affecting your business and the type of highway on which you are located.

Driveways and Entrances

The Department of Transportation and Public Works also has to approve the driveway/entrance to
your accommodation property if you are on a provincial highway. This involves consideration
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“of sight lines and speed limits. Contact your regional office of Transportation and Public Works
for information.

Accessibility

Design and construction requirements to make campgrounds accessible and usable by people who
are disabled are included within the Nova Scotia Building Code Regulations.

The regulations stipulate that buildings constructed for public use on campgrounds (as well as
existing buildings that are being renovated or modified for public use) must comply with barrier-
free requirements. The regulations set out specific, barrier-free design criteria for areas such as
washrooms, entrances and parking. Contact your municipal building inspector for the specific
requirements.

Navigable Waters Protection Act

If you plan to construct anything in navigable water (e.g. a wharf, boat ramp), you must obtain
approval from Transport Canada’s Navigable Waters Protection Division. The Navigable Waters
Protection Act is a federal statute designed to protect the public right of navigation in navigable
waters. For further information contact the Regional Superintendent of Navigable Waters
Protection, Canadian Coast Guard.

Note that approvals for wharves and ramps may also be required from the Nova Scotia
Department of Natural Resources and, in freshwater, the Department of Environment and Labour.

Competition Act

Under the Competition Act, it is a criminal offence to engage in certain kinds of deceptive
marketing practices, including inflating regular price, and conducting misleading or false
advertising. The act applies to all businesses in Canada and is enforced by the Competition
Bureau of Industry Canada.

Other Regulations that You Should Be Aware Of

If you plan to rent pleasure boats to visitors to your campground, there are regulations under
Transport Canada that you need to be aware of. These regulations govern the provision of proof
of competency by pleasure boat operators. As a rental operator, you have responsibility for
ensuring that individuals renting any type of powered pleasure craft are competent to do so.
Details on these regulations can be found in the Guide to Establishing an Adventure Tourism
Business manual in this series, or through Transport Canada ( www.tc.gc.ca)

6.2 Personal Information Protection and Electronic Documents Act

In January 2004, the federal government implemented the Personal Information Protection and
Electronic Documents Act (PIPED). This piece of legislation is applicable to all organizations,
including all private sector businesses and outlines the responsibilities of an organization relating
to personal information collected and stored through the course of normal business activities.
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The primary purpose of the Act is to ensure that the privacy of individual consumers is respected
in that any personal information, including that relating to age, name, income, social status and
credit records; is used for legitimate commercial purposes only and is stored or maintained in a
secure fashion.

Following is a basic overview of PIPED

- Ifyour business wants to collect, use or disclose personal information about people, you
need their consent, except in a few specific and limited circumstances.

- You can use or disclose people’s personal information only for the purpose for which
they gave consent.

- Even with consent, you have to limit collection, use and disclosure to purposes that a
reasonable person would consider appropriate under the circumstances.

- Individuals have the right to see the personal information that your business holds about
them, and to correct any inaccuracies.

- There’s oversight, through the Privacy Commissioner of Canada, to ensure that the law is
respected, and redress if people’s rights are violated.

It is recommended that organizations develop in-house policies and procedures relating to the
retention of personal information. Many businesses have now taken steps to include their privacy
policy in their company literature and have it prominently displayed on company brochures,
websites, etc.

The Office of the Privacy Commissioner has an online guide to PIPED and a number of fact
sheets for businesses available through their website, which can be viewed at
www.privcom.gc.ca; or by contacting the Office of the Privacy Commissioner of Canada at 1-
800-282-1376.

6.3 Insurance

All campground operators should carry insurance, regardless of the size of their operation.
In general, the main types of insurance you should be aware of are:

C Property or Fire Protection Insurance is the most basic form of insurance and protects
your property and buildings in case of fire. This type of insurance is usually required by your
lender in order to secure a mortgage for your property.

C General Liability Insurance is insurance to cover claims made against your business for
bodily injury or property damage arising from your operations. This insurance is commonly
known as third-person liability insurance, and is usually the main type of insurance carried by
campground operators. Liability insurance will protect you from any accidents which may
occur on your property including an accident in a swimming pool or playground.

C Equipment Coverage is insurance to protect the equipment of your business, including
maintenance equipment, restaurant equipment if you operate a restaurant or canteen, etc.
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C Stock Coverage is protection for goods for resale (i.e. food) you hold in inventory in your
business. This may be important if you intend to operate a convenience store as part of your
campground.

C Business Protection Insurance is loss-of-income protection. Such insurance protects your
business from a loss of business revenue if, for example, your property had to close for a few
months as a result of a fire.

C Crime Coverage is a type of insurance which protects your business from losses resulting
from employee infidelity or theft.

C Robbery and Holdup Protection will cover you in the event of a robbery. This type of
insurance can be particularly important if your business has a significant amount of cash on
hand at any time.

As a campground operator, the specific types of insurance you should hold will vary according to
a variety of factors, including the size of your business. Similarly, the insurance premiums you
pay each year will depend upon the level of coverage you need.

In most cases, you should purchase broad-form or all-risk insurance which will provide you and
your business with a number of different coverages, rather than purchase standard or basic
insurance, which will only provide you with fire protection insurance and, in some cases, some
limited liability insurance.

Talk to an insurance agent who has experience in providing insurance for the campground sector
about the types of insurance you should carry. In addition, membership organizations such as
the Campground Association of Nova Scotia (COANS) or the Tourism Industry Association of
Nova Scotia (TTANS) may be able to provide access to more economical insurance rates than
those which you could obtain on your own.

6.4 Taxes

Harmonized Sales Tax

The harmonized sales tax (HST) is a 15% value-added tax which replaced the former retail sales
tax and GST in Nova Scotia. All campground operators are required to register for and collect
the HST on campground fees if their total revenues are in excess of $30,000 in a 12 month
period. If you operate a small campground which earns annual sales revenues less than $30,000,
you are not required to charge HST. However, you may wish to voluntarily register for and
collect the HST. The advantage of doing this is that you can claim a credit (called an input tax
credit) to recover the HST you paid for expenses and purchases used for the business.

If you register for the HST, you must charge HST on all campground fees and submit your HST
remittance to the Canada Revenue Agency. The HST is applied to the total bill. If your
campground has a bar, canteen or other eating establishment, HST is also charged on meals and
beverages if you are registered to collect the HST.

When you register for the HST, you are given a reporting schedule to follow for your HST
returns, depending on the volume of your business. When you complete your return, you deduct

Page 54 A Guide to Starting and Operating a Campground Business in Nova Scotia



all your input tax credits from the HST you charged on your room sales. You are required to
remit the difference if the HST you collect is more than your credits; if your credits exceed your
payables, you claim an HST refund.

Contact the Canada Revenue Agency either in person, via phone (1-800-959-5525), by mail or
through the on-line business registry at http://bsa.cbsc.org/gol/bsa/site.nsf/en/index.html and
follow the appropriate links for an HST Registration Form and a copy of the Guide for Providers
of Accommodation and Meeting Facilities.

HST Rebates for Non-resident Visitors

The HST may be rebated to non-resident (i.e., non-Canadian) visitors who stay overnight (on a
short-term basis or less than one month) at your campground. Rebates are only permitted for the
camping fee portion of the bill (including hookup fees) - the HST on other services such as
canteen items, firewood, etc. is not rebated. As well, the HST is not rebated for non-resident
visitors who stay at your establishment on a seasonal basis.

Campground operators are encouraged to have the necessary rebate forms for customers
available. Operators should also be aware that nonresident visitors may obtain an HST rebate for
any goods, including souvenirs, that they purchase and remove from the country. This may apply
to you if you operate a gift or souvenir shop in your facility.

Employment Taxes

As an employer, you are responsible for deducting income tax, Canada Pension Plan (CPP)
contributions, and Employment Insurance (EI) premiums from the wages and salaries you pay
your employees. You are also responsible for remitting these amounts on a monthly basis to the
Receiver General for Canada, along with your share of CPP contributions and EI premiums that
you pay throughout the year on your employees’ behalf. You are also required to report these
amounts on an annual information return and prepare annual T4 information slips for your
employees.

The Canada Revenue Agency is responsible for ensuring these requirements are met. The
department handles enforcement and some collection activities related to payroll deductions,
prepares the Payroll Deduction Tables used by employers for calculating deductions, and
determines employee insurable earnings for Employment Insurance and pensionable employment
for the Canada Pension Plan.

Contact your local Canada Revenue Agency office for more information and a New
Employer Kit.
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Nova Scotia Workers’ Compensation

Under the Nova Scotia Workers’ Compensation Act, various industries are mandated to pay for
compensation coverage to protect employees from income loss and medical expenses resulting
from job-related injuries. Under the Act, you are required to pay a premium based on the dollar
value of wages you pay your employees, unless you employ less than three employees. (If you
employ three employees or less, you are exempt from this regulation.)

Contact the Nova Scotia Workers’ Compensation Board (www.wcb.ns.ca )for additional
information regarding the specific premiums applicable to you and a copy of the
registration form.

Corporate Income Tax

Corporations

If your business is federally or provincially incorporated, you must file a corporate income tax
return. This requirement also applies to incorporated not-for-profit organizations.

Be sure to file your corporate income tax return within six months of the end of the taxation year.
The taxation year of a corporation coincides with its fiscal year. The services of an accountant
are recommended in completing your income tax return as financial statements are required to be
attached to the T-2 Corporate Return. You can obtain a copy of the T2 Corporation Income Tax
Guide and schedules from the Canada Revenue Agency (CRA).

Corporations are required to pay monthly installments to cover Corporation Income Tax in the 2™
year of operation and all following years if their federal taxes exceed $1,000.

Sole Proprietorships and Partnerships

The income from a sole proprietorship or partnership is accounted for on the personal income tax
of the individual proprietor or partner. Your taxable income is essentially your business income
minus any eligible business deductions. A separate Partnership return is required if there are
more than five partners in the partnership.

For additional information or Income Tax forms, check the Business Section of CRA’s
website (www.cra-arc.gc.ca ) or contact them by phone at 1-800-595-5525.

Business Occupancy Tax

Occupancy tax is an annual municipal tax that is administered and collected your local
municipality. The tax is charged on nearly all commercial buildings in Nova Scotia, and is
applied at a fixed percentage based on the assessed value of a building, taking into consideration
the commercial value of the building and the assessment rate which applies to a particular type of
business. The provincial Assessment Division (Service Nova Scotia and Municipal Relations) is
responsible for determining the assessment value of your property for occupancy tax purposes.

There are plans to introduce legislation in the Spring of 2005 to eliminate the Business
Occupancy Tax in Nova Scotia.
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Contact your local municipal tax office or the Assessment Division of Service Nova Scotia
and Municipal Relations with enquiries regarding occupancy tax.

6.5 Registration of Companies

Provincial Business Registration

All business owners are required to register the name of their business, although the manner of
doing this varies depending on the type of business structure established. Appendix II provides
comments on different types of business structures and the advantages and disadvantages of each.
The Nova Scotia Business Registry is now available on-line at www.gov.ns.ca/snnmr/nsbr/

Partnerships and Sole Proprietorships

The Partnership and Business Names Registration Act, administered by the Nova Scotia Registry
of Joint Stock Companies, requires the registration of sole proprietorships and partnerships in the
province.

If a partnership has two or more partners, the partnership must appoint a recognized agent who is
a resident of Nova Scotia. One of the partners may be the agent.

An annual registration fee is charged. The registration year runs from April 1 to the following
March 31. In addition, there is a charge for conducting a NUANS (Newly Updated Automated
Name Search) to verify that your business name is not already being used by another business in
Atlantic Canada. A NUANS search may be ordered through the Registry of Joint Stock
Companies, Access Nova Scotia, or a private research house.

The registered name of the partnership or sole proprietorship will be protected and no identical or
similar name will be permitted in Nova Scotia.

For further information, contact the Registry of Joint Stock Companies at
WWW.gov.ns.ca/snsmr/rjsc/

Corporations

Corporations are required to be registered in Nova Scotia under the Corporations Registration
Act. If you wish to establish a Nova Scotia corporation, the first step is to request a NUANS of
your corporate name to verify that it is not already being used in Atlantic Canada. A fee is
required for each NUANS request. Incorporated companies are required to include the corporate
designation Limited or Incorporated as the last word in the business name.

Once your business name and incorporation has been approved, you are required to pay an annual
fee to register the business in Nova Scotia. The registered name of your corporation will be
protected and no identical or similar name will be permitted in Nova Scotia. Every incorporated
business must appoint a recognized agent who is the person that receives official correspondence.
This Agent does not have to be a lawyer but he/she must reside in Nova Scotia.
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All business registrations can be completed on-line through the Nova Scotia Business Registry
(www.gov.ns.ca/snsmr/nsbr/ ), via phone (1-800-225-8227) or in person at any Access Nova
Scotia location.

Federal Business Registration

Partnerships and Sole Proprietorships

There is no registration for partnerships or sole proprietorships at the federal level. Businesses
wishing to operate in more than one province must be provincially registered in each province in
which they wish to conduct business.

Corporations

If you are considering incorporation, you have the option of being incorporated at the Federal
level under the Canada Business Corporations Act (CBCA). This replaces the need for provincial
incorporation.

Federal incorporation is often chosen for the heightened name protection it provides and may be
particularly useful to you if you plan to carry on business in more than one province. Location
flexibility is another advantage of federal incorporation. For example, the CBCA does not set
restrictions regarding the province where your head office is located. However, you may still be
required to register with provinces where extra-provincial operations will be carried out.

As with provincial corporate registration, you are required to have a name search conducted
(NUANS) and pay an annual corporate registration fee. Your business must be registered to do
business in Nova Scotia, even if it is a federal corporation.

Contact the Corporations Canada (www.corporationscanada.ic.gc.ca , or the Canada/Nova
Scotia Business Service Centre for incorporation and registration information.

Business Number Registration

The federal government business numbering system, or BN, is a numbering system designed to
simplify the way businesses deal with government. When you start a business and open one or
more Canada Revenue Agency (CRA) business accounts (e.g. corporate income tax account,
payroll deductions account, or harmonized sales tax /goods and services tax (HST/GST) account),
you will automatically be assigned a unique Business Number which identifies you and the
various accounts you have. This streamlined system allots you one number only with which to
deal with the federal government, replacing the multiple numbers that businesses required in the
past. You can register on line at www.cra-rc-gc-ca/business .

Businesses that register for the BN will obtain one-stop business services from the Canada
Revenue Agency, including new business registration, adding new accounts, updating account
information, and account enquiries.

In most cases, new corporations will automatically receive a BN from CRA within 45 days of
incorporating at the federal or provincial level. Contact CRA if you need to have a Business
Number issued to you before this time.
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Contact the Canada Revenue Agency for a copy of the registration application form and
guide or register on line. You may also register by phone, in person, by mail, or by fax. (If
you are a corporation, your company must be registered and you must also provide a copy
of your Certificate of Incorporation to be registered for a Business Number.)
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SECTION 7
DESIGN

Once the target markets have been identified, concept elaborated and its feasibility assessed, you
can begin to looking at the overall design of the facility. Don’t forget that the Tourism Division,
Department of Tourism, Culture and Heritage must approve your project, under the Tourist
Accommodations Act and Regulations, before you proceed with construction.

7.1 Hiring Designers

You should consider hiring some professional design help, particularly if your proposed
campground is a large one, catering to several different markets, and particularly if it includes a
swimming pool. The small increase in costs will be more than amply repaid with having a more
workable and appealing property. Be sure you hire designers with expertise and experience in
designing campgrounds (and pools, if appropriate).

Whom do you hire and how do you hire them?

You should hire a landscape architect to assess your site and develop a recommended layout
which takes advantage of the appeals of your site and considers the best and most economical
placement of the facilities and services you want to provide. For the swimming pool, make sure
you hire someone with the necessary experience and knowledge since there are a range of
regulatory issues to be addressed when putting in swimming pools.

Selection of Designers

We suggest that you not necessarily hire the first landscape architect to whom you talk. Ask
around the campground industry as to who are the credible, experienced landscape architects. If
there are none or only one or two available locally, consider others further away who have
expertise in designing campgrounds.

Contact several landscape architects and ask them for information on their company and their
experience with campground design, with examples of their work. Meet with those you think
might qualify; see if the chemistry works for you, and discuss your design program and capital
budget. Obtain client references and check them. Ask their clients whether their campgrounds
work well and if they were completed on budget. (Beware of designers looking to fulfil their
creative aspirations at your expense. You want one who is creative but not at the expense of
higher costs.) You should also ask for an estimate of fees.
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7.2 Design Guidelines and Suggestions*

In designing your campground, you should obtain details on the Camping Select rating criteria.
These will provide you with some guidelines as to the minimum standards with respect to things
like sites, hook ups and amenities, sewage and waste disposal, interior roads, restrooms and
laundry facilities and other on-site services such as a store as well as recreational facilities. These
guidelines and criteria will help you design your site to reach the Camping Select star grade you
are targetting.

Site Capacity/Sizes

While federal and provincial park planning standards call for a development standard of between
four and eight sites per acre (gross), this is often difficult to achieve in a private campground
because of the economics of operating a campground. Regulations under the Nova Scotia
Tourism Accommodations Act & Regulations require a minimum of 111.5 square metres (1,200
sq. ft.) for tenting sites, and a minimum of 223 square metres (2400 sq. ft.) for sites for other than
tenting (e.g. recreational vehicles). These sizes are for the sites alone - when other land
requirements are added, such as for roads, buildings, playgrounds and a buffer zone between
sites, the total requirement per site will be significantly higher

For example, for tenting sites, when other land requirements have been added, the total could
reach some 400 square metres (4,000 sq.ft.). This latter figure could be used for total land
estimating purposes.

Site Layout and Design

Because of differing lifestyles, mixing overnight and seasonal campsites in the same area of your
campground should be avoided. Transient campers tend to settle down for the night early as they
have travelled to the campground that day or plan to travel the next day. Seasonal campers have
no such plans and generally socialize later into the evening. Planning this separation is not
difficult, only a matter of placing the "seasonals" in one area and reserving another area for
overnight campers.

The seasonal campers should be favoured with larger sites as they spend considerable time on the
property and frequently wish to construct decks and storage buildings. Policies regarding use of
the site must be clearly stated in any agreement between the owner and camper.

You should also consider separating the recreational vehicle transient campers from the tenting
transient campers. RV campers will require services and amenities which will be easier to
provide if all of these sites are located in one area. They will be looking for serviced, pull-
through, flat sites and wider roads, as well as different services and amenities as described a bit
later.

*  Material in this section was adapted from Planning Canadian Campgrounds, published

by the Canadian Government Office of Tourism, 1980
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Tenting campers tend to have interests and requirements that are somewhat different from both
RV campers and seasonal campers so their sites should form a grouping apart from the others.
These sites differ from the others in the following ways:

¢ No services to the sites;

*  Common user water tap within 46 m (150 ft.);

* Minimal clearance of trees from the site as setting up tents under/among vegetation is
preferred;

*  The set-up location should be raised and well-drained;

* A wooden "pad" is sometimes provided on which to set-up the tent;

*  The sites must be within 30 metres (100 ft.) of the washroom building or privy.

A similar distinction should be made between those facilities for day-use visitors and those for
overnight campers. This can be accomplished without difficulty by designing a spatial separation
of the day-use facilities and the camping area. This requires separate roads to each, with facilities
common to both groups in between. The entry gate, or control point, should be located to serve
both day-users and campers, should provide overnight accommodation for the owner or manager,
and should be an activity centre or revenue generator in order to make maximum use of the
personnel located there.

Treatment of Vegetation

The development of a campground should take into account the plants, trees, and other natural
materials that constitute the vegetation cover of the property. Practice thinning and cutting
policies to clear only the necessary land for the intended purposes. Leave the remainder to
provide shade and privacy for visitors. It is important to destroy and remove only the vegetation
which is essential. It is needlessly expensive to remove all vegetation to lay services, construct
roads and sites, then re-seed the entire area and plant trees and shrubs to provide privacy and
improve appearance. An appreciation for the land will result in a property that becomes more
attractive with time.

Exposure

Not all sites are suitable for campgrounds. For example, an open field with a north exposure
could subject campers to cool north winds and less warmth during the shoulder months of the
camping season, i.e. late May and early October. A better solution for this orientation would be
to locate the campsites in the shelter of trees with sun traps created by selective thinning and
group together buildings to provide shelter for the swimming pool and/or playground.

It must be realized that exposure generates both cooling breezes and uncomfortable winds and
denies shade from summer sun. Therefore, if possible, the camper should be able to choose
between an exposed or wooded site. To destroy woodland to construct camping sites is
environmentally unfriendly and it is a mistake to presume that all campers prefer to camp together
in an open field.
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7.3 Facilities and Services

Campground Services and Amenities

Many campers today are travelling with recreational vehicles that are equipped for two-way
hook-ups (i.e. water and electricity), or three-way hook-ups (i.e. water, electricity, and sewer).
These services are very costly to install in a campground but are a vital service for the guest.
Their installation will have a significant influence on the layout of the sites. The most efficient
(least costly) layout of the services is a straight line but this eliminates the interesting variation in
sites achieved if the road follows natural features. This latter approach produces a variety of site
sizes, shapes, and views which are more appealing to the camper.

Today’s recreational vehicles, of ever increasing size and with more and more accessories, have
significant power demands. To service this market today, you should provide 30 amp power
service at a minimum and some sites with 50 amp service. You will also want to consider other
amenities such as cable and Internet hook-ups for this market segment.

While the principle source of campground revenue is the overnight fee, it is important to
recognize additional revenue generators that also fulfill the needs of campers. Amenities such a
grocery store, snack bar, pedal boats, bicycle rentals, and mini-golf can produce significant
revenue while providing a convenience or activity for campers.

It should be noted that today's campers are no longer content to set-up their tent or recreational
vehicle and sit for the entire vacation period. Because of the increasing emphasis on physical
activities, campgrounds must respond to campers' wishes to participate rather than be a spectator.
This requires hiking/walking/bicycle trails, fields and equipment for volleyball, basketball,
baseball/football/T-ball, or, at the very least, a playground.

Just as the heyday of the tenting tourist has passed, so has the acceptability of the pit toilet or
privy. Nowadays, this primitive facility is generally found only in wilderness campgrounds,
those with unserviced sites and very limited guest amenities. The privy, like the unserviced site, is
no longer appropriate in any other type of campground. The Camping Select criteria provide
guidelines on restroom and shower facilities as well. Providing on-site laundry facilities is an
important amenity today as well.

Providing an on-site dumping station for recreational vehicles is also considered almost essential
today if you are planning on catering to the RV market.

Roads and Parking

Generally speaking, single-width roads (10 ft.) are preferable to double-width (20 ft.) within a
campground, because of the orderly traffic flow and residential scale of the development, i.e.,
slow-paced and safe for pedestrians. Nevertheless, a double-width road (2-way traffic) allows
dead-end campsite planning, which has its own merits. Ditches and under-road culverts are
essential to control runoff, thereby preserving road surfaces from washouts.

Backing a motor vehicle and/or recreational vehicle into a campsite is most conveniently
accomplished when the angle between road and campsite parking area is 45 degrees, especially if
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the former is single-width. Pull-through sites However, providing a variety of parking
configurations is encouraged to give an individual character to sites.

Surface materials should be granular (for drainage), hard-packed (for soft ride), and dust free.
Crowning is desirable, if possible, to aid water runoft.

The set-up area of each site should be slightly raised above its surroundings and have a surface
that promotes good drainage. Grass is the most attractive surface material and should be helped
to spread everywhere but in the vehicle parking area of each site. However, clearly-defined edges
between grass and gravel are more attractive than soft edges of grass and gravel encroaching on
each other's space.

Other Facilities

The following facilities should be considered important features for the campers' enjoyment of a
campground:

* Cooking shelter;

e Recreation building;

* Roofed shelter for group gatherings;

*  Garbage/litter separation receptacles for recycling;

* Babysitting service - on-site, or nearby;

* Recreation director, to organize programs and events.

In deciding which of the above-listed facilities should be included when establishing your
campground, or which should be added at the earliest opportunity, the underlying factor should
be the recognition that the more on-site facilities and activities that are available to campers, the
better are the chances of attracting guests to the campground and keeping them longer, thereby
generating more revenue.

7.4 Development Planning Process

Exhibit 10 illustrates a process you should follow in planning the development of your
campground. This exhibit references a number of regulations and licensing requirements which
were described in detail in Section 6 of this manual.
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EXHIBIT 10

STEPS TO RENOVATING, ADDING, OR BUILDING A NEW
CAMPGROUND

STEP 1
Consult with the Department of Tourism, Culture and Heritage
Discuss your business concept with the Tourism Division and obtain a licensing kit

STEP 2
Review Business Concept/Idea with Municipality
Discuss your business concept/idea with the municipal building inspector. The
municipality will have various bylaws regarding:
& zoning and land use bylaws
& municipal building requirements e.g. plumbing, electrical codes

STEP 3

Prepare preliminary site and building plans and specifications
Consult with the following government bodies in the planning of your facility:
Department of Tourism, Culture and Heritage
Dept. of Environment & Labour (for water and septic requirements,
eating establishments, swimming pools)
Dept. of Transportation and Public Works
Municipality
Office of the Fire Marshal, Dept of Environment & Labour
& Nova Scotia Power (electrical permit)

R R

STEP 4
Obtain Approval for Construction of Facility
Copies of your building plans and specifications must be submitted to each of the following:
1. Municipality (to obtain Building Permit)
2. Department of Environment & Labour (to obtain on-site septic
system/water permit, swimming pool approvals)
3. Department of Agriculture & Fisheries (to obtain Food
Establishment permit)
4. Office of the Fire Marshal, Dept of Environment & Labour
5. Tourism Division, Department of Tourism, Culture & Heritage
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EXHIBIT 10 continued

STEPS TO RENOVATING, ADDING, OR BUILDING A NEW
CAMPGROUND

STEP 5
Obtain Occupancy Permit
Once construction is complete, your municipal building inspector will inspect
the property, and if approved, grant an Occupancy Permit

STEP 6
Fire Marshal Inspection and Approval
Once the Occupancy Permit is Issued, the Fire Marshal will inspect your property

STEP 7
Department of Tourism, Culture and Heritage Inspection and Licensing
Once approval is issued by the Fire Marshal, arrange with the Tourism Division to
inspect your property.
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SECTION 8

OPERATIONS

This section presents a variety of suggestions for the planning for operations.

8.1 Season of Operation

The typical season of operation for private campgrounds in Nova Scotia is approximately five
months, from mid-May until mid-October. July and August are the peak months.

8.2 Staffing and Training

Selecting Staff

The staff you place in positions that deal directly with guests need to have the following
qualifications:

*  An outgoing, friendly personality;

*  Good manners and interpersonal skills;
e An enthusiastic attitude;

* A good work ethic, and

* A commitment to guest service.

in addition to the specific skills they require for their positions.
Hiring Tips

The following is a list of hiring tips which can be applied to staffing during business start-up or to
hiring seasonal or replacement staff:

* Develop job descriptions that will meet the needs of your operation. You should base your
job descriptions on the occupational standards for the appropriate occupations.

e Advertise for staff in local media; check out the Nova Scotia Tourism Human Resource
Council on-line job board (www.novascotiatourismtalent.com ); contact the nearest Human
Resources Centre of Canada; contact placement offices of public or private training
institutions offering programs in tourism or hospitality; post notices on local community
bulletin boards.

* Screen applications and develop a short list of qualified candidates for interviewing.
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* Interview applicants; it is recommended that the same list of questions be asked all
applicants and that consistent criteria be used in your evaluation. This will help you to make
sound hiring decisions.

*  Select final candidates for positions required. Ask for and always check references. The
middle of the season is no time to discover a staff member’s poor performance had been
experienced by an earlier employer.

»  Make the job offer. At this time, clarify roles and responsibilities, training opportunities for
staff, performance expectations, remuneration and benefits, terms of employment for the
season, etc.

emerit Standards and Certification

Nova Scotia’s Tourism Human Resource Council is a partner with the Canadian Tourism Human
Resource Council in the development of National Occupational Standards and manages the
process for Nova Scotia. Standards and Certification are being developed for occupations in all
sectors of the tourism industry, and standards currently exist for 49 occupations. Certification is
available for 25 of these occupations.

Standards are statements outlining the attitude, knowledge and skills required of an individual in
order to be considered competent in an occupation. Standards clarify expectations and can be
used to design consistent training, education and professional development programs. The
Standards development process involves the sharing of expertise from industry professionals who
perform the job, as well as their supervisors who are recruited to develop the content of the
Standards.

Certification is the recognition of an individual’s competency in his or her occupation. National
Certification is a three-step process involving a written examination, performance review and
industry evaluation. It is voluntary, candidate driven and designed to be completed on the job.
Professionals who achieve National Certification will be recognized across the country for
meeting industry requirements in their selected occupation. The candidate must be employed in
the occupation and must have achieved a minimum number of hours of work experience (the
number of hours varies depending on the occupation), prior to completing Certification.

Flexible learning options for the industry now allow new entrants to gain a solid foundation while
experienced and knowledgeable candidates can challenge the option that best suits their needs.
What each candidate learns is credited towards future learning - creating recognition of prior
learning and allowing candidates to move towards the pinnacle - emerit National Certification - at
their own pace.

Learners can select the best option for them:

» Standards/Workbook study

*  Online Learning

*  Study selected modules to enhance performance of specific skills
*  Challenge full certification

The development of Standards and the implementation of Certification is having various positive
impacts on the tourism industry, as follows:
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* Enhancing the image of tourism occupations;

*  Enhancing human resource management skills in the tourism industry;
* Providing practical, realistic training programs for tourism occupations;
» Raising the overall level of professionalism in the industry.

More details on Standards and Certification, and a listing of the occupations for which standards
have been developed can be found at www.emerit.ca and in Appendix VI. Additional
information on human resource tools and certification can be obtained from the Nova Scotia
Tourism Human Resource Council.

Available Standards relevant for a campground business include Campground Operator and
Tourism Small Business Operator.

Training

In any guest-oriented operation there are two sides to service: procedural, requiring technical
skills and personal, requiring human relations skills. Research on the tourism industry in Nova
Scotia has shown that hospitality management and staff place a high value on training in areas
related to interpersonal skills, guest service, and communications.

It is important to recognize the benefits of training so that staff will be able to meet your
standards of service. The specific benefits of staff training are:

* Increased skills and knowledge;

» Increased success in performing job functions;

» Improved attitude, self esteem, and morale;

»  Better service, higher productivity, and lower turnover;
* Increased guest satisfaction.

Staff training can take the form of on-the-job training or job shadowing or formal training on or
off-site. Usually training for seasonal operations combines the two. Experienced staff will
benefit from spring training, and a good orientation program is a priority for all staff at the
beginning of the season.

You, as an owner-operator, and your staff, will need to perform the following functions which
are integral to the operation and management of your campground:

» Site Maintenance - keeping the site clean and tidy, cutting grass, etc. as well as start-up and
shut-down at the beginning and end of the season;

* Building Maintenance - washrooms, laundry, snack bar, etc.

*  Marketing;

* Financial Management including budgeting, payroll, accounts payable and receivable, sales
tax remissions, etc.

*  Human Resource Management - hiring and training staff, developing staff schedules;

»  Office Operations - reservations, guest arrivals and departures, handling payment, etc.
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Guest Service Programs

Guest service involves anticipating guest needs, providing for their needs and/or requests, and
dealing with challenging situations. Success in guest relations depends very much on all staff
being service oriented.

Guest service programs (one or two day) have been shown to be beneficial to staff; and holding a
pre-season seminar on guest service will help motivate staff as they prepare for the busy season.
SuperHost Atlantic - Expect Excellence! is a frontline program offered throughout the province.

SuperHost Atlantic - Expect Excellence! is an internationally recognized Quality Customer
Service Training Program that focuses on communication and customer service. This seven hour
interactive workshop examines attitudes to service and interactions with customers. The program
is suitable for any business that deals with customers and is an inspiration for commitment to
service excellence. Information on SuperHost can be accessed through the Nova Scotia Tourism
Human Resource Council (www.tourismhre.com ). The NSTHRC also offers a number of other
customer service training programs including Service 1* - Making the Connection!, Team
Excellence, Stress Management, Workplace Etiquette, Sales Powered by Service and Managing
Service Excellence, as well as a host of other programs.

You could develop and deliver your own training sessions or hire an outside consultant or
training organization to do it for you. Training resource materials can be found through the
Regional Tourism Association or the Nova Scotia Tourism Human Resource Council.

A guest service program for frontline staff should include:

¢ Human relations/communications skills;
*  QGuest expectations;

*  Tourism awareness;

e Product knowledge;

e Local knowledge;

*  @Giving directions/map routing;

* Handling difficult situations.

8.3 Environmentally Sustainable Operations

Increasing emphasis is being placed on the operation of tourism businesses in Nova Scotia in an
environmentally sustainable manner. The manager and staff of your accommodation business
should be aware of the principles of sustainable tourism, and you should operate your business in
a manner that is consistent with these principles. The Tourism Industry Association of Nova
Scotia has a Self-Audit Workbook for tourism businesses. You may also want to consider
courses at the Gros Morne Institute for Sustainable Tourism (GMIST) in Newfoundland and
Labrador. GMIST is offering a range of programs for tourism operators addressing different
issues around sustainable practices.
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8.4 Pricing

The pricing of your campground sites should take into consideration the competitive situation but
the core of the pricing method should be based on a cost analysis. The objective should be a
price schedule which meets all of the following criteria:

»  Provides perceived good value to consumers;

* Is competitive;

» Is sufficient to recover all costs and make a contribution to profit;
* Provides for a program of appropriate discounts and commissions.

There are several methods of setting the price for your product, the main ones are:

* Intuitive: The "gut" feel approach. This method is often practised by small- and medium-
sized businesses but there are no advantages to it. How do you know if you have set your
prices too low or too high?

*  Competitive: Based on what your competitors are charging. This approach gives no
consideration to the operating and financial realities of your business. Do you know if your
competitors are making money? A hybrid is the follow the leader method, where everyone
else in the market sets their prices to compete with the most successful property in the
market.

e Trial and Error: Prices are intentionally varied over time to see what revenues they generate.
The price/volume combination that produces the highest profit is eventually identified.
However, there are many factors other than price that affect volume and they will reduce the
reliability of this approach.

»  Target Pricing:: This is a cost-based pricing method. Your projections of expenses and
demand are used to set a rate that will generate the revenue and return on investment you are
targeting.

* Discount Pricing: This is a partial pricing method; a process designed to help you make the
short-term pricing decisions that may sometimes be necessary to attract business in slower
periods.

In the campground business, the most common method of pricing is the competitive approach, i.e.
set prices based on what the competition is charging. However, this is not the best way since
your cost structure and product could be quite different from those of the competition. In fact,
this approach has prevented many campground operators from being profitable.

The best way is to use the target pricing method as your primary method and then use a
combination of the competitive method and the discount method to adjust prices for different
market segments and different time periods.

Exhibit 11 presents a worksheet to assist you in pricing your campground. It is based on the cost
based, target pricing approach, and employs what is known in the industry as the Hubbart
Formula.
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EXHIBIT 11
THE HUBBART FORMULA

FOR PRICING
Desired pre-tax profit (or desired net profit plus projected business income taxes)
PLUS
Interest per year on all debt
Depreciation (or principal payments on long-term debt)
Overhead expenses for the year (municipal taxes, insurance, administration and general

expenses, energy costs, property operation and maintenance, etc.)

Marketing costs

MINUS

Projected contribution to overhead from other revenue sources (snack bar, store,
telephone, etc.)

EQUALS

Required Revenue from Campsites (contribution to overhead and pre-tax profit)
ALL DIVIDED BY

Projected number of occupied site nights

EQUALS

Average required net revenue per occupied site night ($)
(Net of discounts for spring/fall business)

Source: Adapted from Tourism is your Business: Marketing Management,

Published by Canadian Hotel & Restaurant, MacLean Hunter Limited in
cooperation with Tourism Canada and the Canadian Government
Publishing Centre, Supply and Services Canada, 1986
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Whatever pricing method you follow, keep in mind the following rules:

*  Make sure you know the costs of supplying each of your products and services;

*  Make sure you know the impact of price and cost changes on your sales and profits;
* Follow your competitors only if you stand to increase your profits;

*  Never discount your prices below your variable costs

C Check your pricing decisions against your guest’s reactions, not just against your own
judgement;

* Never price gouge your guests.

You should review your pricing periodically against the prices charged by your competition as
well as your operating results and budget and make decisions about any changes to your prices.

Applying the Hubbart formula gives you the average daily net revenue required from each site.
This will be the same as your average daily net site rental rate. If you also have seasonal rentals,
you will have to split your target revenues and costs, allocate a portion to transient rentals and a
portion to seasonal rentals and repeat the process twice.

This analysis will give you your average daily site rate but does not speak to the rates for
different types of sites. You will probably charge more for fully-serviced sites, than you will for
tenting sites. You will, therefore, need to convert the net average daily rate into a series of retail
rates for each of the foregoing.

8.5 Budgeting and Review’

Budgeting your operating and capital expenditures will be an important activity each year. It will
permit you to control your business in advance, allowing you to move your business in desired
directions rather than being forced into a defensive posture where you can only react to pressures
on the business as you go along.

There are a couple of reliable methods you can use, as follows:

Zero-Based Budgeting

Zero-based budgeting is also known as bottom-up budgeting because one builds the budget from
scratch, identifying and justifying each cost item on its merits. Each of the elements of the
operation is addressed, reassessed, examined, and justified separately. Funds are then assigned to
each activity on the basis of its respective contribution to revenue and profit. In this way, a
cost-benefit analysis is built into the budgeting process.

> This material was adapted from the Nova Scotia HUB and SPOKE Tourism Marketing
Seminar Manual, prepared for the Nova Scotia Tourism RITC by The Economic
Planning Group and Hospitality Marketing, 1989/90
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Percentage of Sales Budgeting

A method long used to establish many elements of budgets is the percentage of sales method.
Many hospitality firms allocate percentages of gross sales for various items, based on historical
data and/or industry norms.

The advantage of this system is obvious. Budgeting, with this method, is a relatively easy
undertaking that doesn't require a lot of work. On the down side, however, are more than enough
problems to place the percentage concept into some disrepute.

Industry averages can be misleading. Different companies do their accounting in different ways,
and all businesses are different to varying degrees. And who is to say whether the average
performance of other businesses is a good yardstick to measure your own business?

Which to Use?

You may end up using a mixture of these approaches. Whatever the case, you should do a budget
on an annual basis, at least, and since you are most likely to be a seasonal business, you should do
a budget for your operating season and another for the rest of the year.

You must review the budget against your actual revenues and expenses on a regular basis, take
corrective action where appropriate to bring things back on track, and, where the budget itself
requires revision, make amendments to keep your budget realistic.

Many financial management and business text books can provide you with details on preparing
and monitoring your budget and provide worksheets to assist you.

8.6 Reservations

If all your business were drive-up guests, you probably wouldn’t need a reservations system.
However, many campgrounds receive at least some advance reservations, since many consumers
prefer to have a reservation rather than take their chances on finding a site. You will, therefore,
need some type of a basic reservation system.

With today’s computer technology, there are a wide variety of software systems available for
reservations. Talk to other campground operators to get some advice on the best options to use.

8.7 Business Systems

You will need a basic accounting system. Manual systems like that offered by McBee are very
affordable; or you may find it easier to contract your bookkeeping and accounting to a local
accountant or bookkeeping service. Affordable computer software is now available for all normal
accounting and payroll functions. An accountant can advise you on these things.

Areas of internal control you might need to address include the following:
C Cash register/cash control;

C  Credit and credit card verification;
C Theft/embezzlement controls (cash, supplies, small wares, etc.);
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C Stores inventory control system (purchasing, receiving, storing and issuing).

You will need to examine the systems available and choose the ones most appropriate for the size
and nature of your business.

You should also develop some regular management reports, covering the following types of
things:

* Daily and monthly sales, with comparison to the same period in the previous year;
*  Similar information on the number of sites occupied and your average site rental rate;
*  Similar information on payroll.

8.8 Banking

Talk to several different banks before you establish your banking arrangements to find one that is
supportive of your efforts. Some managers take a helpful approach to small business people,
while others treat them like impending bankrupts. Pick one who understands your business
concept and is supportive.

You can greatly facilitate your banking relationship by meeting with the manager once a year to
keep him or her informed about your business and your plans for the future. A good time to visit
is when you have your new annual financial statement ready. Walk them through the results and
explain what has changed and why. While they may not necessarily care about the specifics of
what you’re saying, it is very important that they see that you are on top of the business,
committed to its future, etc. It’s the psychology that’s important, not just the substance. Bankers
likes to feel that you are taking care of their investment for them.

If cash flow problems arise from time to time, as they may, meet with the bank to keep them
informed about what’s happening and what you’re doing about it. Nothing makes a banker more
nervous than a silent client whose bank account is constantly at its credit limit. On the other
hand, if the bank manager believes you are making an effort to keep him or her informed, the
bank will be much more cooperative in helping you through difficult periods.
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SECTION 9
THE MARKETING PLAN®

9.1 Introduction

Y our marketing plan is a guide for directing your marketing efforts and a tool for monitoring the
progress you are achieving. It is generally written annually. Traditionally, the marketing plan is
prepared in conjunction with your overall financial planning and budgeting.

When you are starting up your business, the marketing plan is a crucial element in your overall
planning process - without marketing, you will have no customers. Frequently, in small
businesses, marketing tends to get overlooked or to be given a lower priority when there are
other, apparently more vital demands for available start-up funds. However, marketing must be
given a high priority; and developing a good marketing plan is an essential first step.

We are going to discuss the basics of how to develop your marketing plan and introduces some of
the key marketing methods and tools. It also suggests how to use these techniques.

Y our marketing plan should contain several elements, as described

Business Assessment

An assessment of your situation - the current status of the market, the competitive environment, trends -
including all of the things discussed earlier in sections on preparing a strategic plan and feasibility
assessment.

Marketing Objectives

With the assessment completed, develop a clear statement of objectives - sales volume (number of sites
sold, etc.), total revenues, and profit for which you are striving.

The material in this section has been adapted from several sources, all of which were
originally prepared by The Economic Planning Group. These sources include:

e Nova Scotia HUB and SPOKE Tourism Marketing Seminar Manual, prepared for
the Nova Scotia Tourism RITC, 1989/90

o Tourism is Your Business: Marketing Management, Published by Canadian Hotel
& Restaurant, MacLean Hunter Limited in co-operation with Tourism Canada
and the Canadian Government Publishing Centre, 1986

*  Packaging for and Selling in the United States Leisure Market, Published by
Tourism Canada, 1985
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Marketing Strategy

This is your overall approach to achieving your marketing objectives. It should include a
Positioning Statement - what is the service/product, who is it for, and how is it different?

It should also include a definition of your target markets - each of the market segments you wish
to attract. And you must also decide how you are going to attract them.

As described earlier, your major market as a campground operator will be visitors to your
community and the province, travelling either individually or in groups. It is quite likely that
clients will not decide to stay at your campground until they are in the province or even in your
community. Most campgrounds do not, in and of themselves, attract visitors to the province.

How you pursue potential customers will depend on the marketing budget you have available, but
basic techniques will include having a website, getting a listing in the provincial travel guide
(Do’ers and Dreamers), in a local guide and participating in the marketing activities of your
regional/community destination marketing organization (DMO).

The Nova Scotia resident market is also an important market for campgrounds, particularly for
seasonal campgrounds. If you are targetting the seasonal market, you will need a different
marketing strategy.

9.2 Key Marketing Activities

Website and Internet-based Marketing

The Internet has triggered a complete revolution in how companies market themselves, and this is
particularly the case with tourism companies. Even the smallest enterprise can reach out to the
world via the Internet. While marketing expertise and budgets still make a big difference in
marketing effectiveness, these are no longer the absolute determinants of how broadly and far a
company can reach in promoting itself. Even a simple website can be accessed worldwide. The
playing field has been considerably levelled for companies large and small.

The big differences today are not in having an Internet presence; rather they are in a) your ability
to attract prospects to your website and b) the quality of the website itself in terms of ease of
navigating within it and its effectiveness in generating sales.

Internet marketing refers to all forms of marketing associated with the Internet, including
websites, website links, database marketing, relationship marketing, web-based advertising and
web-based tour operators. We will introduce you to each of them in this section.

Website

The use of a website along with Internet-based e-marketing have exploded onto the scene and
today have become a fundamental and central component of most tourism businesses marketing.
In fact, many businesses are using their other marketing to drive prospects to their website and
some are relying exclusively on their website to market their business.

Page 77 A Guide to Starting and Operating a Campground Business in Nova Scotia



Early websites were simply electronic brochures people could view on the Internet. Today, many
websites are much more sophisticated and provide a number of helpful functions for the user, all
of them designed to make it easier and more compelling to buy the products on offer. In the text
to follow we summarize the basics involved, and also describe the more sophisticated functions
possible today.

URL

This is the address of your website. (URL stands for ‘Uniform Resource Locator’, which is not
particularly helpful to know.) But having an easy-to-remember URL, or ‘domain name’, is
important. Here are a couple of other important points:

*  Your website needs to be a ‘real’ website, not part of a ‘referred’ site, such as those offered
by Sympatico and other Internet ‘portals’, in which your web pages are embodied within their
website. Search engines will no longer recognize your content if it is part of a referred site.
(Problems with spam have forced the search engines to impose this limitation on referred
sites).

e Use the name of your business in your URL to ensure it will be picked up by the search
engine when someone is searching for your website by business name.

*  We recommend you use several different URLs having likely names for your product, all
connected to your website, again to optimize access.

It is important to realize that you need to have your own Internet address makes your web pages
into a ‘website’ accessible directly via the Internet through search engines. Just having web
pages on someone else’s site does not accomplish this. People won’t find your content without
going to the hosting portal website first, which is not what you want.

We are not suggesting you not list on a portal website, not at all, we are simply suggesting that
you also need you own separate website, and that any listing on a portal also include a direct
hyperlink to your website.

Website Design

The basic website is much like a traditional brochure but with more information available through
the use of user-selected topics from a sidebar menu on each page. Lure information is displayed
in text and pictures, while more detailed information is accessed via the menu bar. Common
topics include who we are, our history, our products and services and how to contact us.

We strongly suggest you also include lure information on your destination area; its attractions and
appeals, things to do and see. You first have to sell the destination, then your particular product.

More sophisticated websites offer more customized information based on different user-defined
variables, along with such things as a trip planning function, online booking capability and so on.
Here are the kinds of features that are becoming increasingly common with tourism websites:

*  Downloadable brochure in PDF format

*  Customized presentation of information by user-defined factors - their interests, where they
live, their language, demographic profile (age, income), the intended season of travel, their
previous trip/purchase.
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»  Different pages for different target audiences, such as tenters, RV campers and seasonal
campers. Separate URLs can also be used to facilitate people in these market segments being
led directly to the portion of the site of particular interest to them.

»  User opt-in registration for more information - newsletters, contests, offers, promotions

e Trip planning functions, with suggested itineraries and packages, and also do-it-yourself
itineraries and packages. A print-ready mini guide of your itinerary/package can be
downloaded and/or printed out. In some cases the user can also register and use an ID to
revisit and revise his/her earlier itinerary.

* A booking/buying engine to enable website visitors to book directly online

*  Inbound email capability for site visitors to use to send a query to the company

»  Features to improve the ease of navigation within the website, including, in addition to a
basic sidebar menu, things like:

*  ‘first page approach’ (no scrolling down required),

» different entry points to the site based on the user-defined factors, such as their country of
residence, language, etc.,

e site map

» search function

* A built-in content management module to facilitate updating information on the website. It
avoids the time and cost involved with having the site designer make all the changes to the
site, which should not be necessary.

*  Statistical monitoring of website visits and pages viewed

On this last point, an important consideration is getting your website designer to provide your
website with a complete analytical system, permitting you to directly download statistical data
from the host server.

We strongly recommend you avoid letting the website designer talk you into having a ‘splash
page’ at the front of the website. A splash page is a first page that provides pictures, video and
often a soundtrack that you have to click through to enter the website itself. While this may be an
aesthetically pleasing introduction to your business, it creates a barrier to search engine
maximization and it also is irritating to business people accessing the site, as well as other people
wishing to get to the information they want.

A couple of interesting websites that incorporate a number of these features include:

. www.gorp.com (outstanding adventures by destination and by type of experience; a very
successful website)

. WWW.novascotia.com

. www.explorenovascotia.com

. www.travelalberta.com (easy to navigate, good search engine maximization)

. www.colorado.com (good trip planning, customized by travel group composition,

interest, region)

Here are some good Nova Scotia accommodation websites - two hotels, an inn, a resort and a
B&B:

. www.princegeorgehotel.com

. www.lordnelsonhotel.com

. www.halliburton.ns.ca

. www.capebretonresorts.com/inverary.asp
. www.havenside.com
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And here are some sites for other types of businesses in Nova Scotia:

. www.pier21.ca

. www.upperclementspark.com
. http://museum.gov.ns.ca/mma
. www.coastaladventures.com

. www.scottwalking.com

Driving People to the Website

As mentioned, one of the big challenges today is attracting the right visitors to the website. This
is accomplished through a number of techniques:

. The use of traditional marketing techniques to attract attention and direct people to visit
the website. All your marketing materials should include reference to the website.

. An easy to remember URL.

. Search engine optimization, through the use of search engine registration, content tags,
meta tags, targeted key words and instruction codes to search engines to search all words
and all pages. (We suggest you get some help from knowledgeable Internet professionals
in this regard.)

. Inbound links (see discussion of this later below)

Attracting People Back to the Website

This involves cookie-based user ID or getting site visitors to register and establish a user log-in
for a “remember me on this site” function. Next time they visit they are automatically taken to
their previously stored information, such as their customized itinerary.

This is not a feature that a small independent tourism operator will likely use, however, it can be a
very effective for larger chain operations, tour operators and destination marketing organizations.

Links

It is useful to develop a link strategy for both inbound (links from other websites) and outbound
links (links to other websites). Inbound links should be maximized to the extent possible.
Outbound links should be designed to open in a separate window so that the user is returned to
the original site once they close out of the linked site.

Partnerships are a key part of tourism market development. Similarly, website links are a critical
element of website development. They are merely on-line partnerships that share web visitors
between like-minded operators and those offering complementary products and services. As
such, a detailed link strategy should be developed and maintained to ensure as many visitors as
possible find links to your website.
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This often requires a simple request to partner sites through email. Ideally, a graphic should
accompany the email in the event the host website would like to add an image or icon of the
province highlighting the link. In addition, the website should have a section in the site
encouraging links with a download-able image that can be added to other sites. This additional
promotion can be achieved at virtually zero cost; it simply requires time and attention on an
ongoing basis to increase the exposure in a wide variety of market segments.

If you are listed in the Nova Scotia Doers and Dreamers Guide, you are automatically listed on
the provincial tourism website (Www.novascotia.com ) with a link to your web site. You are
required to provide a reciprocal link to back to www.novascotia.com from a primary page on
your web site.

To check how well your site is positioned within the Internet, go to Google (www.google.ca) and
in the space where you enter the search instructions, type in ‘link(single space)(:)(your domain
name). Here’s an illustration - ‘link :www.bobsmotel.com’. This will illustrate all the links to
your website. If you have more than 40, you are doing OK;; if not, your site needs more search
engine optimization.

Database Marketing Linked to the Web

If your organization is a major chain, you should invite your website visitors to register with you
in order to capture their contact information and continue with the relationship that has been
started. There should be dominant areas within the website to ‘opt in” or leave their email
information at a minimum, and ideally additional information that would give a profile of the web
visitor for future correspondence. This will provide you with a database for future marketing
initiatives.

Today privacy laws require you to obtain permission from an individual to solicit business from
them through direct marketing; this is referred to as ‘Permission-based Marketing’. People that
opt-in to receiving more information by registering on the website can be communicated with in
future through email broadcasts of special offers, contests, newsletters and the like. (For more
information on this issue, see Section 6 on regulations.)

Relationship Marketing

Some websites take this concept to a higher level, by encouraging people to also register their
interests and other information about themselves. This additional information can be entered into
a database and the individual subsequently solicited with highly customized communications.
This is termed ‘Relationship Marketing’ today. With this additional information and
contemporary database technologies, direct marketing has become a much more powerful
marketing technique than it has been formerly. Conversion rates have skyrocketed from the 2%
to 3% level traditionally, to 20% and higher on some programs.

Media Advertising

Advertising in traditional media is generally the most expensive element of your marketing plan.
As a campground operator, you should carefully consider whether this type of advertising will be
effective, and whether the returns will be worth the money invested. Effective advertising
requires a clear understanding of the target group, your product strengths, and the available media
options within your budget. Advertising can create awareness of your business and encourage
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consumers to try your product. And if you have a decent website, in your advertising, direct
people to it for more information.

If you are going to invest anything more than a small amount of money in advertising, then you
should seriously consider obtaining professional assistance from an advertising agency. The
agency can help you design your ads, identify the best media to use, buy the media and generally
manage your advertising program.

If your advertising program is too small to make using an advertising agency practical, then there
are others who might be able to help, for example:

. Local printer: he or she should have some expertise in ad design and layout;
C A local marketing partner selling a product complementary to yours

C Your local newspaper, radio station, etc.;

C Your local tourist association coordinator;

C A local art or communications instructor/teacher.

The key point is get help from someone who has expertise in marketing and communications
techniques.

Don’t forget to look at advertising as an investment, not a one shot deal. You will not always get
noticeable results from one advertisement so stay away from an expensive medium if you cannot
afford to repeat your advertisement frequently enough to achieve ongoing awareness.

There are various types of media advertising and some will work better than others for your
product. The main categories of media are: print (newspapers, magazines), outdoor (effective
signage) and broadcast (radio and TV). Exhibit 12 summarizes the advantages and disadvantages
of each type of advertising, including media advertising and Internet-based marketing.

Co-op Advertising

Cooperative advertising works on the strength in numbers principle. In general, several
organizations (business, government, associations) with a mutual marketing need will join forces.
For example, a Regional Tourism Association may welcome area operators into sharing the costs
of a co-op brochure or a full page ad for the entire destination. This may be effective for you.

Contra Advertising

Contra advertising or swap advertising has long been a factor within the hospitality sector.
Basically, contra involves trading media coverage for some of your product. This is often done
for contests, where a r