Campground Ownership 
From Development to Solvency
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Executive Summary
97 acres are purchased near a popular lake for the purpose of developing a family campground, operational four months of each year. There is a sizable mortgage which will balloon in five years. The goals are to complete the objectives and be debt free in three seasons. The campground business denotes urgency for solvency. Recreation is a business of little procrastination, decisions and implementations begin ‘yesterday.’
Initially it was thought 150 sites would render a self supporting institution. The plan is thusly: The camp is developed and has gone from the first night of 2 registered guests to over one thousand individuals per week – end during the first season. But even with analysis of timeframe, the mortgage remains glaring. Holding regular meetings of all the stakeholders’ it is decided the land needs to be further developed. Selling some of the property for individual site ownership begins with individuals most regularly attending the camping facility and greatly desiring to become part owners. The formula to sell 20 sites before development at $3500.00 each and 5 additional sites for $2500.00 each site plus an exchange for other services will pay off the mortgage + before the end of the second season. At no time are the objectives for the campground compromised, nor is the mission of developing a family campground with all the amenities. 
Formative evaluations of the progress of the campground goals have become an on-going process through interviews, surveys and observations from all the stakeholders. The major factors are the selling of lots, the development of a lake, the journaling of all events and purchases and regularly scheduling meetings with all stakeholders. Respecting the voice of those who have more knowledge than yourself and more exposure geographically to campground survival techniques has stabilized the project.
The following Human Performance Analysis (HPA) will lead the reader through the steps of constructive applications for developing and financially managing a campground facility and uncover areas of weaknesses which no longer need to be part of the program.  The HPA will serve as a guideline from development to solvency.
Perception Analysis of a Campground
Background:


97 acres are purchased in northern MN with the intention of developing a family campground facility to be operated from May 15 through September 15. The property is almost triangular in shape. The largest and most popular fishing lake in the state can be visited by traveling one of three highways. Two of the three highways leading to the lake touch two sides of the campground property. The property is exactly 2 miles south of the popular lake. The third side of the property is connected to a state owned forest. Entrance to the property can be seen from both highways for quite some distance and an American Flag becomes a visible landmark for 1 and ½ miles from any direction.


The highway acreage is open land, planted in hay. The center of the property is heavily wooded with large elm and oak trees. Several acres backing to the forest are densely populated with tamarack trees, and about 10 acres to the south of the property is heavily wooded with mostly large oak and elm trees. There is a cabin next to the south entrance which became the living quarters for the owners during seasonal operation.


The financial stakeholders are Mr. P. holding the mortgage, two new owners of the land, later the staff grew to include promotional experts Mr A and Mrs V. the campers. No one had previous knowledge of campground ownership experience.


The vision is to develop 150 electrical sites and accommodate an additional 50 non-electrical sites within the central wooded area of the property. The vision includes a ¼ mile airstrip, a pool, a recreational facility, a playground, a recreational pond with an island, full bathing and toilet facilities at each end of the central grounds, a dumping station for large RV’s. Each site has a fire ring, a picnic table and their personal waste can emptied twice a day.

Initial preparation:


The new owners visited several state-wide camping facilities, designed a tri-fold brochure, bought a space in three adjoining state camping conventions with the intention of enticing potential customers to a new facility. 

Initial cost:

	What purchased
	How purchased
	Cost

	97 acres
	40K down  4% 5 yr. balloon
	120K

	Small computer
	
	400

	American flag / Perkins size
	
	500

	Large tractor
	
	1200

	Hay wagon
	Barter with sell of hay
	-0-

	2K  4-color gloss brochures
	Barter with printing co.
	-0-

	30’/50’ cement pool
	
	4K

	20’ tamarack deck for pool
	Barter with local lumber co. 
	-0-

	Solar panels to heat pool
	
	2400

	Construction of deck
	Barter 2 season camp site
	-0- 

	150 Electrical units 
	
	1500

	Septic System
	
	2K

	Bathing and toilet facility
	
	4K

	Menards metal bldg/ OSHA
	
	7K

	Electrical & bath in bldg
	
	4K

	Store interior walls
	Barter lumber co
	-0-

	Commercial washers/dryers
	
	2K

	Huge tank to roll airstrip
	Barter with local airport
	-0-

	Mopeds
	
	700

	Bush Hog
	
	1500

	Small John Deere tractor
	
	900

	Gas/ commercial weed eater
	
	600

	Picnic tables
	Barter with lumber co
	-0-

	Goat farm for entertainment
	Barter with local resident
	-0-

	Supplies for store
	Advise from other camps
	500

	Pond and island
	Barter for rocks/ gravel
	-0-


Unexpected events:


Beginning with the purchase of a fine but older tractor, some twenty-two miles from the camp, required the patience of driving the tractor, 30 mph on a well traveled road back to the campsite. Unexpected was running over a nest of ground bees and the anger caused several stings to the head and arms before the mighty tractor could finally push to 40 mph and exhaust the disturbance. An expensive trip to the hospital and ventilation medications followed for three days delaying progressing towards a May 15 opening.


Second major event with the tractor, a three gang-mower was borrowed from a neighboring farmer. No matter the hours of bouncing around and pulling the huge grass chewing gang-mowing monsters with the bee loving tractor, no real progress was being accomplished by the end of the day. The town-people had decided the campground owners needed help and sent a farmer who was willing to barter his huge equipment and mow the hay for the hay. 


Next course of events involved the ground breaking for a pool. Two unexpected events happened costing time and money and frustration. Just as the last trowel smoothing of the inside of the pool was being finished, the state inspector came racing into the camp with papers in hand stating a new law had gone into effect, and “unless there was a full time life guard on staff, the pool could not exceed 5’ in depth, and there must be a safety fence in place immediately.” An 8’ depth was already in place and design plans needed to be implemented and somehow more cement poured to bring a swimming level of 5’. 


The cement company was once again scheduled and it began raining very hard the day the cement truck arrived. Need I say more, the truck with cement which had to be unloaded, had become seriously stuck in the ground. The cement had to be dumped or the truck could not get out of the hole the driver had now created. Shoots were attached and cement began flowing everywhere. Quick thinking on the part of the owner and logs were rolled into place and the foundation for a new recreation center was created without design.


Remember we are in MN and the pool water needs to be heated as the snows are just melting in May. Solar panels were purchased to heat the pool and a 10 by 30 foot sun, wind, and aesthetically pleasing shelter was built at one end of the pool to house the solar panels on the roof. Unexpected tornado winds grabbed the panels, twisted and carried them quite some distance dislodging and destroying all attachments. One stakeholder listening to the Insurance representative read, “There will be no settlement, this is an act of God” retorted, “well isn’t everything?”


Another reality of pool expenditure is the high cost of chemicals due to sun and urination. Be prepared to spend 1000 to 1500 a month to maintain the correct PH balance.


The last week of August in MN is known as “dog days.” It is a time waters are heavily polluted with algae from the intense MN summer heat. No one should swim in open waters during these days. The campground now has this wonderful 15’ deep, 2 acre recreational pond with an island and a little bridge built to walk to the center. The pond was a barter agreement with a local gravel company who supplies gravel to the MN highway department. The barter agreement with the camp owners was to dig the pond, put in the necessary roads to the camp in exchange for the gravel. 


First unexpected road expense was the high water table in MN keeps absorbing the gravel from the roads and now the camp is paying to maintain the roads. The second expense with the pond goes back to the “dog days.” The owners did not realize such a happening and did not post for everyone to stay out of the pond. The camp was filled with “children breaking out in a rash and itching like crazy from the water.” The owners went to the nearest hospital some 25 miles away and they knew exactly what the problem was and said for the owners to go and buy Adolph’s meat tenderizer, give to everyone a big bottle and have them rub the tenderizer all over the infected areas. 167 bottles were issued to camping guests after making a 100 mile radius trip to every grocery and pharmacy available in hopes of purchase. Results were positive however, the itch and rash was gone, and immediately signs were posted. “NO swimming or playing in the pond during Dog Days.”


I continue with pond stories because of the unexpected costs. This time a Fortune 500 company called from the Twin Cities and wanted to rent 4 days at the campground. The company reserved 100 sites and paid in advance! That in itself should have given the owners a  c l u e  instead of making them happy because of the sensational booking. The camping guests arrived driving very expensive cars, 4 to 6 passengers per car, no one speaking English. Everyone was issued a campsite and registered by license plate and the corporation contacted. The guests quickly set up tents, built fires, found the pond and began washing their clothes in the pond water and drying the clothes on the island earth. One elderly family member sat by the fire all night. Unfortunately the guests did not wish to use the provided bath facilities and the cost of hiring individuals to re-track their toilets in the woods and cover evidence with lime became expensive and unexpected. For some reason everyone left during the night the second night of stay? Still a question.

There is not always honesty among fellow patrons so to speak. RV owners would register, be adamant about not needing additional electricity for air-conditioning and would only pay the base price. Walking the grounds late at night revealed their necessity to upgrade as the RV’s would be plugged into the electrical unit. The unexpected expenditure came into being having electricians rewire each box for a base amperage then sell the owners 150 special hook up chords which in turn were charged to the RV owner should they require greater amperage.


I do want to mention a lack of detailed investigation can be very costly. The septic system to accommodate the bath facility and the RV service center was properly installed and coded and inspected. What was not disclosed until some time later when comparing information for a business building downtown Minneapolis, the septic system at the campground could easily accommodate a five star Hotel!.


However, even the best of facilities have their weak points. During the middle of the night a loud knock on the door revealed there was an emergency in the back toilet. Getting a local plumber out of bed at 3AM to drive 5 miles to a campground to unplug a toilet is expensive. The cause of the problem was recovered, size 46 male shorts! Definitely an unexpected expenditure and plumbing labor costs were most expensive, not to mention the bleach clean up for bacterial elimination purposes.


I do not wish to extend conversations regarding human waste, but a very important unexpected expenditure is the contracting with a local, what is truly known as “Honey Bucket” facilitator. RV owners appreciate having a facilitator connect to their parked unit whenever requested and drain the RV tanks dry. 


MN mosquitoes are an insect not soon forgotten. A 500 gallon tank needed to be purchased to mix mosquito repellant chemicals approved by the state department of environmental services. The tank is then pulled by tractor around all the property and sprayed once a week, every week, during the season.


Mopeds were purchased with the idea of rentals for $5.00 per 30 minutes. Unexpected events and expenditures happened when the new owners did not realize there needed to be a weight limit established. The following notation is not meant to harm anyone, but to inform other new owners of liability circumstances. If one is in excess of 250 pounds they should not be allowed to drive a moped it will most assuredly burst the shocks, misalign the seat and flatten the tires!


A second tornado hit the campground the first year of operation. The only damage was the loss of almost every huge elm tree in the area. The unexpected expenditure came from hiring college students to stay for the week-end, rent log splitters, split and stack and trailer drag the lumber to be stacked and dried in a specific formation.

Activities:


Having many friends who were owners of small two and four passenger single and twin engine planes, and a pre-agreed idea, if the camp came to fruition, there would be a bi-weekly “fly-in” scheduled with a minimum of ten planes each event, a ¼ mile air strip was next on the agenda. The grass air strip was finished and the air shows were very successful. The local airport sold the gasoline, the campground offered free airplane rides, and the campground owners provided a picnic lunch for all fly-in participants. 


Other weekend activities included model air plane clubs and shows, dog shows, remote controlled boat races in the pond, antique car rally, gyrocopter shows. All events were free to the campground and the town people. Community invited activities seem to keep the rapport positive and steady.


The owners asked for one more feature from the farmer mowing the hay, they asked for a hay wagon to give rides to the children and enough hay brought each week to make the 97 acre trip each week-end day enjoyable. The hay rides were a wonderful means of transportation to and from the air strip. However, one day a child fell off and fortunately was not injured, but it did result in someone being hired to ride in the back and supervise any time the trailer was in use. (Unexpected expenditure)


Though not an activity, part of the entertainment for a family was enjoying watching goats. The little goat farm was exciting for the children until somehow the gate was opened and the goats got loose. Goats love shiny things, and almost everyone who had a new shiny car suddenly had an escaped goat on their hood scratching away! Needless to say the goats were returned to the generous farmer, but the cost of repainting many cars was not digested lightly.

Summary:

The information above is probably enough to get an initial perception analysis. There obviously needed to be a more thorough analysis before the purchase of the land to discover environmental conditions. But there was not. At this point it seems the “unexpected” is where the deficits are occurring. 


The good news is the local state park is sending all their overflow patrons to the campground, and local cabin owners are sending their over-flow guests to the camping facility as well. The air show seems to be the calling card for the towns’ people as well as the campers.  In between the owners encourage all ethical, local, organizations to use the facility for their promotions like the VFW bingo.


The past three years have been successful with what is termed “Fall Foliage”. The Foliage brings over 200 guests transporting antique cars inside huge RV’s. The guests make a trip in their antique car around the Mille Lacs Lake 92 miles of shoreline. There are close to one hundred antique cars and the campground is definitely appropriate for their needs. “Word of mouth” promotions have been the key to growth. 


With each guest, the names and addresses are put into a computerized file with birthdays and an acknowledgment of thanks and remembering a birth date is sent at the appropriate time.


The perceived costs of the performance issues at this state seem to be directed at the unexpected. Because of the diagnosed Pershing business opportunity, a more complete analysis will need to be conducted to determine other weak areas perhaps in management, perhaps in stakeholder decision making. Camping guests’ interviews, written surveys, reviews of expenditures need further investigation. The purpose of the campground facility is to serve people and improve productivity without incurring unnecessary additional cost. A solution cannot be devised until the performance problems have been thoroughly analyzed.
Performance Analysis of a Campground


The process for gathering information to determine campground performance includes face to face interviews, observations and survey questionnaires. Each statement, whether verbal or written, is approved and in strategic alignment with the owners and investor’s mission, vision and plan. Appendix B provides an abbreviated outline of the results of the communication processes. Appendix B1 provides questions tactically designed to uncover performance issues.

WHAT IS HAPPENING:


Organizational Systems   WHAT IS HAPPENING


There is limited knowledge of the campground business from the owners or the major investor. According to the owners it is easy to focus on situations of the “now” because of some perceived urgency, and forget why the business is desired in the first place. A result of lack of consultation or research places a heavy burden of making decisions which might otherwise be accepted as normal situations. To date there has not been any consideration as to entertaining a collaborative partnership. 


Minimum staff in the campground business sometimes leads to accepting the services of employees not at all skilled in the operation they are expected to perform. Vendors approach an inexperienced buyer when sometimes the vendor should never have even entered the campsite and store products are contracted for which will never be sold or used. 


The new owners are allowing the economy to change the business strategies, when hypothetical alternatives might have been suggested from veteran ownership. An example would be when the rising prices of gasoline should have deterred driving distances to camp, incentives for making the trip could offset the decline in attendance. Membership in national campground organizations was thought as a means to increase occupancy. It has since been learned “word of mouth” from organization members such as SAM’s International brings the same occupancy, if a parallel or greater discount is offered. 


Not all decisions are driven by the vision for the campground. Brochure information pertaining to the facility does not emphasize the importance of the developments taking place. The mission statement, ‘A safe and exciting adventure for the family where each member of the family has the opportunity to participate or not participate in provided activities’ seems a bit obscure. When less than positive unexpected events occur, the vision becomes secondary to solving an immediate crisis. Community awareness is not happening and more times than not, incorrect information is filtered to the community as to campground needs.


Vital information such as successful promotions or water being released from tractor tires is not gathered nor recorded on a regular basis. Therefore alternate solutions are soon forgotten should similar instances take place or time management is required. 


Management Systems     WHAT IS HAPPENING


Since inception, there has not been any formal performance appraisal for the value of each achievement. There are no criteria for liquid cash flow. Again, budgeting seems to be driven by the unexpected catastrophic events which were never considered in an “what if” circumstance. Without budgeting for the unknown, there is no evidence of where the real profit areas begin. A major predicament of not focusing on results is a lack of value determination. 


Another critical observation is managers are not delegating responsibilities. An example is when ten acres need to be attended, and there was not adequate staff to accept the responsibility, management decided to forge ahead and mow using precious time needed elsewhere. Priorities as to “which project needs me more right now” are being determined by reactions and not responses. Surveys are non existent when a camping guest either arrives or leaves. Therefore determining a change in mission statement, or necessary problem solving could very well be inaccurate as the guests do not have the opportunity to express their likes, dislikes or suggestions in written form.


Physical and Technical Systems     WHAT IS HAPPENING


Campground equipment is frequently loaned to camping guests, or to neighboring farmers. There is no journal to accurately remember to whom the equipment is loaned, when the equipment was loaned, why the equipment was loaned and most importantly when will the equipment be returned and in what condition. Because of the lack of detailed information regarding equipment, maintenance issues have become relatively important. There cannot be scheduled maintenance, only “repair it” maintenance. Ergonomics is never considered.


Human and Social Systems     WHAT IS HAPPENING


There was found no evidence of incentives or rewards of any sort. Prizes are given with each entertainment activity, but no “drawing card” of value for a return stay, ‘rain or shine’ so to speak. With lack of ease for redeployment, and guests’ feedback not being rewarded, transitions of any sort are putting a strain on the owners and the managers. There is little team effort and in most cases limited knowledge of how or why a situation is handled in the manner it is handled. And of course there is no record of error rate which goes hand in hand with no records of high productivity. 

NOTE: There is major observation evidence of excitement and joy within the campground and a genuine caring for one another. The stories of adventure could fill a book, but the problem now is to look at the major performances and determine what should be happening so the growth and fulfillment of the mission statement can come into realization. 

WHAT SHOULD BE HAPPENING:

Organizational Systems  WHAT SHOULD BE HAPPENING     


Study, reading, absorbing, personal contacts, anything having to do with campgrounds should have been the first step before purchasing a campground, or any business for that matter. Since the previous adjectives were not exercised, the owners need to move on and begin the process, not for purchase, but for growth, for fulfillment of a vision, for the service of mankind. Moving ahead in a positive manner means to constantly focus on the future of the campground. When the ‘unexpected’ arises, chalk it up to experience and look for how the interruption might make a stronger campground business.


Consulting previous owners must become a priority. Seemingly, problem situations will be discovered to have been experienced by other owners and varying solutions having been implemented with little if any stress related factors. Experiences are always best when shared, and entertaining the idea of partnership becomes a valid construction point. Knowing only one side of a situation requires inviting others into the adventures to learn what they know and have experienced. The burden of guessing whether the day to day decisions are right or wrong is no longer a burden, but a shared effort to maintain a focus on the overall goals.


Collaborative partnerships allows for distribution of effort and imagination. Providing alternatives to offset economic changes, such as the high prices of gasoline deterring traveling, is one very major non predictable situation which needs to be considered before it happens.


 Minimum staff sometimes requires leaving volunteers in charge of certain divisions of the operation. The individuals are making decision which might not have been made by the owners or a partner. Case in point: Two volunteers accepted the responsibility of watching the store and selling items as guests needed. One day a local vendor arrived at the campground to fill an ice cream order. Before he left, he had sold eight flavors, each in a five gallon container to the volunteer. Needless to say, this week-day adventure turned into “An ice-cream social and contest” for the week-end. $4.00 for all the ice cream a camping guest could eat and free ice cream to the family of the winner who ate the most! 


An almost identical situation had previously occurred with watermelon. So I guess the lesson was hard learned. The over abundance of watermelon became a focus point for a seed spitting contest the following week-end. Results offered a $2.00 per fee entry and free watermelon to the family of the winner. Although both the events were successful and lots and lots of fun for everyone, what should be happening is an established rule wherein no purchases from vendors without the approval of an owner or management. 


The increased occupancy of the campground guests is very positive. Listening to the guests has revealed “word of mouth” seems to be the best advertisement. The owners had paid membership to some national organizations; SAM’s (the good Sam camping club) is one example. The owners have since learned, there is little value for the campground to have invested in a membership, the RV member is just looking for the same discounts and parallel accommodations. Changes are being made in the membership department and the frequenting of SAM’s members has been maintained. 


Brochure information needs to be readily assessable for the community, the local state park, and the campground guests as they arrive. Printed articles should be driven by vision, location and capability. In other words to capitalize on the newness of the family facility yes, but also to capitalize on the unchanging environmental amenities such as being located two miles from the largest and most popular walleye fishing lake in the state of MN. Do not let unexpected negative or positive events drive the goals. A focus must be maintained on the original vision until completed.


Time has to be scheduled, without deviation, to daily journal pro and con information regarding campground happenings. The development of alternate solutions to unpredictable weather conditions or guests not understanding the campground is designed for families and relaxation and having to be asked to leave,  are important issues to the reputation and future of the campground. 


Management Systems   WHAT SHOULD BE HAPPENING     


There must be a team established for appraising all campground activities which should include entertainment sources and especially the “what if” circumstances. There is no way to budget for the unknown, but ‘history does repeat itself’ and by frequently reviewing expenditures, a realistic cash flow can be determined.


The focus needs to shift to alternate income sources and the ‘profit’ arena. Through observation it is discovered the results of any situation can and should be of measurable value. One example is the lack of delegation for responsibility. It is also observed; weekly campers are looking for ‘fun responsibility’, desiring to feel a sense of ‘belonging’. Whether paid or not, lawn maintenance, or taking firewood to a camp site by small tractor, management must delegate responsibilities which take time from registrations of new guests, securing commitments for future visits.


Physical and Technical Systems   WHAT SHOULD BE HAPPENING     


A separate journal needs to be assessable at all times before loaning or renting any equipment. A sign in, sign out sheet with recordings of date and time and condition of equipment, and the expected return day, is imperative not only to cut down cost, but to maintain responsible actions. (Refer to the Gap analysis to view a sample of journal entries). 


Human and Social Systems   WHAT SHOULD BE HAPPENING     


Prizes differ from rewards or incentives. Prizes are immediate and are devoured quickly. Incentives are long lasting and impressionable. Campground guests should feel a ‘belonging’ a connection to the facility they are occupying. Campground guests have a need to provide feedback, sensing their opinions are of great value. And let’s face it, most campers have been exercising the enjoyment of outdoor living for some time and do have valuable experiences to share. One might even categorize a veteran camper as an SME (Subject Matter Expert).


Though camping expertise is valuable, ownership is a totally different matter. As the “Gap” analysis is formulated, it becomes apparent not to deviate from the original goals of successfully owning and operating a seasonal family campground.  


Gap Analysis of Campground Performance

The following gap analysis is the study of the differences between what is happening at different levels of the campground and what should be happening at the campground. The following analysis will create a model of a desired version of the business by helping in the transitions from what is, to what should be. “Your problem is to bridge the gap which exists between where you are now and the goal you intend to reach” (Nightingale).


With the approval of all stakeholders, the investor, the owners, the management team, and the camp guests, the following set of requirements were evaluated and tested against the design alternatives. (Gap analysis is italicized, Requirements are outlined in color). Appendix C provides an abbreviated version of Performance Gaps and Requirements. Using comparisons as an outcome measure, it is found that the quality of performance is improving significantly with less than 1% error rate and financial stability has increased by 30%.
Organizational Systems     

Requirements:

It is important
to restate the objectives to determine if the corrected needs are feasible: Purchase 97 acres in Minnesota for the purpose of developing 150 fully serviced family campground sites, to be operational four months of each year, and maintain a financially self-supportive environment. 


To begin satisfying the previously stated vision, marketplace knowledge is imperative. Unfortunately there is limited if any information at all, specifically regarding the purchase of land for the purpose of developing a campground. Therefore the recourse for understanding the business requires personal visits to veteran operational facilities to begin an analysis and a comparison for the purpose of personal development.


Personal visits to veteran operational facilities are most important. Newspaper articles can help tremendously with advancing the promotion of a new facility. Local businesses and religious organizations find reciprocal information to be rewarding for both parties. Many businesses have been developed through implementing a “barter” system. Unless the assets of the community are known, little advantage can be obtained through shared exchange.


Brochure materials should focus on the goals and vision, but also capitalize on an unchanging location. The campground is located 2 miles south of the largest and most popular fishing lake in the state. Directions and interest activities should easily be obtained using the location as a tool for growth. 


The stakeholders need to focus on the future development of the campground. Maintaining emotional balance during unexpected events whether positive or negative is a major requirement. Time, physical endurance, not enough staff, priorities shifting, weather, are each items which must not distort the paths leading to the accomplishment of goals.


Many situational answers are sometimes right in front. Before going to Consulting firms for answers, look internally for guidance and suggestions. Campground guests and veteran campground owners have a plethora of information. Do not overlook the expertise available from all levels of operation.


Partnerships can offer major advantages to most businesses; Capital outlay, knowledge, skills, connections, expertise are but a few. Before considering a partnership require a written history of past performance dealing with campground experiences. If the information is acceptable, then entertain the idea to incorporate a partnership.  


It is always a good idea to have a team of at least two people thinking about possible economic changes and providing possible alternatives. In most scenarios one can only hope these hypothetical changes will not happen. In the case of dramatic rising cost of gasoline, keeping families from traveling distances to a campground, planning ahead seems reasonable. Deploy business knowledge and skills by designing surveys to uncover specific reasoning for camping. Build upon these reasons and develop recourse to fill the need.


Information in the form of a brochure or flyer needs to readily assessable to all camping guests. Improvements, speculations, and accomplishments regarding the campground facility each is information for the benefit of the camping guest. Keeping guests involved with future developments establishes a connection between potential client and visitor. 


Decisions for improvements must be driven by the vision and goals. It is easy to slide away from the original objectives and comply with either necessary situations, or be diverted to an entirely new direction. Time share corporations love to get into the mind of campground owners and fill and afternoons with “pie in the sky” grandiose visions. Ownership must be doing something right pulling executives from Chicago to offer an investment proposal. Do not deviate from the original goals, and keep all decisions in line with the original objectives.

It is most difficult in the people business to say no to a volunteer. Operational skills need to be determined before allowing a volunteer or a paid employee to manage a task. Factors such as safety and liability must be considered by the organization before permitting individuals to physically become part of a task. Design a survey to be offered to campground guests indicating interests, skills, experience, and desire to help in the capacity of volunteer or employee.


Once an employee or volunteer is placed in a position of authority, there still needs to be a set of guidelines to follow, with great diplomacy. If suppliers of merchandise are to sell new items, or items of quantity, it needs to be established; only management can make the decision to purchase. If management is not available, contact with management needs to be scheduled at a different time.


Likewise, there are vendors for organizational memberships such as Coleman, or SAMS, or ICRVA (International Camping and Recreational Vehicle Association) who frequent campgrounds for membership. In exchange for advertising a facility in their magazine (at a nominal membership fee) the RV member is to be given a 10% discount for each nights stay. Materials should be left for review, and only management should be making the decision to join or not to join based on the benefits to the campground and the camping guests.


Critical issues are not being addressed because information pertaining to situations is not gathered and logged in a timely manner. Solutions should be data driven and incidents reviewed periodically for repeat mistake avoidance.

Management Systems
Requirements:

Performance is not being appraised. Determining the capacity needs near-term and long-term according to the objectives, vision, and goals is imperative. A team must be established to appraise; How many campers? When did the campers arrive? How long did the campers stay? Is a return visit scheduled? What were the needs of the campers during a stay? Example: wood, water, elec. Entertainment? Did the camper rent any activity equipment? Did the camper fill out and return a survey? 


Records for establishing profit and loss areas need to be analyzed. There is little advancement for a business which cannot provide anything more than expenditures and annual income. Each area of expenditure needs to be analyzed for priority and future expenditure. Answers to be determined include: Were the prices per site in line with the competition? How many sites sold for the week? What expenditures were involved with each site, example, how much electricity, how much wood? What was the cost of chemicals for the pool verses income from the sites? Management needs to designate specific individuals to uncover and record profit and loss areas.


Determining projected cash flow needs is most difficult in an ever changing campground business environment. The solution to being financially prepared is in finding alternate means of generating fixed income. A team must be established to concentrate on the task of determining how to generate fixed income while maintaining the original objectives and vision.


Being economically sound does not involve the reactions of “being shocked” or “thrown off balance” with unexpected events or expenditures. [Analogy: A farmer does not prosper worrying about a crop wiped out in a hale storm.] The mind set needs to be to make the “unexpected” secondary. “How you think about a problem is more important than the problem itself - so always think positively” (Peale). Expect the unexpected, use the unexpected as a building block towards the future development of the campground.


Determining building blocks for a solid future can only be developed by focusing on the results of the campground experiences. The results must be of measurable value depicting a positive or negative return on the investment. X amount of dollars went into the speculation. X amount of dollars will be due in five years. Income from immediate facility produces X dollars, income from future facility is expected to produce X amount of fixed income. The percentage of growth needs to be 30% a year for the next five years. Performance versus results needs to regularly be assessed.


If a 30% growth is needed to fulfill the vision for the campground, the camping guest opinions need to be valued, and a sense of ownership needs to be recognized by the camping guests. When objectives for the campground are established and in agreement with the camping guests and potential site owners, growth potential comes to fruition. 

Physical and Technical Systems
Requirements:

The purchase of physical and technical equipment and tools is a result of need, long or short term. Storage and maintenance and performance are other issues involved with the purchase of these items. Keep a log of each piece of equipment, not only of the original cost, but most importantly, logging the maintenance cost, logging who borrows the equipment, for what purpose, when will the item be returned, and log the condition of the equipment when loaned. 


Incident in hand, a bush hog was purchased for 1,500 dollars. A bush hog is a necessary piece of equipment for a camping facility. One day the bush hog disappeared and was never found. Suddenly, the value of the bush hog doubled, the cost tripled, the loss of productivity quadrupled. Taking the time to create a journal of equipment placement, cost and time are necessary to control unnecessary expenditures.
Human and Social Systems
Requirements:

Rewards and prizes take on a totally different definition when assessed as to value. There is little value in a prize; a prize is for the moment, a quick win. Rewards connote being a part of, investing part of one’s self, time, money, ideas. Long term rewards are an incentive to continually return to a particular camping facility. Rewards must be established in order to continue the development of the objectives.


When studying human and social systems, feedback from campground guest cannot be overlooked. There is measurable value is studying motivational attitudes from individuals who have been asked to state their opinion. Rewards should also involve community input. Example: ‘Free pick up and return to any camping guest to attend a summer town parade’. Reward amenities are limited only to the extent of the imagination.


Error teams are created for evaluation and measurable data collection. Establishing an error team will reduce repeat incidents to non-existent incidents. 


Subject Matter Experts should be consulted regularly to determine if objectives are being met as originally designed. Requiring the skills of a SME not only helps to consolidate efforts, but reinforces and expedites in an efficient manner tasks which otherwise might be diffused. 
Intervention Strategies for Campground Performance Improvement and Implementation Schedule:


Review of objectives: Purchase 97 acres in Minnesota for the purpose of developing 150 fully serviced family campground sites, to be operational four months of each year, and maintain a financially self-supportive environment. Stakeholders include the investor, the owners, the management team, the employees, and campground guests.


Analyses from provided data conclude: (Appendix C1)


(1.) Deficiencies for the organization to be heavily concentrated from lack of 

       prior investment campground knowledge; 


(2.) Management deficiencies are related to environment;


(3.) Human Resource deficiencies are related to lack of attributing value to 

       the campground guests.

Intervention strategies to improve campground performance are presented in the following chunks of information: 
Organizational Systems Phases I, II, III:
· Detailed Description of the Strategies:

Phase I (a-d): The owners and the management team will be involved in the following responsibilities: 

(a) Consulting for financial leadership: The owners and management teams will be meeting monthly October through March of each year to carefully design where the financial obligations need to be targeted. Reports will be generated to determine capital outlay against return from existing sites, and from prospective new ventures. Detailed analysis will be generated to include cost versus income. The analysis will be weighed against other options for implementation. (Appendix D). Financial growth for the campground includes a 5 acre lake (developed, stocked and supervised by the DNR (department of natural resources); and the development of 10 acres on south highway 27 for the purpose of individually owned sites. Each site, 50’ X 100’ in size, will be fully equipped with water, sewer tank and electric (electricity will be billed per usage to individual owner). 

· Implementation Schedule:

Twenty sites will be operational by the second season and the lake will be stocked by the end of the first season.

(b) Bartering for products: Bartering is one of the oldest and most successful means of developing a business if the resources are there and a customer is in need of the expendable resources. “Bartering occurs when you exchange goods or services without exchanging money. ... Income from bartering is taxable in the year in which you receive the goods.” The first barter took place exchanging gravel for digging a pond, creating an island in the middle of the pond, developing roads within the campground and supplying cement for an in-ground pool facility. Timeframe was from Jan 15 to May 15 first season. 

The second barter involves a lumber company. The exchange of goods comes from large tamarack trees growing on about 10 acres of campground land. The tamarack is a wood which does not splinter when dry. The barter became ideal for pool decking, playground devices for children and indoor wall siding. 

· Implementation Schedule:

Timeframe is from Jan 15 through September 16 first season. Barter for a 10 piece ½ acre “jungle-gym” playground to include 4 new activity devices each year for three years, on-going inside paneling for three years, and a 20’ pool deck surround to be finished by Sept 15, first season with additional decking each year for three years.
(c) Designing brochures: The original brochures include the title, the location, the amenities, four-color, gloss stock, tri-fold. Brochure information needs to include location to MN Lake and community involvement. First brochures are to be produced in late Feb of first season, for the purpose of having them available when attending conferences. 

· Implementation Schedule:

Second brochures are to be produced with new information by November of second season.

(d) Deciding on promotional discounts: Weighing the cost of joining RV organization for the purpose of having the organization advertise the campground facility in their directory is vetoed. Participating RV owners frequenting the campground are given the suggested discount. It is a better means of advertising and monies being spent to have the satisfied guests “spread the word.”

· Implementation Schedule:

Provide a discount for RV members providing a card of evidence. Offer an additional 5% discount for booking the facility for 50 sites on a non Holiday. Begin promotions at Feb. conventions and continue to close of season Sept 15.
Phase II (a): 

(a) Management teams will 

Conduct personal visits to other campground facilities. As part of the organizational structure, it is the responsibility of the management teams to visit campgrounds of equal size and competition. The purpose of these visits is to determine and satisfy questions asked as displayed in Appendix D1, and Appendix D2. Knowing your competition identifies the key to performance in the “people business.” Time-frame is from Jan 15 before opening season of May 15 to be on-going. 

· Implementation Schedule:

Management teams are to visit off-season, three prominent camping facilities within a five state area, and analyze each year the results in journal form by March 15. Analyzed results are to be weighed by the owner and investor.

Phase III (a-b): Management teams and campground guests will: 

(a) Provide suggestions for alternate income, Campground guests become known as SME’s (subject matter experts) as will be discussed later. Listening makes one an expert, as guests are very keen on what they like, expect and want, and what makes them keep coming back. Taking time to analyze survey suggestions from guests and combining financial knowledge from investors can introduce a world of monetary stability. 

●   Implementation Schedule:
· Develop monthly in-season meetings with camping guests where surveys are submitted asking only the following few questions:

1. Of all the camps you have visited which do you like the most?

2. What new ideas will you bring to this camp?

3. Would you like to own your own lot in this camp?

· Make certain the meeting is no longer than 2 hours. Make certain guests are given the time to completely answer their questions and submit their thinking.

· If development of land, or alliances of a joint venture is a priority, have certain guests ask pertinent questions and devise a commitment “if” / “then” statement to be signed.

(b) Determine if objectives are met, and focus on results. Visibly posting the organizational objectives, mission and vision statements are a reminder to management and campground guest of the measurable value of focusing on projected results and overcoming the “unexpected” conflicts. Objectives are obtained by individuals knowing exactly what the objectives are. Individuals determine their own value and their own input for any selection. 

The campground owners, management teams, employees and guests need to link their vacationing mission in a way which enables movement towards developing the vision. Sharing information about results among all stakeholders in the development process will promote accountability and invite information feedback to improve strategies for the business.
· Implementation Schedule:

Design banners to visibly display the vision and mission statement. Involve all stakeholders in how every “result” is reinforcing the vision and removing the stigma of an adverse “unexpected reaction.” Have banners in place by May 15th  of every new season.
Management Systems Phases I, II, III, IV:
· Detailed Description of the Strategies:

Phase I (a): The Owners and management will: 

(a) Review all team records. Records address accountability. Owners and management need to look at what has happened in order to project what might happen and most importantly what is desired to happen. 

· Implementation Schedule:

October 1 of each year is scheduled to review all records while perhaps unrecorded events are still accurate in the minds of management. Team records are measured in a performance matrix as seen in Appendix D and decisions are made whether to keep or not to keep a particular function.
Phase II (a): Management teams will: 

(a) Be responsible for generating fixed income. Management teams are responsible for providing fixed income assets to the campground. Through promotions and advertising and other measurable performances, management is required to develop activities and products to offset any deviation in the environmental structure.

· Implementation Schedule:

Design and develop activities which will be implemented for the improvement and consistency of a projected fixed income. One example: Contract with MN highway to obtain 3 beds of gravel from Jan through March (before each season) for X dollars, paid upon receipt to campground facility owner.
Phase III (a): Management and the employees will: 

(a) Review annual appraisals. Each appraisal must be in alignment with the goals established for the campground. The standards and requirements set forth to determine growth and stability of the facility must each be included in the appraisals. Questions of: How effective is the operation in terms or repeat business? Are the rights and safety of the campground guests being met? Did the monetary intake provide for monetary output? Were flaws recognized and corrected? 
· Implementation Schedule:

October 1 of each year is scheduled for a two day conference, attended by management and employees to review the annual appraisals. A formative evaluation followed by summative measures is conducted to determine whether the implemented plans were successful or not, and if not, why not? 

Phase IV (a-b): Management, and employees, and campground guests will: 

(a) Be responsible for promoting stability: One of the most important strategies towards stability of performance is the designing of responsibilities to include selective choices relating to specific employee/volunteer capabilities, and recognizing that laborious explanations will not mentally be retained for any length of time. Skill assignments require thought and preparation and must address multi-cultural issues.
· Implementation Schedule:

January of each year carefully structure responsibilities for skills and knowledge are to include environmental changes.  May 14, one day before opening, management teams, employees and volunteers are to formatively review the responsibilities and evaluate whether the requirements link to previous knowledge, determine if the instructions are well organized, determine if the new knowledge integrates with or relates to existing knowledge, state if there will be an opportunity to practice new knowledge skills before implementation, design fun outlets for learning new knowledge, determine the mentor for follow-through?
(b) Record growth of campground, and record growth factors. Records are used for measuring results and proving accountability. Records identify a need, a goal, an opportunity, availability.  Records indicate alignment with other strategies. Records are a means of communication with all the stakeholders. Records indicate participation and evaluate positive and negative results of activities planned or not planned. 

· Implementation Schedule:

Recording of campground activities positive and negative are to be submitted by May 14 of each year and continue through Sept 16 of each year. Records are to be given to an owner for review by owners and management October 1. 

Physical and Technical Systems Phases I, II:
· Detailed Description of the Strategies:

Phase I (a): Management will: 

(a) Be responsible for journaling all equipment. An outdoor business is largely dependent upon new or ‘state of the art” equipment to complete a necessary task. It is time consuming to establish equipment journals, but monetarily imperative. Replacement of equipment or tools of any sort involves not only the cost of the item, but the cost of time lost going to purchase again, the cost of needing a tool in an emergency and causing a possible liability. 
· Implementation Schedule:

Journals are to be established on the computer in an excel program for amortization purposes. The same journal sheets are to be printed daily for equipment location, loaned purposes, where, when, why, and when expected back. The same journal sheets are to record repairs and when the equipment will again be operational. Journals are to begin the 1st day of May and continue until the 1st day of October of each year. Journals are to be analyzed and summaries given to the owners the 2nd day of October in preparation for tax auditing.

Phase II (a): Management and employees will: 

(a) Be responsible to journal all purchases. One sure way to lose track of cash flow is to not have a record for all purchases. Vendors come different days, different hours, different months, sell different quantities. There is no way to mentally record purchases, or record not wanted vendors. A written journal must be developed to establish the preceding entries. Purchases can be recorded by management or employees fulfilling certain responsibilities. All purchases must maintain the alignment with the overall organizational priorities.

Outside facility purchases are just as necessary to be recorded as on-site purchases. Examples of outside facility purchases would be chemicals, tractors, weed-eaters, bikes. Inside facility purchases include gasoline, store merchandise, toilet facility equipment such as soaps, paper towels, sanitizers.
· Implementation Schedule:

May 1 of each year an excel program must be designed to list and daily journal all previous purchases. Journal space must be allowed to record unexpected purchases as well space designed for new purchases. 

Review and analysis of expenditures will be determined the first week of October of every year. Accumulative expenditures will be recorded for year end tax amortization and a new journal designed by April 15 of each year. 

Human and Social Systems Phases I, II, III, IV:
· Detailed Description of the Strategies: 
Phase I (a): Owners and managers and employees will: 

(a) Be responsible for developing a rewards team. Rewards are not prizes. Rewards must be of value to the receiver. Rewards need to attach a long-lasting importance. Rewards state “Thank You!” Rewards denote “Friendships.” Rewards are a performance of some act for public good.”

· Implementation Schedule:

Rewards are to be determined by April 15 prior to a May 15 opening. Rewards are to be unanimously approved by the owners, managers and employees. Rewards are to include, but not be penalized by, free returning visits to the same campground facility (reciprocal agreements with certain licensed facilities are also accepted). 

Reward scheduling and designing is to include community events. Example: “Staying over the week-end rewards you and your camping family a free Wednesday evening cruise on a designated lake.” 

Phase II (a): Owner and management and campground guests will: 

(a) Meet regularly with SME’s. Subject Matter Experts, (SME) are valuable to the growth and stability of a campground. The SME’s are usually the campground guests. The guests are used to a changing environment, and have become multi-skilled, flexible workers through personal catastrophes of their own. Campground guests are a walking encyclopedia of performance improvement skills. 
· Implementation Schedule:

Meetings are to be scheduled Monday mornings, breakfast catered by local restaurant to campground facility,  7:30 AM,  each week during the camping season May 15 through September 15. Attendees are the SME’s, the owners and management. 

The purpose of the one and one half hour meeting is for fun in sharing experiences and discussion. Monday’s are scheduled as a time to summarize the past week’s events. The vision, mission and objectives for the campground are to be foremost in every conversation. 

Another very important measurable item of the meetings is to maintain the establishment of value placed on each individual SME. 

Phase III (a): Management, employees and campground guests will: 

(a) Record Performer analysis as resulting from campground events. Performance analysis flows from Performer analysis. The new proposed Human Performance Technology Model includes the following adjectives: Motivation, attribution, self-confidence, thoughts, expectations, and readiness. Evaluating an individual’s aptitude for seeking employment or volunteering to help service the growing and demanding needs of a campground must include the preceding behavioral traits. Group performance has the potential of out-performing any individual performance. Measurable evidence of group performance must be recorded and analyzed for development. 

To help with the Performer analysis a survey is given to all employees/ volunteers. (Appendix D3). Performers are expected to be in alignment with the culture, and ethical goals of the camping facility.  

· Implementation Schedule:

May 1 through September 16 of each year, employees and volunteers are asked to complete a survey to uncover skills and talents necessary to maintain the increasing demands of a campground facility. One member of management will provide the survey and collect the data for analysis by other management members, other employees and volunteering campground guests. Analysis will determine alignment with the organizations values of (1) Placing customer service first, (2) Obeying health and safety regulations, (3) Observing campground guidelines for equipment rentals and usage, (4) Maintaining required standards of cleanliness, (5) Harmony between workers.

Each preceding item 1-5 is measured for value per employee, per volunteer, per task.

Phase IV (a): Management will: 

(a) Record and analyze errors. Recording errors is a tedious and time consuming task. However, to accurately analyze growth potential, the stumbling blocks need to be eliminated. A simplified MS Word table allows for automated sorting, labeling, and mathematical computations to be structured to minimize the drudgery of input.
· Implementation Schedule:

Develop a table in Word which allows space for the product, the error record, and the error correction. Analyze the date the first week of October and prepare sheets for tax amortization. Measure error performance from year to year, especially for the same products indicated.

NOTE: Conclusion for Performance Interventions Strategies is either to:

1. Improve the performance through planning, development, coaching or training

2. Maintain an existing performance through means of compensation, feedback, scheduling

3. Establish a new performance through employee selection, job aids, mentoring, training

4. Extinguish performance through outplacement, or a 360-degree evaluation

Feasibility Performance Analysis  

	Stakeholders
	Expectations
	Information Needs
	Goals
	Constraints

	· Investor

· Owners

· Management 

· Employees

· Volunteers

· Campground guests
	●  “Value X Expectancy
 = Motivation” (Rossett)

· Split Ownership of land

· Two individuals as security barter  for permanent site

● Barter for septic

● Barter for pipe

● Barter for excavation


	· Land perk

· Survey taxes

· Contracts in hand

· from guests

· 
	● Sell 20 lots

● Finish development of lots and lake by end of second season

● Have mortgage paid by beginning of third season

● Hold regular meetings with SME’s

● Record all activities and purchases

● Expansion of playground
	● Mortgage: 80,000 still owing,(rites to sell before balance paid)

● Negotiations, five year balloon renegotiated to three year balloon for pay off or interest increase from 4 ½ % to 6% on unpaid balance. The initial 40 thousand became ownership of 1/3 of 97 acres.

 ● Specifically, acreage south on 47 where the lots will be developed




Schauss Feasibility Analysis Narrative


The preceding analysis helps to determine four major priorities and one less measurable priority for immediate implementation. Those priorities are (1) Selling 20 lots (2) Developing a lake (3) Holding regular meetings with all stakeholders (4) Journaling of all events and equipment and (5) Playground equipment expansion.


Results of careful analysis indicate the first intervention in order to fulfill the objectives of the campground need to be the sale of twenty sites on the south side of the camp. Considerations are as follows: (refer to Appendix E – E3).


Each priority is a feasibility study in itself, but the overall perspective is to focus on the whole business and determine goals which will result in the business becoming financially independent without deviating from of the mission. Therefore, only major issues will be introduced for the purpose of this study, and one example provided per priority. 

Priority One: Selling 20 lots
Risks: The State department of environmental services will conduct a land analysis for perk. All land open for speculation was approved for perk. It is advised by the state survey office, “NOT to divide the property into lots until the lots are sold.”  The campground is one parcel of land. Once the land is divided into lots, taxes will have to be paid per site increasing the tax enrollment 20+ times the rate of the single business. It only took the one statement to understand the tax equation. Installation of individual septic systems carries a risk of: who will dig; who will pipe; who will load; who will secure and how will the sites be accessed?

Amenities: Each site is designed for 50 X 100 foot lots. Each site is supplies with water, sewer, electric (although the electric bill is placed in the name of the owner and all bills are sent to the owners primary mailing address), trash removal (trash removal is a perk offered only during the regular campground season). Major amenity to the owner, the mortgage will be dissolved.

Costs: Each lot sells for 3,500 X 20 = 70,000.00. (5 lots are bartered ((let it be noted, the barter is only for a reduced price on the lot, not for the entire value)) 5 X 2500 = 12,000 for the following items:  Ditch Witch, a piece of equipment used to slice the ground for laying the water piping; Plastic water pipe from the local hardware owner in exchange for a water front lot; 25 in-ground septic tanks in exchange for a lot; A two person management team for the specific purpose of security for the new owners; A Bobcat backhoe to dig sanitation spots for tanks in exchange seasonal boat storage. 

Though the actual dollar outlay is minimal, the barter labor, skills, productivity investment is magnanimous. Three months of gravel digging X  a crew of seven X 6 days a week = 3 acre lake stocked and landscaped for natural growth = 7am to 7 pm X  7 men X 3 months = 12, 600 hours of manual labor and equipment hours! 

Priority Two: Developing a Lake

Risks: There are safety issues to be address before developing a lake. The Department of Natural Resources has already been contacted and has agreed to develop a lake. The owner of the facility needs to provide a separate road for the state trucks to travel hauling the gravel. Safety signs need to be posted and a temporary fence needs to be installed marking the area of demolition and rising water. There are risks of grading as one major contract for such an undertaking is committing the lake will not be used for any sort of recreational purpose ever. The lake will be stocked, but only for state environmental purposes. All vegetation surrounding the lake is to remain in tact and not disrupted the natural state of gradation. 

Amenities: Most people enjoy living near water and MN, is the “home of 10,000 lakes.” Though the lots have to be sold before development, the contracts with DNR and the blueprints keep the motivation and expectation at a premium. Being able to wake in the morning and see the reflection of your camp side, or camp fire on a several acre lake is truly a vision to behold! And the same for the evening, enjoying the last vision in your mind before going to lay down to rest is the peaceful reflection of a warming fire in the still of an evening, while breathing the crisp night air.

Costs: The entire lake development will be at the design and expense of the DNR. Because the public campground is situated on the same property as the campground, negotiation and paperwork took months to complete and satisfy both parties for completion. Phase one is the clearing of the trees to develop the lake. The lumber company previously contracted for exchange began to topple trees in a massive effort. Phase two is the hauling of gravel. The DNR does the digging; the MN highway department pays for the gravel, collects the gravel, and hauls to highway locations for storage or immediate use. Likewise, the paperwork and negotiations took months to accomplish. Exchange of services and goods completes priority two.
Priority Three: Regular Meetings with all Stakeholders

Risks: Attendance is always a high risk unless there is individual value offered. Meetings between the owner, management, the employees, the campground guests are necessary to maintain report and motivation. Selling property on a blueprint and a vision is difficult. In order to maintain the necessary devotion to invest the potential buyers need to sense they are making the best choices for themselves and their families. 

Amenities: Regular meeting times establish continuity between owners and guests and potential buyers. Meetings establish a time for “brainstorming,” a time for knowledge and skills increase. Some major areas of knowledge as in the suggestions for how to meet deficiencies in any given program; Or how to increase promotional opportunities within the community. A very significant amenity is maintaining emotional balance for all situations. Remember, at all meetings the focus is on the objectives, the values, the mission and the vision. When these standards are met, everyone leaves a meeting having accomplished feeling good because they participated, they know their investment is wisely attended.

Costs: The Monday breakfast being catered from a local restaurant in town is the only significant cost. There are usually 20 to 25 individuals in regular attendance. It a good representation of the campground guests, and each is considered a SME. The estimated cost to the owner is 15 dollars per individual X 25 individuals  =  400 dollars per Monday morning X 13 Monday’s  = 5300 (the price of 1 and ½ lots).
Priority Four: Journal all events and equipment

Risks: Not keeping a journal is more expensive than understanding the value of keeping a journal. It is important to record all expenses, all maintenance problems, the loss of equipment, the replacement costs, the usage of any and all supplies, and a journal of entertainment evaluation. Though the air shows are the major attraction, there is planning and alternate planning should the weather not be appropriate for the shows, the catered food for the pilots, the agreements between the camping facility and the local airport for barter of gasoline needs. The local fire trucks and ambulance crews being on site for every air show. There is much to journal; there are many avenues of detail left unattended each of which could potentially lead to a major disaster. Each detail of bartering needs to be recorded as well as the official paperwork completed. Remember there is exchange for septic tanks, the recordings of how many, when delivered, cement or steel or plastic, how installed; the barter for continuing sanitation needs; the barter for security; the barter for the “Ditch Witch”; and the barter for the plastic water pipe. Completion of all events must take place within a 30 month interval; therefore, there is great risk in not recording all activities

Amenities:  100% gain in knowing the value of each and every event or item in the campground facility. 100% gain in the knowledge as to where any item might be at any given time, and in what condition, and where the next needs might be.

Costs: There is little actual cost to record keeping. The price of the materials 5 books X 4 dollars each = 20 dollars. However, there is cost in time. The measure of time is very expensive. An individual’s worth is estimated at 200 dollars an hour and every day X 2 hours of recording time = 400 a day X 100 days of recordings = 40,000 dollars. So you can see, even the smallest of details must be attended or the cost can outweigh any input. Recordings have to be placed in the hands of those responsible for the task at the time. Example: the individuals in charge of the store must keep all the records there. The teams in charge of equipment must keep the records there. The teams in charge of the pool activities must keep records of pool expenditures, the individuals in charge of entertainment must keep records in their assigned journal. Costs have to be carefully measured as to who is keep the records or else there is no value.
Priority Five: Playground Equipment Expansion

Risks: The initial equipment is placed in the upper west section of the campground facility. A complete jungle gym is built. The wood is tamarack and there are wood shavings on the ground for protection to the individuals using the equipment. There are many factors in determining the equipment, first the safety issues have to be addressed. Are the designed pieces structured in such a way a small child cannot climb to a height that might be dangerous? Is each piece structured for durability and safety? It each piece tested for weight and rack? Is the area clear of all building supplies such as nails and bolts and screws when the camp in operable? Example: when the swing set was being built, the trees were 50 foot in length, 10 feet in the ground, and 40 feet above the ground. Trucks were driven in to lift the logs and position them. Then the fastening and the seats of rubber had to be designed. Ergonomics is a powerful leader in the schema of playground equipment.

Amenities: 100 % increase in enjoyment for children and families. However, it really is difficult to measure other than to base the usage X per child X the number of days the family is booked at the campground. Then weather is always a factor as to the availability and the use.

Costs: The exchange of Tamarack lumber from the campground to the lumber company is how the playground is build. Supplies such as the nails, bolts, screws are exchanged from the local hardware store for the community “good will” to allow under privileged children to use the pool and playground for free swimming lessons and social gatherings Mondays from 8 AM until 1:00 PM.
Evaluation of Campground Performance
Formative:

Through on-going instruments of surveys, interviews, and observations, with the purpose of clearing all financial indebtedness while maintaining the objectives and mission, the owners understand the campground business needs to expand to include dividing a portion of the property into individual lots for the purpose of sale. Contracts are to be drawn and commitments are to be signed and all fees paid for ownership by future lot owners.


The sale of lots is a result of analyzing all expenditures, expected and non-expected for the first season. Owners recognize the sale of the lots to be an enrichment course for the business. Owners also recognize the interest for purchase would not have happened quite so rapidly unless the initial development of the 150 fully serviced sites had not been completed. Visiting the campground generates interest and trust in the operation and instills the necessary value desired for ownership.


A third and very vital part of enthusiasm comes from owners respecting the opinions of veteran campers and seeking the camping guest’s involvement. 

Summative:


Organizational priorities to become mortgage free before the next three seasons have positive indications. The original objectives have not been compromised (the purchase of 97 acres, the development of 150 fully serviced family camping sites, and to become financially solvent within three seasons).  


The sale of individual lots is to begin the beginning of the second season. Construction to developing a several acre lake will begin upon completion of having sold 20 lots and bartering for another 5 lots which will front the lake. Persuasion to purchase a lot is a direct result of feeling a compliance with alignment of objects through the entire organization. 


Involving all key stakeholders of campground plans is cementing an excellent report between ownership, management, employees, volunteers and guests. The value of involvement has resulted in accurate record keeping for all divisions of the facility and suggested formatting by management.

Confirmative:


There is a desire for long-term interventions of lot acquisition and lake development. Stakeholders need to be reassured their investment is solid and they have made a good choice. 


It is the responsibility of owners and managers to communicate all changes or visions to all stakeholders. Potential lot owners need to recognize, (most of the buyers are every week-end guest of the camp), in a four month interval the potential owner will have invested equal funds as the purchase price. Amenities such as: (1) not having to transport the vehicle (2) always being assured or the space desired (3) owning a vacation spot on a lake (4) having their separate sewer connection, water, electric, trash removal (5) 24/7 security on site (6) a family operation, are each a decision making paradigm for positive returns on an owner’s investment. 

Validation:


There have been many lessons learned and a few decision made to discontinue programs once thought as a valuable. Keeping focused on the anticipated results disallows any immediate unsettled concentration due to unexpected events whether positive or negative. In fact, positive interruptions can side track a business and management into thinking perhaps another route should have been chosen. Analysis has proven to stay focused on the original objectives until accomplished, then set other goals if so desired. The aforementioned does not preclude having a ‘back-up-plan’. In fact, it is only after opening the original sites it became apparent lots need to be sold in order to meet the objectives of financial solvency.
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	Facts
	Cost
	Unexpected
	Expenses

	97 acres back up to forest – pie shape center of grounds wooded
	120,000 5 year balloon @ 4% annually = 4800 yr or 400 mo
	Tractor to pull gang mower  - pull large water tank to level for air shows – pull hay rides – pull mosquito tank sprayer MN mosquito’s are HUGE and plentiful!
	purchase tractor

purchase gang mower

purchase bush hog

commercial weed eaters

small lawn mowers

	Two highways leading to popular fishing lake – 2 miles from lake
	
	Sold hay from open land 
	

	Entrance can be seen from both highways. 
	Entrance from 47 not large enough
	4th of July patrons come flying down the MN country highway over shoot the entrance propel in the air trailing a sundowner RV trashed rented tents to accommodate visiting artists paintings, jewelry, wood products etc.
	Replacement of tents purchase of broken wood and glad items not really desired anyway

	Potential for 150 electrical sites wooded
	
	Memorial Day rains flood site. Water table too high
	

	Attended conferences in state
	Design brochures
	
	Designed and had printed 2000 

	Barter with local gravel company to dig a 15 foot deep pond with island in exchange for gravel
	
	High water table absorbed rocks yearly did not expect to have to continue with packing
	

	Pond
	
	August in MN the water no where is swim able. It is called “dog days” why I do not know. Anyway you get the itch
	Trip to hospital 25 miles away, was told to buy “meat tenderizer” 

Cost of tenderizer for each camp site 150 bottles. Please swim in the pool the first week in August.

	Disclaimers printed
	Pool with solar panels  - pool 50’ X 30 x 8’
	1. Inspector came by and stated new law. “Without a full time life guard the pool can only be 5’ deep.” Cost to get a cement truck back and fill in to accommodate depth.

2. Tornado took solar panels. Ins co said “Act of God” will not pay
	Additional Ins for pool

Cost to maintain pool 1000.00 month due to urination and sun



	Barter with local lumber company for tamarack to build a 20 foot deck surrounding the pool
	
	
	

	Electrical units to each site
	1500.00 mo electrical
	Less than honest clients when it came to air. Had to re wire and install units to take special chords for air units. Pay extra
	

	Septic system
	4000

4 tanks at 500 each

grade land for perk
	Got taken, the system would have accommodated a major hotel
	

	bathroom
	Four stalls each side

Four showers with tiled walls and tamarack grids over cement drains
	Clients would flush large items down toilets like complete underwear!
	200 local plumber to find and solve the problem size 42 male!

	
	
	Tornado took all elm trees


	Rental of log splitters

	Menards metal building

OSHA standards
	Cement flooring

Tamarack paneling inside

Store

Handicapped laundry room

Handicapped bath room
	
	Washers (2)

Commercial dryers (2)

Extra expenses for handicapped facilities

	Camp store
	Ice cream Schwan’s
	Helper gave too much
	

	Hay wagon
	Gas
	Child fell off had to employ a person to sit in the back to supervise
	

	Bought mopeds to rent $5.00 hour
	
	Patrons TOO big - blew the engine
	

	Everyone seems to arrive within 3 hours of each other. Jump on Moped take to rented site, rush back to take next patron back
	
	
	No time to make certain needs are met.

	Retired couple hired in exchange for permanent site to help
	
	
	Most generous and likeable guy you would ever want to meet. However, he just was accident prone. Used the skill saw, cut right through the cord scared him dropped the saw jammed the casing cost of new skill saw.

2. moped patrons in, lost control of moped ran into electrical unit knocked off casing. Cost to replace 150

	Hired man to build picnic tables for each site
	
	Dropped stain , splashed in eyes, 
	Cost of hospital trip , doctor, eye solution 450

	Had a goat farm for entertainment
	Gift
	Got out, climbed on top of clients car hoods
	Scratched hood had to pay for client re paint car. GOOD BYE GOATS

	
	
	Angry clients with each other. Large 50000 air stream RV. Drove off with unit still plugged in. Took down electrical  post
	400 replace post repair damage

	Dog show
	
	Two very hyper beautiful award winning golden retrievers got loose, chased some sort of creature, took off across the 97 acres into the back woods, encountered a bear, got in a fight, game warden called, retrievers coats now not in show case condition
	Loss of customer but oh my it could have been so much worse. Thank goodness for the disclaimer

	Major 500 company booked full campground for visiting foreigners. Everything seemed OK they pulled in Mercedes 4-6 to a car. Though we were not communicating in English they paid the bill for the week-end. 
	
	Washed clothes in pond now stocked with fish, killed fish

Used pond paddle boat as vehicle to transport wood for fires for forest area instead of purchase from store

Would not use bathroom facilities. Walked to woods instead
	500 to replace fish

1000 to purify water and aerate again

I had set up a forest frisby game. Cost to hire individual to clean wooded area with camp ashes.

	Russian family rented a truck of household furniture,
	
	Do not know what they would have done if it had rained
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Process for performance analysis: Interview - Observation – Survey Questionnaire
	WHAT IS HAPPENING
	WHAT SHOULD BE HAPPENING
	PERFORMANCE GAPS

	
	
	Due July 16th

	Organizational Systems
	
	

	· Interview:
	
	

	· Little knowledge of camp industry
	· Understand the campground business
	· Marketplace knowledge

	· Focus on the now 
	· Focus on the future of the campground
	· Not focusing on the future

	· Making own decisions
	· Decision from experienced owners
	· Look internally for answers

	· Lack of skilled employees
	· Determine skills beforehand
	· Survey information for skills

	· No partnership
	· Establish a collaborative partnership
	· Incorporate a partnership

	· Economy changes the business
	· Provide alternatives to economy changes
	· Business knowledge and skills

	· Suppliers contact the camp
	· Camp owners contact suppliers
	· No store rules established

	· Membership to national organizations
	· Discount for National organization
	· Determining organ. members

	
	
	

	· Observation:
	
	

	· Information not easily assessable
	· Information readily assessable
	· Inform guest of camp decisions

	· Decisions driven by needs & capability
	· Decisions driven by vision
	· Keep decisions in line with goals

	· Advertise for guests entertainment
	· Capitalize on unchanging location
	· Use location as a tool for growth

	· Unexpected events driving the output
	· Uninterrupted completion of goals
	· Focus on goals and vision

	
	
	

	· Survey:
	
	

	· Information not gathered regularly
	· Information logged daily/ data driven
	· Critical issues are not addressed

	· Alternate solutions not hypothesized
	· Develop alternate solutions
	· Hypothesize solutions 

	· Formal communication to community 
	· Community has little input
	· Develop report with community

	
	
	

	Management Systems
	
	

	· Interview:
	
	

	· No formal performance appraisals
	· A time/team established for appraisals
	· Develop a performance team

	· Cash flow is not established
	· Determine projected needed cash flow
	· Finding alternates for cash flow

	· Shocked by unexpected expenses
	· Focus on alternate income 
	· Make the “unexpected” secondary

	· No real knowledge profit areas
	· Analyze where profits come from
	· Record profit and loss area

	
	
	

	· Observation:
	
	

	· No focus on results
	· Focus on results
	· Building blocks towards future

	· Results not determined for value
	· Results must be of measurable value
	· Measuring investment return

	· Managers not delegating
	· Delegate responsibilities
	· Surveying for qualified employee

	
	
	

	· Survey:
	
	

	· Priorities are determined as reactions
	· Priorities established according to goals
	· Responding from the vision

	· Making decisions without surveys
	· Surveys issued before guests leave camp
	· Growth is in repeat business

	· Solve problems w/o involving guests
	· Involve guests in problem decisions
	· Lost value of guest opinions

	· Mission statement subject to change
	· Establish all purpose mission statement
	· Objectives must be understood

	· No assessment of performance/results
	· Assess performance vs results regularly
	· No data for positive or negative

	
	
	

	Physical and Technical Systems
	
	

	· Interview:
	
	

	· Equipment is loaned out
	· Equipment logged as to location/whom
	· Bush hog never returned

	
	
	

	· Observation:
	
	

	· Equipment ergonomics not considered 
	· Equipment ergonomics determined
	· Potential danger issues 

	· Maintenance of equipment prn
	· Equipment maintenance logged/cost/time
	· Misplaced equipment

	
	
	

	Human and Social Systems
	
	

	· Interview:
	
	

	· Immediate reward/incentive system
	· Long-term reward/incentive system
	· Repeat camping guests

	
	
	

	· Observation:
	
	

	· Lack of redeployment
	· Effective redeployment
	· Overlooking deployment hazards

	· Guests feedback not rewarded
	· Value guest feedback
	· Involve community for rewards

	
	
	

	· Survey:
	
	

	· No record of error rate
	· Errors recorded for future decisions
	· Establish an “error” team

	· Team efforts and limited knowledge
	· SME’s need to be consulted regularly
	· SME’s are seldom contacted


Appendix B1
The following interviews, observations and surveys were given with 

permission by the owner, the investor, the managers, the camping guests.

(a) Verbal interview questions to Owners and Investor:

1. On a scale of one to 10 how would you rate your knowledge of the campground industry before buying the business?

2. Does the day to day business require you to focus on the “now” or the “future?”

3. Are your major decisions yours, or do you contact experienced owners for suggestions or answers?

4. Do you qualify your non-paid employees as to skill qualifications or do you accept any volunteers verbal statement of knowledge?

5. Have you ever considered a partnership for your business?

6. Do you have plans for the campground if the economy should change?

7. Do you rely on vendors contacting you for supplies, or do you research which vendors in the area might better service your needs?

8. Do you belong to a national campground organization?
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(b) Interview questions to Management:
1. Is there a team established for activities assessment?

2. Is there a time established to record and discuss the results of activities assessment?

3. Do you have an established budget for liquid cash?

4. Do unexpected expenditures “shock” you? 

5. Do you have an established time to analyze where the “true” profit area come from?

6. Is the equipment loaned to inexperienced users? 

7. Do you keep a written record as to where each piece of equipment is at the time?

8. Do you have incentives/rewards in place to draw repeat business?
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(c) Observation of campground area and day to day managerial activities:

1. Is information easily assessable regarding rules and regulations of the campground?

2. Is there information available as to special events? What? Where? When?

3. Because of the 97 acre facility,  is there a means of transportation available to campers for special events?

4. Are the decisions driven by the “vision?” the “campers?” “needs?” “capabilities?”

5. Do advertisements for the campground focus on assets such as the popular lake or is the focus more contained?

6. Do unexpected events drive the output or is there an uninterrupted focus on the goals for the campground?

7. How much value is placed on the results of an event? And are the results recorded anywhere?

8. Do managers delegate responsibilities, or are managers doing most of the work themselves?

9. Is the equipment ergonomically sound for users?

10. Is the maintenance of the equipment on an as needed basis or are records maintained to log equipment usage, repair, and time in operation?

11. Is deployment of labor hazardous to the recipient?

12. Are guests rewarded for valued suggestions for the campground?
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(d) Survey questions directed to owners and campground guests

1. Is information recorded daily as to unexpected events, activity participation, and campground registration?

2. Is there any provision for alternate solutions to “cancelled” entertainment? 

3. Is there any provision/recovery for “no shows” because of rain or other non-planned circumstances?

4. Have any formal invitations been extended to the community and surrounding businesses?

5. Is each day’s priority directed because of a reaction to the unexpected, or is each day’s priority accomplished because of focus on the mission, vision, and goals?

6. Are the camping guests given an optional survey sheet to indicate satisfaction, suggestions?

7. Are camping guests given the opportunity to participate with solving campground problems?

8. Is the campground mission subject to change?

9. Is there any assessment of performance versus results on a regular basis?

10. Is there any record of error rate?

11. Are SME’s consulted regularly as to camp statistics and asked for advice?
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Gap Analysis and Requirements to close the Gap

	Organizational Systems   
	Gap
	Requirement


	
	marketplace knowledge
	personal visits to veteran operational facilities

	
	reciprocal information to be rewarding
	“barter” system

	
	capitalize on an unchanging location.
	Directions and interest activities should easily be obtained

	
	focus on the future
	Maintaining emotional balance

	
	Before going to consulting firms
	look internally for guidance and suggestions.

	
	partnership to require a written history
	incorporate a partnership.  

	
	Deploy business knowledge and skills
	develop recourse

	
	brochure or flyer needs to readily accessible
	Keeping guests involved with future development

	
	is easy to slide away from the original objectives
	keep all decisions in line with the original objectives.

	
	skills need to be determined before allowing a volunteer or a paid employee to manage a task
	survey to be offered

	
	needs to be a set of guidelines to follow,
	only management can make the decision to purchase.

	
	member is to be given a 10% discount for each nights stay
	management should be making the decision to join or not to join

	
	Critical issues are not being addressed
	.Solutions should be data driven

	

	Management Systems

	Gap
	Requirement

	
	Performance is not being appraised
	A team must be established to appraise

	
	Records for establishing profit and loss areas need to be analyzed.
	designate specific individuals to uncover and record profit and loss areas

	
	finding alternate means of generating fixed income
	A team must be established

	
	of “being shocked” or “thrown off balance”
	use the unexpected as a building block



	
	focusing on the results of the campground
	results must be of measurable value

	
	30% growth is needed
	a sense of ownership needs to be recognized by the camping guests

	

	Physical and Technical Systems

	Gap
	Requirement

	
	purchase of physical and technical equipment and tools is a result of need,
	Keep a log of each piece of equipment

	
	Taking the time to create a journal of equipment
	control unnecessary expenditures

	

	Human and Social Systems

	Gap
	Requirement

	
	Long term rewards
	Rewards must be established

	
	asked to state their opinion
	Rewards should involve community

	
	Error teams are created
	Establishing an error team

	
	Subject Matter Experts should be consulted regularly
	Requiring the skills of a SME
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	Gap analysis data for Campground Performance Improvement


	Deficiency:

	
	Areas of Performance: Organizational, Management, Technical, Human Resources


	

	Key Outputs  & Measures: Describes what is produced from doing the job tasks and identifies key performance measures of each output.


	Key Output  & Measures
	Key Tasks
	Responsibility
	Typical Performance Gaps
	Probable Gap Cause(s)
	dE = Environment

dK = Knowledge/skill
d I = Individual

 attribute of value

Responsibility
1= Owner

2 = Management

3 = Employees 

4 = Campground Guests


	
	
	
	1
	2
	3
	4
	
	
	

	
	O Develop knowledge -Personal visits –

Barter system –

Obtainable directions –

Emotional balance –

Develop Recourse –

Objectives decisions –

Consider discounts –

Record critical issues -
M Profit/loss record -
Performance appraisal -
Generate fixed income -
Results of balance –

Value of campground –

% of growth 

T Equipment log –

Purchases -
H Results of rewards –

# of community events –

Results of errors –

SME contacts & results -

	O Consult operations -

Personal visits –

Barter intelligently  -

Brochure results –

Achieved objectives –

Alternate income –

Focus on now –

Promotional discount -

Record everything –

M Records team –

Annual appraisal –

Generate fixed income -
Promote stability –

Develop guest value –

Record growth & why -
T Journal all equip –

Journal all purchases-
H Develop team –

Record all events – 

Record & analyze errors-
Meet with SME’s
	√

√
√

√

√

√

√

√

√
	√
√
√
√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√
	√

√

√

√

√

√

√

√

√
	√

√

√


	O Camp knowledge -

Reciprocal rewards  -

Focus on future –

Partnerships –

Business skills –

Focus on objectives – 

Establish guidelines –

Critical Issues – 

Budgeting –

M Profit/loss records –

Performance appraisal –

Alternate income –

Being shocked –

No result focus –

Knowing growth % -
T Need purchases –

Equipment journal -
H Long term reward –

Camper opinions –

No Error team –

SME consultación -


	O Lack of time –

Lack of knowledge –

Focus on now –

With whom? –

Lack of knowledge –

Focus on unexpected –

Lack of how? –

Address later –

Record all expenses -
M Lack of time –

Lack of time –

Focus on now -
Focus on objectives –

Focus on now -
Lack of time –
T Buy determination –

Lack of time –
H Communication –

Not understood – 

Lack of time –
Value of experience -

	dK

dK

dK

dK

dK

dE

dK

dK

dE

dE

d I

d I

dE

dE dE dE

dE dE

d I

d I
d I
d I

	

	Key Tasks: Describes the key activities needed to produce the outputs
	
	
	
	
	
	
	
	
	
	


Appendix D  Intervention Analysis Matrix
	Possible Solutions
	Time
	Environmental Consideration
	Organizational Change
	Space Equipment Requirements
	Cost
	Benefit & Loss

Individuals
	Benefit & Loss

Organization

	39Organizational
	
	
	
	
	
	
	

	Consult operations
	+
	+
	+
	+
	-
	+
	+

	Personal visits –
	-
	+
	+
	+
	-
	+
	+

	Barter intelligently  
	+
	+
	+
	+
	+
	+
	+

	Brochure results –


	+
	+
	+
	+
	-
	+
	+

	Achieved objectives –


	+
	+
	+
	+
	-
	+
	+

	Alternate income –


	+
	+
	+
	+
	-
	+
	+

	Focus on now –


	+
	+
	+
	+
	+
	+
	+

	Promotional discount -


	+
	+
	+
	+
	-
	-
	-

	Record everything –


	+
	+
	+
	+
	+
	+
	+

	Management
	
	
	
	
	
	
	

	M Records team –
	+
	+
	+
	+
	-
	+
	+

	Annual appraisal –
	-
	-
	-
	+
	+
	+
	+

	Generate fixed income
	+
	+
	+
	+
	-
	+
	+

	Promote stability –
	+
	+
	-
	+
	+
	+
	+

	Develop guest value –
	-
	-
	-
	+
	-
	+
	+

	Record growth & why -
	-
	-
	-
	-
	-
	+
	+

	Technical
	
	
	
	
	
	
	

	T Journal all equip –
	-
	-
	+
	+
	+
	+
	+

	Journal all purchases-
	-
	+
	+
	+
	+
	+
	+

	Human Resources
	
	
	
	
	
	
	

	H Develop team –
	-
	+
	+
	-
	-
	+
	+

	Record all events – 
	-
	-
	-
	-
	-
	+
	+

	Record & analyze errors-
	+
	-
	-
	-
	+
	+
	+

	Meet with SME’s
	-
	-
	-
	+
	-
	+
	+
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Questions to ask owners and investors of similar campground facilities: Leave questions as a courtesy with owner.
1. How long have you been in business?

2. What is your season?

3. How many acres does your facility include?

4. Do you expect to expand the facility with more sites or a new venture?

5. Does your facility require additional income to maintain the facility or is the facility self-supportive?

6. How many fully serviceable sites do you have?

7. What is your rate per night?

8. How many individuals does the per night stay include?

9. Is there a check-out time?

10. What are your most popular days?

11. Is the weekly income of any consequence?

12. How do you compare the outlay of cost for entertainment equipment such as mopeds and paddleboats to the required maintenance and repair? Secondly, do you find these devices important to the camping guests?

13. Who do you contract with for pool supplies?

14. Who are some of your vendors for camp supplies?

15. Have you been contacted by a time-share team from Chicago or other?

16. If you have been contacted by a time-share team, what is your thinking?

Thank you for allowing us to take your time and visit your facility.

 Please feel free to visit our facility at any time.
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Knowing the Competition

	Competitive Factor
	Competitor 

A
(Current Competitors)
	Competitor 
B
(Potential Competitors)
	Competitor 

C
(Offering Substitute Services)

	A: Organizational:
	 
	 
	 

	 
Reputation/Image 
	 
	 
	 

	 
Partnerships/Alliances 
	 
	 
	 

	 
Location 
	 
	 
	 

	 
Other … 
	 
	 
	 

	B: Management:
	 
	 
	 

	 
Quality of Staff 
	 
	 
	 

	 
Funding Sources 
	 
	 
	 

	 
Quality of Facilities 
	 
	 
	 

	 
Other … 
	 
	 
	 

	C:Technical:
	 
	 
	 

	 
Advertising/Promotional Strategies 
	 
	 
	 

	 
Customer Service 
	 
	 
	 

	 
Availability/Convenience 
	 
	 
	 

	 
Price 
	 
	 
	 

	 
Other … 
	 
	 
	 

	D: Human Resources:
	 
	 
	 

	 
Uniqueness of Service/Program 
	 
	 
	 

	 
Quality of Services 
	 
	 
	 

	 
New Program/Service 
	 
	 
	 

	 
Other …. 
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Survey for alignment of responsibilities with growing campground needs:

	Question
	Yes
	No
	Because

	1. Do you like being a volunteer/employee?
	
	
	

	2. Do you feel you are performing to expectation?
	
	
	

	3. Do you feel your opinion is valued?
	
	
	

	4. Is your task explained clearly?
	
	
	

	5. Do you know the vision, the mission the values of the camp?
	
	
	

	6. Are you given clear guidance about your expected skill?
	
	
	

	7. Are you given an exact time-line to finish your task?
	
	
	

	8. Would you like to choose more tasks?
	
	
	

	

	9. What are your skills?
	Write skills here:

	10. What talents would you like to share?
	Write talents here:


Thank you for participating in this survey.
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Performance Strategies at each of the four levels of performance
ORGANIZATIONAL
	WHAT
	WHEN
	WHERE 
	HOW
	BY WHOM

	Twenty sites 50’ X 100’ sold
	Ready by second season
	Campground south side
	Barter
	Owner and management

	DNR lake will be stocked
	Ending of the first season
	Campground facility southeast section
	State of MN  and gravel barter
	Owner and management

	10 piece ½ acre “jungle-gym” playground
	Jan 15 through September 16 first season
	Campground
	Barter with lumber company
	Owner and management

	4 new activity pieces of equipment
	Each year for three years
	Campground
	Barter with lumber company
	Owner and management

	On-going inside paneling for three years
	Each year for three years
	Campground
	Barter with lumber company
	Owner and management

	20’ pool deck surround
	Finished by Sept first season
	Campground
	Barter with lumber company
	Owner and management

	Additional decking
	Each year for three years
	Campground
	Barter with lumber company
	Owner and management

	Second brochures
	November of second season

	Remote location
	Barter with printing company
	Owner and management

	Discount for RV members
	Begin promotions at Feb conventions
	Remote location
	Card of evidence
	Owner and management

	Additional 5% discount to guests
	Continue to close of season Sept 15
	Remote and campground
	For booking 50 sites on a non Holiday
	Management

	Visit off-season other facilities 
	Journal designed by March 15.
	Three prominent camping facilities
	within a five state area
	Management teams analyze each year weighed by the owner and investor

	Monthly in-season meetings 2 hours
	“if” / “then” statement to be signed.
	Campground
	Surveys / Contracts
	Owners and Management

	Banners
	in place May 15 of every new season
	Campground
	Vision and mission statement visible
	All stakeholders “result” is reinforcing the vision


MANAGEMENT

	WHAT
	WHEN
	WHERE 
	HOW
	BY WHOM

	Review all records
	October 1 of each year
	Remote location
	Team records are measured
	Management team

	Design projected fixed income
	Jan through March (before each season)
	3 beds of gravel from campground
	paid upon receipt to campground facility owner
	Contract with MN highway

	Review the annual appraisals formative evaluation followed by summative measures
	October 1 of each year
	Remote location
	Two day conference
	Management team and employees

	Formative review of responsibilities
	May 14, one day before opening
	Campground
	Evaluations of responsibilities/ practice new skills
	Management teams, employees and volunteers

	Recording of campground activities


	May 14 of each year and continue through Sept 16 of each year
	Remote location
	Records of positive and negative
	Review by owners and management October 1.


PHYSICAL AND TECHNICAL

	WHAT
	WHEN
	WHERE 
	HOW
	BY WHOM

	Excel Journals for equipment location - where, when, why, and when expected back/ what condition
	Printed daily beginning the 1st day of May and continue until the 1st day of October of each year.
	Campground facility
	Amortization purposes
	Management team

	Excel journal all purchases
	May 1 of each year through Oct 1 of each year.
	Campground facility
	List daily all new/ and previous purchases
	Management team

	Analysis of all expenditures
	First week of October of every year
	Remote location
	Accumulative expenditures recorded
	Management team


HUMAN AND SOCIAL

	WHAT
	WHEN
	WHERE 
	HOW
	BY WHOM

	Rewards
	Determine rewards by April 15 prior to a May 15 opening
	Remote location
	Example: Free week-end for returning visits to the same campground facility
	Owners, managers and employees

	Rewards
	Mid week during May 15 – Sept 15 season.
	Example: “Staying over the week-end rewards you and your camping family a free Wednesday evening cruise on a designated lake.” 


	Include community events
	Owners, managers and employees

	Meetings
	Monday mornings, breakfast 7:30 AM,  each week during the camping season
	Campground facility
	Catered by local restaurant. Organized by owner
	SME’s, the owners and management

	Employees and volunteers are asked to complete a survey
	May 1 through September 16 of each year
	Campground facility
	Uncover skills and talents
	One member of management
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· Risk Analysis

· Projected Gains in Performance

· Implementation Costs and Needs

	Priorities
LAKE
	Risk
	Implementation Needs
	Implementation Cost
	Projected Gains

	● Develop 3 acre lake

●Stock lake

●Landscape lake

●Beautification and preservation


	●  Owner negotiations  

● Liability 

● No fishing

● No boating

● No bathing

● No swimming

	● Roads opened to haul gravel trucks in and out

● Removal of gravel

● Water level allow to rise

● Grading on side 

● Planting of vegetation around the lake to nourish fish


	● DNR structured

● Contracts are needed for new lot owners which include a liability clause disallowing any risk factor, or any recreational device or sport of any sort on, in or within 20 feet of the lake


	● 100% desirability to locate lots around lake

	Priorities
LOTS
	Risk
	Implementation Needs
	Implementation Cost
	Projected Gains

	● Each site 50 X 100 foot in size 

● Each site amenities include sewer tank, water, electric, trash removal


	● Actual sell of lots

● Contracting in some measure for needed fulfillment of plans
	● Roads

● Privacy

● Electrical needs

● Tax needs

● Land perk

● Site protection

●Sanitation need
	● Barter “Ditch Witch”

● Barter plastic water pipe

● Barter in ground septic tanks

● Barter Sanitation needs

● Barter Security 


	● 100% sale of lots

● 100% measure of increased motivation

● 100% measure of increased stability

	Priorities
PLAY SETS
	Risk
	Implementation Needs
	Implementation Cost
	Projected Gains

	● Initial equipment includes a complete jungle gym 

● Built of Tamarack wood

● Security measures tested

● Earth below of shavings
	● Involving more than original designer

● Finishing on time

● Volunteer liability

● Clean-up volunteers to ascertain no left nail or other dangerous debris
	● Test each device for stability

● Test each device for weigh and sway

● Wood from Lumber company

● Example: The swings are made from 40 foot trees buried 10 feet in the ground and the seats are from tires to minimize metal or wooden damage to an individual.  


	● Barter and volunteers

● Time

● Organization
	● 100% increase in measurability of the equipment is based on usage X child  X number of days booked at the campground, weather permitting



	Priorities
MEETINGS
	Risk
	Implementation Needs
	Implementation Cost
	Projected Gains

	● Meetings with owner, management, employed, campground guests (SME)
	● Attendance to remain high whether mid-week, after season, or early AM. 

● Meetings to maintain value

● Meetings to stay focused on goals


	● Surveys

● Observation

● Interviews
	● Minimal cost, food provided strictly as a social gathering asset to promote good will.

● Time taken from other duties
	● 100% increase in knowledge, skills and performance information, 

● 100% (Refer to Appendix C1) concurrence deficiencies are being met

● Value of promotional communication = 100% of growth in stability and emotional balance during unexpected changes

	Priorities
RECORDS
	Risk
	Implementation Needs
	Implementation Cost
	Projected Gains

	● It is imperative a daily journal include information for the following subject matters:

 -Expenses 

 -Maintenance

 -Loss

 -Usage

 -Entertainment         evaluation

	● Barter “Ditch Witch”

● Barter plastic water pipe

● Barter in ground septic tanks

● Barter Sanitation needs

● Barter Security 

 ● Barter plastic water pipe

● There is risk in not keeping a journal. The cost to replace any item is tripled because of time and money and depreciation.
	● Journals

● Computer

● Time

● Paper / Ink
	● Books X 5 X 4 = 20.00

● Computer 700

● Supplies 50
	● 100% gain knowledge of where items are needed to be purchased

● 100% gain in value of items


Appendix E1

Feasibility Decision Matrix

*Risk descriptors vary from low to high depending on the (value of the consideration)  NOT on risk taken or projected
** Weight assignments are made in consultation with investor, owners, managers, employees, and guests

· Weight of the risk. Weight (how many stakeholders are involved) 


Few =1 = investor, or, investor and owner


Moderate = 5 = owner and management, or management and employees


High = 10 = all stakeholders


	Consideration

(estimated or projected)
	Risk (R) * = (Value)
	Weight (W)**

(1 to 10)

# of Stakeholders
	Risk

Index (I)

	1.      Projected return on investment (ROI) cost 


	Low = 1

Moderate = 2

High = 3
	Few = 1

Moderate = 5

Many = 10
	I = (3 X 10) = 30

	2.      Projected return on lots sold 
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (3 X 10) = 30

	3.       Projected return on lake development
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (3 X 10) = 30

	4.      Projected return on playground investment
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (2 X 5) = 10



	5.      Value of regular meeting with stakeholders
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (3 X 10) = 30

	6.       Value of detailed record keeping
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (3 X 5) = 15

	7.      Value of return on Rewards
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I =(2 X 1) = 2

	8.       Value of Surveys
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (2 X 5) = 10

	9. Value of attending conferences
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (1 X 5) = 5

	10. Value of personal visits to other sites
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (1 X 5) = 5

	11. Barriers to implementation
	Low = 1

Moderate = 2

High = 3
	Low = 1

Moderate = 5

High = 10
	I = (1 X 10) = 10
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Appendix F

	Formative

	Performance Analysis
	Cause Analysis
	Selection and Design of Interventions

	· On-going instruments of surveys, interviews, and observations lead owners to the understanding expanding the business is a necessity towards maintaining a solid state of income.

· Contracts are drawn up and commitments are signed by the campground guests to participate in a part ownership of the facility
	· Lack of campground investment business is probably the largest cause of the gap.

· However, if the business had begun with ownership, the pre-sale of development would have really been hard.

· Focusing on the situations at hand has been an initial problem. 

· Losing site of the objectives loses alignment for everyone


	· All stakeholders need to be involved in decision making for the goals of the facility.

· Responsibilities are to be distributed between several teams of management, employees, and volunteers.

· Records must be kept to determine the accuracy of  growth and the true expenditures along the way

	Summative

	Immediate Reaction
	Immediate Competence

	· Positive indications are shown for organizational priorities for the next three seasons to be completely mortgage free while maintaining the original objectives.

· Reflecting on all aspects of the first season gives positive reasoning to continue as planned for the sale and development of 25 lots and the development of a lake.

· There is overwhelming response to the purchase of the campground lots.

· Seeking the opinions of key stakeholders to gauge their satisfaction with the progress to date, and identifying concerns for development has proven to be the greatest marketing strategy for advancement.


	· Persuasion to purchase a lot comes from alignment with and acceptance by the future owners with the overall objectives of the campground.

· Business knowledge has quadrupled through understanding how to apply organizational skills and guide others to take positive action in an ever changing environment. 

· Obtaining information and identifying key personality traits and interests to utilize campground guests’ talents and skills is a positive requirement towards achieving the businesses long-range vision.

 

	Confirmative

	Continuing Competence 


	Continuing Effectiveness (organizational impact)
	Return on Investment

	· There is a need for the long-term intervention of lot acquisition and lake development.

· All stakeholders need to be informed of any and all changes positive or otherwise to maintain motivation.

· Stakeholders need to know if the funding is there for the suggested improvements.
	· Reporting all findings to stakeholders with suggested recommendation is similar to owning a stock. The fact stakeholders are informed and vote does not necessarily mean action will be determined upon a single vote. 

· Collecting and analyzing suggestions, then collating the materials into subject matter, gives a strong indication of where and how stakeholders are receiving and accepting changes. 
	· Stakeholders are interested first and foremost as to return on their investment.

· Careful presentation of cost such as: pulling a rig every week-end = time and gas $. Rentals for every weekend with full services = 200 dollars per rig per week-end X 4 week-ends a month X 4 months = 3,600.  (the price of your own lot for as long as one wishes to own the land)

· Definitely a return on investment.

· The overall owner’s investment is based on the development of land, a vision coming to fruition.



	Validation

	Lessons Learned

	· Focus only on results. Campground ownership needs to always be very clear as to the plans for the campground maximizing the importance of alignment. Unexpected events will happen in any day, in any business. It is the 

· Week-day occupancy is not the answer to mortgage pay-off

· Joining other organizations will not increase campground occupancy

· Playground equipment has little if any value to this particular facility

· Involving all stakeholders in regular meetings is vital to growth and stability of the business. The impact of organizational culture cannot be ignored. Focus on the relationships between the campground guests, all levels of management and merge the two.

· Utilize the talents and training of campground guests. 

· Accurate and complete record keeping should be maintained by several management/employee teams. Record keeping is a huge responsibility. However, there is no other way to accurately access the details necessary for growth. Splitting the tasks will minimize the chore.

· Always have a back-up plan

· Never sacrifice the overall goals and objectives and mission







Appendix E 3                                  Feasitility Decision Line Graph
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