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1. | NTR

This report has been prepared for Travel Keewatin and the
Depart ment of Econom ¢ Development and Tourism of the
Government of the Northwest Territories.

This reflects the second of a two-part process ained at
strengthening and rejuvenating the tourism industry of the
Keewatin region. The industry faces mgjor dilemmas in sus-
taining” its base and allocating and optimzing its resour-
ces. Furthernore it has recognized that the amount of firan-
cial resources and subsidies traditionally sourced from gov-
ernnent and governnent—-funded agencies nay no |longer be
available, as restraint affects public prograns on which
industry has relied heavily.

This has provoked an urgent need to re-—evaluate and redefine
the medium term product and market devel opnent strategies of
the region. This was undertaken in two distinct phases.

PHASE |

In the first phase of reassessnent, the region’s industry
strengths and weaknesses were analyzed and eval uated.

The final report of the first phase "Strategic Exam nation
." stated that “This [process] is particularly tinely,
since significant changes in political, public policy and
private sector circunstances- have occurred and more are
f oreseen. Maj or inpacts on "all forms of resources are
anti ci pat ed, ranging from infrastructure developnent to
financial and human resources. Thus,there is an urgent need
to strategically plan future direction, buffer potentially
negative conditions and naxinmze the effectiveness and

efficiency of all resources and devel opnent initiatives,”

The feasibility of sustaining the existing industry base and
expanding tourismin the Keewatin region was evaluated and
strategic guidelines established — to provide the background

and framework for specific initiatives proposed for the
medi um term

A conprehensi ve review included:
infrastructure, plant and product devel opnent,
human resource issues,
market development,
roles and responsibilities,
management practices and
organizati.onal relationships.




PHASE 11

The second stage is the work or action plan resulting from
the exami nation and evaluation. The planning reflects a
fundanmental change in industry development philosophy from
accel erated, inefficient, not self-sustainable, ineffective

devel opment to a re-orientation “back to basics”.

One of the key conclusions reached during the strategic
exam nation of past performance and docunented in the first
report:" A Strategic Exam nation of Tourism Devel opment in

the Keewatin, Northwest Territories” = was pivotal to the
pl anni ng approach. The tourisi industry developnent, todate

is not self—-sustainable in the Keewatin Wth current
practices.

Until now, all aspects of tourism sector building in the
Keewatin has been totally dependent on government funding,
highly ambitious, and the development processes i npl emented

in a highly fragnented fashion.

The major shifts in planning approach have therefore been to
focus on strong integration, consolidating and optimzing
resources, focusing on and enhancing strengths, reducing
weaknesses and highly cooperative inplenentation.

As an action plan, activities are specified for the Keewatin
tourism industry over the next eighteen nonths to three
years. These activities are framed in progranms supporting
the strategic framework or guidelines established in the
first phase. General ly, successful delivery of the various
activities is dependent on and the primary responsibility of
i ndustry. The provision of assistance and facilitation is
the primary responsibility of the governnent.

The resulting action plans are to reflect the consensus of
government and industry to the highest degree possible.

The project comittee convened in neetings and conprised
representatives from the Keewatin tourism industry, Travel

Keewatin (the region’s tourism industry association), the
Government of the Northwest territories (Departnment of
Economi ¢ Devel opment and Tourism) and a consultant from
Briar International Business Resources Inc. Establishnent of

this committee was to facilitate the processes required to

conplete the project as it usually proves a good model for
consortia work.

This Process 1s a renewal of support and commtnents to the
Keewatin tourism industry, by both the tourism industry
itself and the Government of the Northwest Territories.




1.1 TERMS QF REFERENCE.

The terns of reference for the assignment conprised the
following distinctive objectives and tasks, for the

devel opment of an action plan for tourism developnment in the
Keewatin region. ‘

a) Consultations with governnent and industry regarding
the contents and inpacts of Phase 1I;

b) A planning workshop in Rankin Inlet, conprising
government and industry representatives;

c) An action plan based on the workshop results, which
det er m nes:

1) specific results and inpacts to be achieved;
2) priorities determned for product and infra-

structure devel opnent, inprovenment and upgrading;
3) priorities determned for narket devel opnent;
4) agreenents, conm t nent s, activities, specific

tasks to be executed,

5) agreed roles and responsibilities of governnent
and industry in conpleting each task;

6) resources commtted to delivering results, such
as human, time and financial;

7) source of resources (industry or contributions
agr eenment s) ;

8) nethodol ogi es, techniques or processes; and,

9) timeframes. —

This paper also incorporates recommendations of the con-
sultant. It functions as a work plan which outlines init-
iatives to be undertaken immediately and in the short term

and supports the strategic changes needed for the Keewatin
tourism industry’s continuing progress.

Aswith the first phase, this phase does not include detail-
ed sectoral exam nation of economic and investnent opportun-
ities. This planning will directly serve the immediate needs
of the +tourism industry of the Keewatin region, the tourism
zone association: Travel Keewatin, the Government of the
Northwest Territories and organizations and agencies Who are
a potential source of funding.-
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2.0 BACKGROUND

The econony of the Keewatin is sinple, conprised of very few

sectors. As is the case with the rest of the NWT, its
predoni nantly resource-based econony is supplenented by
governnment and a sizeable service sector. There are few

earning options and few industrial alternatives. This makes
tourism relatively nore significant to the region’ s econony.

The tourism industry has become an important economic sector
of the Keewatin and has achieved significant positive
results and long—term benefits for the region’s residents.
Its development history 1is- very short, evolving to its
present conposition only within the last 5 years.

Looking back, this young industry has much to be proud of:

a new industry has been developed in the region,
enpl oynent is higher throughout the region,

- income of the region is higher, as a direct
consequence of this new source of “foreign” revenues,
- there is a legacy of long-term benefits in the

establi shnent of public and private infrastructure and
facilities, and
- quality of life is enhanced.

There have been many sigx;ificant catal ysts” which have
conbined to produce very fast growh in the industry:

— a communi ty-based tourism strategy;

m | estone strategic planning of devel opnent  and
marketing for the region in the md 1980 s;
- strong entrepreneurial support anong Keewatin Private
sector to diversify the regional econony with tourism
- strong and effective political support for tourism
devel opnent in the region;

- large investnents in capital, infrastructure and
facilities devel opment by governnent;
- large i nvestnents by gover nment in mar ket

devel oprent ;

- major contributions and assistance prograns through
t he Econom c Devel opment Agreenent (NWT-Canada);

- powerful | eadership, effective |obbying, innovative
programm ng, creative marketing and steadfast determ n-
ation of the regional tourism zone association: Travel
Keewatin; and

— new, i ncrenent al investnents and participation in
this new industry by the residents of the Keewatin.
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The Keewatin tourism industry has undergone trenendous and
obvious changes in these five years. Devel opnment has essen-
tially remained the product of a few nmenbers of the private
sector who have recognized the potential econom c benefits
for the region’s popul ation.

This core anobng the Keewatin private sector has aggressively
and innovatively pursued growth, denonstrating strong |ead-
ership and taking advantage of opportunities to the nmaximm
extent possi bl e.

However the nmonentum of continuing rapid growth has dissip-
ated. Most of the catalysts described above no |onger exist,
or are so modified as to provide little sustainnent.

In fact, the absence of nost of the catalysts and renoval/

reduction of other sources of outside assistance, now
threaten the basic foundation of the industry. The industry
is now seeking to buffer and reduce negative inpacts caused
by changing circunstances and to elimnate weaknesses.

Additional factors affecting the performance of the region
are the increasingly constricted resources in all forns,

severe limtations in project delivery and hunman resource
short-falls. Also, beyond the enthusiastic small core of
participants in the industry, - tourism has not attracted a
| arge nunber of | ocal popul ation involvenent and benefits

have not been truly distributed throughout the comunities
of the region.

These remain major issues and-objectives to fulfill through-
out the nedium and long terns. However, the nobst pressing
issues involve the stabilizing of the existing tourismin-
dustry, the protection of current investnents in the region
and the establishnment of a strong foundation for renewal in
the nmedium term (about 3-5 years).

In the long term consolidation should lead to additional

substantial progress, infrastructure and plant devel opnent,

health, prosperity and ultimately industry self-sufficiency
in the long term

Both the Keewatin tourism industry and the Governnent of the
NWT (GNWT) have recognized the inportance and positive
results which wll be produced by strategic adjustnment to
the region’s various project plans at this tine.

The future business conditions and prospects for government
financing are expected to change to a much less positive
environment for development of the industry. Therefore, this
action plan assunes a very restricted Ilevel of external,
public resources which the industry could tap.
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Immediately and over the next five years, industry will

change to reflect more fiscal restraint, enhance its compet-
itiveness and give greater priority to developing its human
resources. Priorities which are determined refl ect programs,
projects and activities which are achievable with the cur-
rent |level of human, tinme and financial resources.

Attention to these priorities is crucial in order for the
Keewatin region to turn-around and ultinmately prosper in an
increasingly conplex tourism marketplace. Wthout strong

restraint, significant hardship may be inflicted on the
region’s tourism econony in general and the individual oper-
ators and enployees in particular. Continuing wth past

practices is not only inappropriate but would ultimately
lead to the collapse of the industry.

I nportant considerations will be filling in the product gaps
and the undertaking of initiatives which enhance existing
i ndustry base, elimnate inbalances in the supply or demand
sides, inprove the region's conpetitiveness and price stab-
ility in tourism markets and produce healthy net results-
net revenues for the region. These concerns wll continue to
have to have a bearing on future progress and perfornance.

Together with the G\, ina new spirit of strong cooper-
ation, the industry is striving to restore progress and
positive evolution. Gowth objectives nust be sustainable.
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3.0 INDUSTRY FPROFILE

The Keewatin tourism region in the mnmddle of the NWT, is
described as part of the “’ eastern Arctic”, flanking the
Hudson Bay. This region is one of six “zones” definedby the
GhWI for public admini strative purposes.

It conprises seven snall to nmediumsized communi ties ( in NWT
context ) , on the shores of the Hudson Bay except for the
“inland” community of Baker Lake.

Visitor accommpbdation is limited in all communitio .s with
the 1 argest capacity in Rankin Inlet ( the regi ona 1 centre ).
The rest of the regionis wlderness and uni nhabited.Two
international-class f ishing lodges, a naturalist 1 edge and
some f ishing and hunting outpost camps operate in season.

The type and availability of accommodation facilities and
transportation services determned the sty le of visi tation
until the introduction of outfitter and guide traini ng
prograns in the past few years. Services are sti 11 genera 1lly
limted and need further support for expansion.

The industry 1is represented collectively through Travel
Keewatin, the association of the Keewatin Tourism Zone.

Unti l recent 1y, all tourism facilities and services were
generally provided on demand in response to visitation and
sold on an individual basis. Wthin the last three years,
agreenments have been struck with nmmjor tour operators wth
maj or success in “developing “ package tours into the region.
These have ranged from cruises to rail tours (now discontin-
ued) and air special interest tours. Government and industry
have had to commt to new and additional costs as part of
and in support of these agreenents.

The tourism product profile of the region is limted. 1t
essentially conprises four market categories:

a) Non-consunptive outdoors

b) Consunptive outdoors

c) Culture/history, general touring
d) Business travel

The nunber of operators and  enterprises delivering these
products is few and not all c-onmunities of the region offer
touri sm services (by choice).
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3.1 NON-CONSUMPTIVE OUTDOORS CATEGORY /A@,«,AJZL

- the entire region is donminated by this category, thus
offering the |argest nunber of potential‘y{éitors;

- strong assets include unlimited pristine scenery;
abundant outdoors opportunities; orld-class game
sanctuary, the Thelon; two Heritage Rivers,
the Kazan and the Thelon; MarbTle sland; plentiful
exotic wldlife;

.- linmted accomodation in the regionpromotes"self-

sufficient” travel ers such as canpers, canoei sts,
trekking and hiking enthusiasts, naturalists, field
scientists (biologists, ”"-geologists, anthropologists,
etc.);

— experienced licensed guides are available in nost

communi ties, enhancing all types of outdoor travel

a world-class naturalist lodge ‘at Wager Bay offers
outstanding wildlife viewing opportunities to travel-
lers who wish confortable accomodations and hospital-
ity services;
- unique historical and cul tural sites (such as
traditional Inuit canps and Thule sites) enhance the
travel value and experience of all visitors to the
regi on.

3.2 CONSUMPTIVE OUTDOORS CATEGORY

This category has two special-interest, sub-categories
sportsfishing and sportshunting.

inaddition to outfitters and guides, there are a few
operators of fishing canps and two resident-owned
fishing | odges;
- FEkaluk Lodge is well-maintained and has a good
tradition of operating successfully;
- Ferguson Lake Lodge has conpleted nmajor upgrading
recently, operates the |ongest season, has severa
diversified types of vacation packages and is a show
case for this tourism category in the region;
- both are international-class |odges.

Bunting: ;
—a limited number of tags are available for hunting
cari bou and pol ar bear;

excel lent outfitting/guide services are avail able.
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3.3 CULTURE/BISTORY
L5%

- the entire region offers excellent opportunities for
visitors to experience authentic “living history” in
Northern traditions and culture;
— the region is rich in Inuit and whaling history,
ancient traditional. canps, Thule sites and artifacts,
- these abundant historic and cultural sites are of
maj or ant hropol ogi cal and archeol ogi cal significance;
- the lack of interpretive guides results in nost
Keewatin comrunities being able to offer elenments of
this category on a self—-guided basis only;

touri sm devel opnent in Eskimo Point has been directed
specifically to the culture/history category. producing
international attractions such as the cultural centre,
a strong |ocal interpretive tour service, the museum
underway and other proposed developnment (unfortunately
there is very little tourism accomodation);

suitabl e accommodation for this category ‘is avail able
in Rankin Inlet, Repulse Bay and at Ferguson Lake Lodge
whose operator wll offer fully interpreted culture/
hi storical tours.

3.4 BUSINFSS TRAVEL

nost of the business t-ravel to the region entails
governnent and contract workers (such as construction
workers) visiting a "jobTsite";

recently conpleted new devel opment and redevelopment
of accommodation now provides for expanded services to
t he business travel market;

nodern hotel and | odge facilities enable major
meet i ngs, retreats and small conferences (up to 150-
200 people in Rankin Inlet);
- business travel offers an opportunity to extend the
touri sm season to the shoulder and off-season periods,
i mpacting particularly on the |odging sector;
- special neetings and snall conferences wll also
extend the operating season of fishing |odges.

3.5 OTHER OBSERVATIONS
There is no in-bound tour operator in the region and tour

groups are therefore required to self-plan and purchase.

Travel Keewatin, the industry association plays a mjor role
in liaison, information gathering and coordination since
there is otherwise |little coordination or packaging of
various tourism products.

}.A\’"’-M\

-
et



12

In addition to generating enhancenments to development and
facilities, the industry is seeking ways to optimze all of
its resources. It is searching for effective nethods of
filling critical gaps, correcting weakness and inproving
per f or mance.

In the short term it is seeking increnmental. revenues for
exi sting product and services as well as normally idle
structures. Thi s wouldgeneratesome additional operating
costs (such as for  hotels, lodges and camps) - by
extending operations to shoulder seasons - but would | ower
the average ratio of annual costs to revenues.

Hotel operators generally” ti-p-crate at full capacity during
the tourism season. During this period, business travel com-
petes with tourists for accommodation. However, the tcurism
season is extremely short and this creates a serious prob-
lem Operators must finance their accommodation facilities
with an annual vacancy rate approaching 80%

The region needs to test this larger concept:that of maxi num
utilization of facilities during the spring and fall, the
times when the accommodation sector is traditional vacant-
particularly lodges. Increasing the use of all facilities by
the local population, its friends, relatives and ot’her
northern residents nust be pursued.

In addition to using the basic facilities already built, the
increased volume of visitors would inject additional reven-
ues into the region through the purchase of additional

goods, services, souvenir products, etc.

The potential feasibility of using normally unutilized cap-
acity by operating additional tours and or through the
expansi on of existing tours requires verification. On the
surface, the high basic cost of operations, unique features
and attributes, and destination profile would appear to
of fer disadvantages to operators.

Not enough is known about a wi de range of factors to confid-
ently proceed with the promotion of any added tourism
activity. The inmmediate priority is to reduce current oper-
ating costs associated with the present Ievels of business,
to contribute to producing net revenues.

The region’ s dependence on air transportation for access and
mobility between communities severely handicaps potential
for visitation. The overall costs of operation are basically
hi gher due to the isolation of the region -leading historic-
ally to distorted pricing policies in an attenpt to suppress
tour costs and pronote ‘a nmarket-conpetitive price.
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Another critical. pillar of tourism deve lopment success is
m ssing. Tourism does not enjoy popularity with the general
popul ati on of the Keewatin comuniti es. Devel opnent must
offer rewards which match the aspirations of the residents.
There is a need to build a strong development base and
platform for future expansion, which is in tandem with the
interests of the local people.

The nbst significant conclusion of the strategic exsmination
and of the planning commtnents suggests that w thout the
ext er nal resources and contributions of government, tourism
may be a futuristic economic concept for the Keewatin
region. It may be "way ahead of its time”.

The planning process nust therefore acknowledge a very long-
term results horizon with frequent repetition of tasks in
order to build a strong base of participation and interest
by local residents in this business.

The major findings of the study phase reflect the need for
such a mmjor building process, with long-term conmmtnents
for the region. There are nany areas of developnent which
must be addressed in order to stinulate a healthy economc
sector.
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4.0 PLANNING PRINCIPALS '

The following are planning principals applied to the plan
process:

1. It is desirable to set or restate a devel opnent
goal for the industry;

3. Mssion statenents are needed; then define (or nod-
iy and execute the agreed roles and responsibilities
for product and market devel opnment between the various
segments of the Keewatin tourism industry;

4.  (Qbjectives and mle-stones for the industry should
be neasurable and achievable, in economc terms (which
i ncludes enploynment and infrastructure);

5. Projects and tasks should support each objective in
a priorized fashion;

6. It is preferable to determ ne inprovenents and dev-
el opment according to a relative scale of potential
success;

7. Resources are to be consolidated behind industry

strengths and | eadership qualities;

8. Decisions and future expenditures are to be based

on current available resources, however limted they

may be; —

9. It is desireable to take advantageg/ of any avail-

abl e governnent resources, but these Bc ould be consid- ~°

ered as bonuses and supplenentary to basic operating
costs - for which the industry has full responsibility;

10. Lever as nmany incremental resources and contribut-
ions as possible from private sector sources, consort-
iums, partnerships, etc.

11. Maximize effectiveness and efficiencies of all res-
ources; and,

12. Elimnate further experinmentation and stop unprod-
uctive efforts and processes,in favour of known nethods
of success.

These planning principals would be applied equally to the
supply side (facilities, Infrastructure and plant develop-
ment) and the market denmand side.
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4 1 INDUSTRY GOAL/MISSION STATEMENT

Every organization and industry needs a road map - a vision
of where it is going and at |east a rough idea (strategy)of
how to get from here to there. It is this vision, or "goal”
which helps it nmake better choices with regards to where it
i s headi ng.

The setting of goals and the delineation of roles and
responsibilities are vital to the future evolution of the

Keewatin tourism industry. They have been proposed as
follows.

GOAL:

*' TO FOSTER A REALTHY, PROSPEROUS TOURI SM
| NDUSTRY IN TEE KEEWATIN REGION OF THE
NORTHWEST TERRITORIES’

DI RECTI ONAL

STATEMENT . “Consolidate, enhance and optimize the
existing baser o f t he Keewatin tourism
industry. ™

A AA e ok oK K KR K K K K K K R OK KOk Kok oK

| NDUSTRY BUSINESS

CULTURE: “Constantly pursue excellence and |eadership
in the tourism field, and enthusiastically
apply sound business practices with the
ut nost professional conduct and ethics.

K 2 K 5K A A A A oK K K K K oK ek kK K KK K K KK K KK
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4.2 INDUSTRY ORGANIZATION/ROLES

The industry is organized simply.

a) The Keewatin refers to a sectoral (tourism) gecog-

raphic region or “zone”. It is one of six in the NWT.
b) Al operators within this region are nenbers of the
tourism industry association of the zone: Tra vel
Keewatin.

C ) Asoneof six zone associations, Travel Keewat. ’in is
a member of the NWT TourismlIndustry Associat i on ( T 1A} .

d) In varying circunstances, a regional i ndustry
operator may be represented by Travel Keewatin and/or
the TIA.

e) The Government of the Northwest Territories
mai ntains a regional office, for local representation
liaison and adm nistration.

f) Assistance to industry is available from internal or
all the above resources.

In general terns, the followi ng describes various roles and
responsibilities of participants in this industry.

Industry Members:

Whether a nenber is an owner, oOperator or staff in the

hospitality industry, the primary roles and responsibilities
are to:

create,
— package,
— pronot e,
- sell and
— deliver the highest quality product and/or service
possible to the tourist.
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Travel Keewatin:

This is the association of the Keewatin tourism industry.
|t has three main areas of roles and responsibilities:

a) it provides collectively beneficial services for its
nmenbers, such as:

conducting research,
- informs,
- educates,
— provides liaison between members and other
contact=, and

coordinates and manages issues and projects
among its members;

b) it inmproves the cost-efficiency and effectiveness of
many efforts by elimnating areas of possible duplicat-
ion of work-load and associated costs anbng menbers
(i.e. t hrough joint mar ket i ng, r egi onal pr oposal

preparation, project admnistration); and,

c) as the industry’s representative, it |obbies govern-
ment and outside interests for the benefit of its
nmenbers.

Tourism Industry Association of the—E:

This association representsall wmembers of the tourism
industry throughout the NWT, of which the Keewatin industry
is one of six regional sections.

It perforns the sanme basic functions as the regional
associations, except on a much more generalized scale. (Tt
does not address issues at the individual operator |evel.)

The Government of the Nort hwest _Territories:

The G\WI has the primary roles of catalyst,facilitator and
public adm nistration of all industry development,growth and
prosperity. It universally represents NWT private and public
sectors and applies instrunments of aid and public policy
according to circunstances. Macro and micro isSsues are
within its domain.
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5.0 _STRATEGIC OBJECTIVES

The directional changes are presented in the follow ng

nore detailed discussion conmprised in the first
report.

Over the longterm, the following adjustnents wll. e¢r
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w th
rhase

eate a

sectoral environnent which comprises the critical factors of

success.
1. Fill the gaps im the product base.

Only comprehensive and competitive tourism infra

sbruc-

ture, plant and products will create the threshold and
critical mass needed to stimulate spontaneous growth.

2. Devel op unquestionable conpetitive advantages and
strengths.

The industry needs to create a mmjor motivator/a
tion which will stimulate travel specifically

Keewatin, maintain tourism interest for |onger t
hours and provide a foundation for the Keewati

ttrac-
to the
han 24

n as a
tourism des}il%atlon Over the long term the re(lgl on will h' h Q
whnic

develop a mar k” a totally unique
can be exploited for bellevable i nternational accl

ribute

aim

This does not necessarily nean a physical structure,

but could be an international event, festiva

, qltc.,

activity, societal characteristic, natural phenonmenon,

etc. It would be incorporated as a “nust see/do” i

types of travel packages for the Keewatin.

n all

Al though a major challenge, this is a prerequisite to
establishing and maintaining a long-term reputation for

excellence and true exclusivity in one product.
would also provide a catalyst for the return o
i ndustry’s dynam sm and progressive devel opnent.

Thi s
f the

3. Execute nmarket devel opnent efforts in arenas where the

Keewatin can compete with strength and not face
establ i shed conpetition.

well-

In the past, Keewatin has aggressively pursued narket-
ing results on a very large scale, with limited success

conpared to the high costs-Essentially the product
does not support this scale of conpetition, there
financial base to sustain it and there are nany st
wel | —est abl i shed conpetitive |eaders. conpetitive

base
is no
rong,
prac—

tices/market developnent wll be nodified to approp-
riate scale and scope,to achieve increased success.



19
6.0 WORK PLAN DIRECTION

The existing industry must be protected and strengthened.
The short term Strategic direction has been modified to

produce inmmediate, measurable results directly related to
the initiatives.

RECOMMENDED ADJUSTMENTS

1. Redefine and/or fine-tune developnment and marketiag
objectives in view of current circunstances.

2. Modify development strateégies t o reduce weaknes se?, |
increase resident motivation and generate highest possible
benefits throughout all communities.

3. Refocus utilization of industry ‘plant to incorporate
hi gher use by |ocal popul ation, Wwhen not used by tourists.

5. Inprove/upgrade existing facilities.

6. Inprove existing products to highest quality tourism
i ndustry standards.

7. Increase cost—effectiveness and efficiencies of efforts
and resources.

8. Mdify product developnent strategies”to create focus of
excellence for region and conprehensive "mini-destinatiocans”
at conmmunities and products.

9. Consolidate and enphasize strengths.

10. Modi fy target markets to reflect precise matching of

strengthened tourism products to highest potential market
segment s.

11. Fine-tune marketing processes and activities for highest
yi el d.

12. identify and deliver strongest potential market appeals.
13. Increase incremental net benefits of tourism throughout

t he Keewat i n regi on, in economc, soci al , cul tural,
education ternmns.




7.0 DEVELOPMENT AFPPROACH/PHILOSOPHY

Devel opnent will be in keeping with the desires and aspira-
tions of the local population. Once support and a desire for
participation has been expressed, devel opnent projects

should reflect a “total product” approach.

Integration of all facets of developnent nust occur begin-
ning with the concept feasibility stage and continuing
t hroughout the construction and/or renovation.

Both the supply and denmand sides of Keewatin’s tourism
sector will be planned to be mutually supportive, bepeficial
and progressive. Each conmmunity which is presently providing
tourism services will over tine “fill the gaps”, to ensure
that their comunity can be a “mni-destination” with all
the services needed by the marketplace.

Total acceptance and enthusiastic support at the comunity
level is much nore critical for tourism to succeed than
other industries. Existing developnment in the Keewatin now
requires nmjor assistance and support to develop the human
resource conponent and financial self-reliance.

In view of the great current weaknesses in public interest
and resources, i mprovements will haveto occur over an
extended period of time. It will be inappropriate to expect
to achieve major change in the circumstances or factors
which presently suppress the industry, without substantial,
sustained and developmental bdilding-block efforts.

It will be necessary at first to concentrate on making nmany
smal|l inprovenents in a lot of areas in order to establish
an adequate base of support. In order to succeed, enphasis

is needed on sustained investnent in know edge and interest-
bui l ding, coupled with tenacity and perseverance.

Also,it will be necessary to accept that there will be areas
of weakness which cannot be influenced or inproved upon-
particulary in the early stages. It may take many years be-
fore results are evident. Or, in sonme circumstances, object-
ives may not be achievable.

The intent is to obtain the maximum benefits from all the
opportunities for inprovenents — relative to whatever degree
they may or may not exi.st-




8.0 OVERVIEW _OF ADJUSTMENTS FOR NEXT 18 TO 36 MONTHS:
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It is intended that the action plan yield the follow ng

specific results and inpacts:

a) stabilize the existing base of industry to prevent

further possible erosion;

b) protect and strengthen current plant and infra-

structure investnents;

c) undertake no new devel opnent until the present
is strong;

d) pronote only the best, nbst narketable products

hase

in

each market category, but provide conplete information

on all products and operations to-all enquiries; and

e) support the stated goals and objectives for
benefit of all Keewatin residents.

8.1 IMPACT OF ADJUSTMENTS ON COMMUNITIES N

The following chart shows the inpact of
the various communities.

REPULSE BAY o
1. Theme: Scenery,
2. Infrastructure, plant

e adjusiments on

t he

and product devel opnent: Conplete planned expansion of

touri sm acconmodati on.

Seek par k desi gnati on

Wager Bay.

No additional devel opnent

al ready pl anned.

Devel i)p sel f-aqui ded tours.
3. Human resources: St1mul at

conmi ttee-

e community ¢{oyrism

f or

not

Tourism attitude and awar eness

program
“CQuide Training as desired.

Provide specific training and
skills building for the Sila

natural i st | odge.

4. Market devel opnent: Incorporate in Travel Keewatin
program  according to approp-

riate market category.




CORAL HARBQUR
1. Thene:
2.

I nfrastructure, plant
and product devel opnent:

3. Human resources:

4. Market devel opnent:

CHESTERFIELD INLET
1. Theme:
2. Infrastructure, plant

and product devel opnent:

3. Hunman resources:

4. Market devel opnent:

BAKER LAKE
1. Theme:
2.

I nfrastructure, plant
and product devel opnent:

3. Hunan resources:

4.

Mar ket

devel oprent :
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Wildlife, Coates |sland

Encourage arts and crafts shop
Establ i sh conmunity-based tour
No new development.

Stimul ate community t, ourism
commt tee.

Tourism attitude and awareness
progr am

Guide Training as desired.
Incorporate in Travel Xeewatlin
‘ program according to app rop-
riate market category.

History, hunting, fishing,
wildlife

Establish conmmunity wal ki ng
tour. No new devel oprent.
Tourism attitude and awarsness
program

incorporate in Travel Keewatin
progr am according to approp-
riate market category.

Waterways, wldlife, fishing,
cul ture
o Hreyms

continue wth designation of
Thelon - River’\ as Heritage

Waterway.

Pl an sone basic)éﬁﬁgiic facil -
ities at Thelon River.

Plan visitor centre for future
devel opnent. - Wpar L faks Lale
No ot her devel oprent.

Stimulate community tourism
commi ttee.

Tourism attitude and awareness
program

Qui de Training as desired.
Incorporate in Travel Keewatin
program according to approp-
riate market category.
Emphasis on the Outdoors non-
consumptive markets.
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ESKIMO PQINT (Arviat)

1. Thenme: Arts/crafts, culture, history,
barrenlands

2. Infrastructure, plant

and product devel opnent: Proceed Wi th planne dMuaseum,
airport and community signs.

3. Human resources: Hospitality program
Guide Training as desired.
4. Market devel opnent: | ncorporate in Travel Keewatin

progr am according to approp-
riate market cat, egory.
Emphasis on c¢u lture/his tor v

mar ket s
WHALE COVE

1. Thene: Traditional Inuit  1life,
fishing, hunting, arts/crafts,
culture

2. Infrastructure, plant

and product devel opment: No new devel opnent

3. Human resources: Tourism attitude and awareness
program

4. Market devel opnent: | ncorporate in Travel Keewatin

program accordi ng to approp-
riate market category.
De—enphasi ze.
RANKIN INLET

1. Thene: Gateway to region, history,
culture

2. Infrastructure, plant

and product development: Conplete planned  regional
visitor centre.
Community signage program
Airport signage.
Initiate prelimnary deyelop- A T
ment of Meliadine siteaAVce Lo
Establish community tour. S

3. Human resources: Stimul ate conmunity tourism
conm ttee
Tourism attitude and awareness
pr ogr am

Qui de Training as desired.

Qui de training specifically
for enployees of Ferguson Lake
Lodge




4. Market devel opnent:

The bal ance this docunent

24

| ncorporate in Travel Keewatin
program according to approp-
riate market category.

Enphasis on business and as
gateway to rest of region
Enphasis for Ferguson Lake and
Ekaluk Lodges on sportsfishing
mar ket .

i ndi cates the delivery needs

_ the various tourism “partners” to
these adjustments. -.

responsibilities
achi eve




9.0 DEVELOPMENT PROGRAM




26
DEVELOPMENT PROGRAM_AT-A-GLANCE

TIMING: January 1980 through 1892

*- To inprove the quality of life and welfare of the
Keewat i n residents.

* To increase comunity and individual self-reliance and
participation in the tourism industry development
process.

% To inprove existing infrastructure and facilities.

X Ta produce exanples of viable, sustainable, successful
and benefi ci al devel oprent .

* To create infrastructure as and where required for
participating conmunities to appropriately service
tourists.

x To provide facilities which wll produce optimum

revenues for tourism operators and increnental benefits
for local population.

* To <create inportant and marketable attractions which
will stimulate new tourism to the region.
* To stimulate additional revenues through the sales of

new addi tional derivative services such as interpretive
t our s/ gui di ng.
* To contribute to a Ilong-term |egacy of positive
evolution in public and private regional devel opnment.

BENEFICIARIES: - Individual residents of the Keewatin.
— Northern tourism operators and
enpl oyees of the industry.

— Tourists--and other tour operators.

PRIORITIES: - Public infrastructure and facilities.
TARGET COMMUNITIES. - Eskino Point

— Repul se Bay

— Baker Lake

— Rankin Inl et
pl us parks planning.

1. Complete the nomination process and designation of
Thelon and Kazan Rivers as Heritage Waterways.
2. Conpl ete accommodati on enhancenent in Repulse Bay and

the designation cf Wager Bay as a park.

3. Museum in Eskino Point (Arviat).

4, Community and Airport Signage i-n Eskino Point and
Rankin Inlet.

5. Visitor centres in Eskinm Point amd Rankin Inlet._{ @4{w

6. Meliadine Site.

T. Continue with GNWT parks plan.

8. Proceed with GNWT Capital plan.

L
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IMPLEMENTATION PRIORITIES:
1. Cent inue and/ or compl ete devel opnment of pro jects
under way.
2. Initiate prelimnary concepts and design work on
projects which are planned but not started.
3. Identify and deternine feasibility of potential [|ong
term devel opnent projects (beyond 5 years).
EVALUATION: 1. Level and type of community
parti ci pation.
2. Utimate inpacts on |ocal population-
3. Utimate inpact on marketplace in terms
of enquiries and sales.
3. Cost/ benefit anal ysis.
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10.0 DEVELOPMENT SITUATION QVERVIEW

The GNW and the Keewatin tourism industry are conmtted to
encourage tourism and to capital project expenditu.res such
as: visitor reception centres, interpretive prograns, guided
tours and facilities consistent” with visitor demand.

Presently, the capacity, type and style of visitation to the
Keewatin region is directly controlled by the accommodation
and transportation sectors. Future tourism initiatives in--
tend to offer major benefits-to the local econony without
di sruptions to the local resources.

Until recently, mgjor upgrading has occurred in the region’s
infrastructure and public services — coupled wth a strong
construction/up-grading boom in the private accomodation
sector. Developrment has now reached a plateau. The major
building period is over and private operators are now focus-
sing on consolidating efforts and conpleting oupgrading/
improving existing projects and facilities.

The rapid construction in the industry is now followed by
concerns on issues of operating and managenent efficiencies,

financial nanagenent and stabilization. Mny operations re-
quire serious financial assistance. The limted financial

resources of the private secto-r also reduce prospects of new
projects in the nmedium term

Public infrastructure and facilities wll be the focus of
concentration over the next three years. This reflects a
nore precise response to existing tourism clientel e needs,
enhanci ng tour packaging opportunities.
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Both the visitor market and the capacity of the region to
absorb large nunbers of visitors is quite limted. Devel op-
ment nust be sensitive to the thresholds of capacity for
visitation, given the environment and facilities available
in the Keewatin.

This shift, also facilitates a much needed period cof
transition and finetuning by the private sector of 1its own
devel opnment achi evenents .

More public infrastructure supports the need for infrastruc-
ture and facilities developnent for the existing tourism
base. This base has the highest potential to contribu te
substantial increnental revenues to the region. With a:dd-

itional enhancenents, the present operators, gui des and
outf itters ,will inprove their product offering. Additional
participation and expansion wll also be stinulated.

Visitation to the Keewatin is presently made up of culture\
history enthusiasts, non- consumptive outdoors adventurers,
consumptive ( sport sfishing and hunting )tourists and business
travel lers.

Tourism is an inmportant economic resource for the region.
National and territorial parks are a significant tourism
asset for the conmunities which are outfitting and receptive
bases for park visitors, This activity brings new revenues
to the areas. Econonmic benefits are also dispersed through-
out other communities, as visitors destined for the Keewatin
parks pass through them (such as Repul se Bay, Baker Lake or
Ranki n) . o

In addition to tourism appeals, the outputs of this devel op-
ment will create economc and qualitative benefits for local
residents. It is an excellent foundation for the Keewatin as
an enhanced tourism destination with significant new
attractions and marketabl e appeals.

10.1 STRATEGIES
The devel opnment projects proposed create a focus for
devel opnent over the next 36 nonths, reflecting a specific

set of strategies:

a) consolidate and integrate developnent initiatives of
the Keewatin with the developnment programs of other
zones in the Northwest Territories;

b) place enphasis on public infrastructure and facil-
ities devel opnent, proportionate to avail abl e resources;
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¢ ) concentrate developnent where it is appropriate and ‘
wanted by the |ocal popul ation;

d) inprove existing infrastructure, whet her public or
private, particularly in tourism-ready conmunities;

e) ensure CoONnsistency wherever possible throughout the
region, obtain efficiencies (such as volume discounts

or anortized design costs for several locations) and
elimnate new and costly design work by benefiting from
successful devel opnent projects in other NW regions:

f )encourage and ensure high level participation in dev-
elopment processes and construction by local residents;

g) undertake developnment only if it will produce
tangible and conplete products andi £ any f u ture 1 ack

of resources W 11 not threaten its survival ; a=nd,

h) concentrate on long term deve !l opment i nitiat ives

whi ch wi 11 produce i medi ate results and benefits ( e. g

-

parks, canpgrounds, interpretive centres —where approp-
riate ) .

10.2 PROJECTS/ACTIVITIES BUDGET
1. Conpl ete nom nation process and

desi gnation of Thelon and Kazan
Rivers as Heritage Waterways.

2. Conpl ete accommodati on enhancenent

i n Repul se Bay,

Wager Bay Park Designation

Museum in Eskinmo Point (Arviat).

Community and Airport Signage in

Eski no Point and Raakin Inlet.

5. Visitor centres in Eskino Point and
Rankin Inlet.

6. Meliadine Site.

. Continue with GNWT parks plan.

8. Proceed with GNWT Capital plan.

B ow

10.3 TMPLEMENTATION/ADMINISTRATION

Projects will be inplenmented with the full participation of
Keewatin industry and regional population. A devel opnent
coordinating group (such as a “joint government-industry
conmttee”) nmay oversee the entire devel opnent processes of
planning, implementation, admnistration, and conprehensive
revi ew. Thi s could be as sinmple as conprising one
representative from Travel Keewatin and one from the | ocal
office of the GNWT.

All projects are to be integrated with other aspects of
tourism development, . including human resource development,
product development and package tours, as well as marketing.
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10.4 DELIVERY RESPONSIBILITIES

Keewatin Private Industry | Participate in all aspects of
design and conpletion to the
maxi mum extent possible,inc-
luding any contracts for serv-
ices which may be appropriate.

Travel Keewatin: Collect information, represent
industry, coordinate and
liaise between industry and
government, exceut e contracts
forservicestoc governnent.

GNWT Regional Office: Col | ect, anal yze and eval uate
i nformati on; represent  GNWT ;
coordinate and |iaise between
government and industry; plan
adm ni ster and nmn i tor
government funded projects.

GNWT Department Headquarters: Provide planning, human and
fi nanci al resources as needed
for all aspects of public dev-
el opment pl anning and industry

consultations; |iaison between
external and internal develop-
ment-oriented groups and int -
erests; project admnistration
“and control; eval uate effec-
‘tiveness and cost/benefits.

O her O ganizations: Participate as required. (e.g.
Par ks Canada, Environnent
Canada)

HUMAN RESOURCES REQUIRED: Regi onal GNWT office, GNWT

Yel | owkni fe, Travel Keewatin

FUNDING_SOURCE(S) : - GNWT, through Tourism =zud
Par ks
— Par ks Canada




11.0 HUMAN RESOURCE DEVELOPMENT
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HUMAN RESOURCE DEVELOPMENT PROGRAM AT-A-GLANCE

TIMING: January 1990 through 1992
OBJECTIVES:
* To enhance the quality of 1l1ife and wel fare of the

*

residents cf the Keewatin

To generate awareness, know edge and understanding of
the benefits of tourism as an economic arid social
act ivity

* To provide additional economc options and benef i ts o
the region s population and inc rease commun i ty and
individual self - rel iance

* To develop the 1labour knowledge and business skills
needed to create new businesses and to provide services
consistent with market needs

* To produce added value for tourism products, to
substantiate product costs in narketplace

* To stinulate the highest—quality hospitality services
and top satisfaction levels anong visitors.

TARGET AUDIENCE - Operators and  enpl oyees of  the

Keewatin
- Avail abl e and pot enti al resi dent
labour force
— Comunities’ population
BENEFICIARIES: — Individual residents of the Keewatin
- Northern tourism operators and
enpl oyees in the industry.
- Touri sts.
PRIORITIES - Communities which already have tourism

- Communities which require significant
human resource developnent in order to
increase participation in the tourism
industry and perform quality hospitality
servi ces.

TARGET COMMUNITIES: Al comunities for tourism attitude and

awar eness.
Added custom zed assistance for:
- Repul se Bay
— Wager Bay, Sila Lodge
- Eski nb Poi nt
- Baker Lake
— Ferguson Lake Lodge and other
outfitting/ guide services
- Rankin Inlet




I_L‘MEDIATE PROJECTS: o
Teurishm awarepess and hospitality training
Community tourism conmttees, where desireable
Qutfitter/guide training program

Interpretive guide training program

Arctic College and other courses in tourism
Trai ning exchanges

@S”Fﬂ”“’“
.

IMPLEMENTATION PRIORITIES:

1 Deliver available training with current resources,

2. Retool or replace inappropriate prograns.

3 Identify and determine feasibility of long term

proj ects.

EVALUATION: 1 . Level of visitor satisfaction.

2. Level and type of community
participation in program

3. Community attitude and awareness |evels.
4. Nurmber of new tourism services.
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12.0 HUMAN RESOURCES SITUATION OVERVIEW

Asstated earlier,tourism has grown trenendously in the past
five years. There has been a mmjor injection of private and
public sector investnent in infrastructure and facilities
and the market has produced |arge nunbers of new visitors to
the region. The largest proportion of these have been one-
day visitors in large group tours operated by Via Rail and
the Smithsonian Institute (cruise).

However, the pace of growh has been nuch faster than the
availability of a highly notivated and well trained labour
pool. The industry has been successful in involving approx-
imately 30% of the entire potential labour force of the
region. However , addi ti onal potential human resources are
limted to a current pool of 394 (Feb 1989).

Devel opnent of +the resident 1labour force to appropriately
participate in this new industry remains difficult. Wth
tourism a relatively new concept for the seven Keewatin
communities, the devel opnent of positive attitude and aware-
ness will be a |long process.Changes will not occur in the
short term vyet short-term renedies are critical. Innovative
approaches must be conceived and considered.

‘The development of a well-trained hospitality industry is
critical to the success of the sector. Existing business are
faced with serious issues of |lack of labour,high cost of. and
| ack of training,lack of staff retention and high turn-over.
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Fu rthermore the success of packaging appropriate products
and then attracting southern tour operators and whol esal ers
is dependent upon the quality and availability of guiding
and outfitting services. Travel throughout the Keewatin
wi t hout these essential services is not reconmended.

12.1 PROBLEMS

- the economic framework of the region is essentially
dependence on government and a tradit iona 1 subs i stence

econony
the Keewatin econony overal 1 is not capitalist i. ¢ ocran
‘ open market” making western economic medelsless

appl icabl e

“western” concept of a wage econony iS new and not
whol Iy enbraced by the popul ation

issues of labour performance arid productivity have
their foundation in societal values and beliefs which
conflict with western expectations

tourismis a new industry for the Keewatin

avail able labour is limted

hi gh turn-over, drop--out rate of  enpl oyees, new
operators
- many negative perceptions: conflicts wth cuiture,

lifestyle, disruption of community life

not favoured by population at |arge

conflicting values (education, business and job skills)
- high level of visitor dissatisfaction

wage scales cannot conpete with alternate job prospects
for any resident with edu—cation or training

few training opportunities and mninmal. resources
training costs are prohibitive for operators and
gover nnent assi st ance pr ogr ans are generally
i nappropriate

poor quality tourism products are delivered

need for nore guides

Q IT

provi des addi ti onal income opportunity for |ocal
residents, by diversifying the econony

gradual and positive evolution of receptiveness and
hospitality towards visitors

conmmunity awareness inproving slowy

provides residents Wth the ability to retain the nore
traditional skills of their culture (eg. sew ng, naking
traditional t ool s/ i npl enent s, and the various on-the-
land skills).

the. mpjority of Keewatin tourism industry is resident
owned and operated — providing an excellent exanple to
ot her residents of the region.




12.3_STRATEGIES

The devel opnent, of a well trained labour pool for the tour-
ism indust ry of the Keewatin depends on stimulating a very
hi gh, positive level of support and participation throughout
t he popul ati on.

However, it nust. be acknow edged that this will only come
about with major and fundamental societal changes throushon t
the population - in attitudes, perceptions, economc valucs
and economic mode 1ss To participate in a western-style
economy, the society generally w i 11 have tosimulate and
adopt western economic models. -

The Keewatin’s econony, as 1is that of the majority of the
NW, is based on government .Although the Keewatin is part of
a western economc country, the nmajority of the Keewatin res-
idents are still in a |and/ marine—-based subsistence econony.
Furthernore, even now this is generally a preferred econonic
framework by choice of the people.

The region’s lack of industrial developnent and wealth makes
it de facto a “welfare state”. Only in the past few decades
have t here been sone endeavors to change and integrate nore
into western economic activity. However in this regard, these
initiatives tend to have been. inported with new residents to
the region and not understood or accepted whol eheartedly by
the general popul ation.

Devel oping an appropriately—skilled and highly notivated
| abour force will therefore be-a nmuch nore difficult and a
very long process in these circunstances. It is inportant to
not seek or inpose an “instant fix-it” or “cure-all" renedy,
which may appear to address present circunstances but which
is doomed to failure in the long term

There are devel opnmental and evolutionary conplexities which
are very characteristic of and simlar to other non-western
societies in |less developed areas throughout the world. A
long-term perspective and sensitivity to the interests of
the population collectively will be critical to influencing
any change.

Specific prograns are required to address industry needs and
t he popul ati on composition.The -industry is young and requir-
es ongoing training and skills- devel opnent throughout - top
to bottom
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The communities of the region require encouragement and
assi stance in becom ng supportive of and involved in tourism
and tourism businesses. Furthernore, the contributions and
assi stance prograns offered by various government agencies
must be tailored and/or nodified to benefit the characteris-
tics of the “industry.

Tile needs are w de-ranging, depending on the audience.
. Industry Training:

Improve the «calibre and effect iveness of existing indaustry
personnel through the following initiatives:

provide hospitality training to existing personnel
concentrate on cross—cultural interdiction and enphasize
public relations skills;

provide skills wupgrading opportunities to existing
per sonnel , i ncl udi ng interpretive gui de/outfitter
t raining

provide specialized knowl edge and hospitality skills
for different products

provi de on-the-job training

establish North-South “apprenticeship exchanges” for
various staff (southerm staff also become infornal
pronoters in marketplace);

devel op and/or inport nentors, role nodels, coaches and
“wor ki ng buddi es” who can teach by exanple

provi de small business education and training

[1. Conmunities:

Create a high level of support and positive attitude towards
touri sm t hrough:

a “volunteer” or “fraternal” tourism committee in each
community which would be infornal

attitude and awareness program

hospitality program

tourism sensitization in early school years for
children (tonorrow s potential labour force) -
facilitate interaction with visitors
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111. Available and Future Labour:

Encourage nenbers of the available work force to becone
involved in tourism and particularly those Wwho have dropped
out, by:
provi ding opportunity and training in ‘Thos
services
providing interpretive guide training
providing outfitters/guide training
providing small business education and training
provide regular and adult educaticn courses intourism
providing on-the-job training

fs]
rd
—
or
A
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| V. Training Prograns:

Undertake training and skills-building initiatives and
produce the highest productivity and efficiency gains for
the industry, by:

delivering prograns which neet the needs of the trainee

retooling or replacing progranms which are not effective
- ensure eligibility and screening criteria are correct

12.4 PROJECTS/ACTIVITIES

1. Interpretive Guide Training Course.

- target at |east one candidate from each community for

training, who would becone the |ocal guide/host during
the tourist season;

- imbed in the course, cross—cultural interaction and

public relations skills;
— imbed in the course, basic business nmanagenent

skills;
— the basic training could occur in a central comunity
for all candidates, followed with finalization and
custom zation of their hosting routine in their hone
conmuni ty.

LENGTH: 3 days

TI M NG Just before tourism season

PARTI Cl PANTS: Summrer students or other avail able labour

COSTS: $10, 000

SOURCE: Hospitality Awareness Program Coop funding:
G\W contributions and private sector
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2. Outfitter/Guide Tralning Course.

- conduct level 1 and 2  courses, for personnel of
| odges and outfitters/guides.

- imbed in the course, basi ¢ business manageme N t,
ski 1 1s;

— the training for all candidates would occur in an
area which provides conditions similar to the regular
operating environnent of the guides and oulf itt crsi or
if sufficient funding is available, the training would
take place.

LENGTH . iweek each level.

TIMNG : Just before tourism season

| 2 ARTICT PANTS: Prospective outfitters, guides

COSTS $

RESOURCES : @Quide Training Program ~Coop funding: GNWT

contributions and private sector.

3. Hospitality Awareness.

— Travel Keewatin would carry out community information
prograns in comunities and |ocal schools;

- community tourism “conmttees” would be encouraged to
provi de the catal yst and ongoi ng support for tcurism at,
the | ocal |evel;

— these would also reinforce training and ski 11
devel opnent prograns -

LENGTH: t hr oughout the year.

PARTI Cl PANTS: Conmuni ty residents, pot enti al future
partici pants

COsTS: $

RESOURCES: Hospitality Awareness Program Coop funding:

GNWT contributions and private sector.

4. On _the Job Training and Education Programs,

These will be delivered t rou%h.grivate sector .  and current
educational programs. Some I nahnci al assistance is available

t hrough GNWT contributions program on a coop basis. An
exanmpl e is assistance for package tour devel opnment.




12.5 IMPLEMENTATION/ADMINISTRATION

Training prograns already exist for interpret ive guidin g,
outfitter/guiding and tourism attitude and awareness.

Coordination of training needs would be done throughTravel
Keewatin with input and support from the local office of the
GNWT. Travel Keewatin will make tile necessary appl ications
for assistance and training delivery.

Everyone involved in tourism public or private would pa rbt-
icipate in hospitality awareness developnent. The specific
program initiatives would be--executed by Travel Keswatin
Wi th the assistance of any new community”tourism commt.. tae”.
Such a community-based group would quicken the pace of tour-
i sm sensiti zat ion and enhancenent at the 1 ocal level and
would ensure that deve lopment is s ustai nable.

If a comunity “tourism conmittee” is not possible at the
out set, then contact, inf ormat ion and interaction should
flow through any and al 1 other possible comunity groups
which present 1y exist. The intent is to sensitize as nmany
peopl e as possible as often as possible.

12.6 DELIVERY RESPONSIBILITIES

Keewatin Pri vat e
| ndustry: Identification of training needs and
candi dat es

Travel Keewatin: Identifying training needs
Applications for training assistance and
training delivery
Coordination, logistics of training
process
Monitoring of final results

GNWT regional Ofice: Input and assistance to needs
| dentification of sources of assistance
Channel ing of applications
Local nonitoring of training process
Adm ni stration of contributions and
assi stance

GNWT Headquarters: Approval of applications
| nt er—departmental negoti ati ons
| nt er —gover nnent al negotiations (e.g.
with CEIC)
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MAJOR PARTNERS

Keewatin Communities (_Chambers or off ices)

GNWT — Departnent of Econom ¢ Development and Touri sm
GNWT - Arctic College

NWT-TIA ( Tenporary)

Canada Enpl ovent and Tmmigra t. ion
Southern Priva te sector ( for any exchanges )

PERFORMANCE INDICATORS

| nproved quality of hospitality servi ces
Higher 1 evel of vis itor sat is f act ion
| ncreased participation by local residents in tourism

HUMAN_RESOURCES REQUIRED: Regi onal GNWT office, GNWT
Yel |l . owknife, Travel Keewatin
FUNDING SOURCE(S) - GNWT , through Tourism and
Parks and the Department of
Educati on
-, CEIC

— Keewatin Industry

— Joi nt—program partners ‘from
southern private sector may
have potenti al.
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PRODUCT DEVELOPMENT PROGRAM AT-A-GLANCE

TIMING: Novenber 1987 through April 1988

OBJECTIVES:

£ 3 To inprove exi stmg roducts and attractions.

* To produce new, dde sales for the Keewatin industry.

* Tcr produce new tourism products which suppe) rt the riee ds
of high potential markets.

* To produce new package tours.

* To create increased benef its to the region, in economic
and soc ia 1 terns.

BENEEICIARIES: - Individual residents of tile Keewat in

—Nort hern tourism operators and

employees of the industry. ‘
- Tourists and other tour operators.

PRIORITIES: Community self —gui ded tours
Community interpretive tours (guided)
Package tours with existing products.

TARGET COMMUNITIES: - Eskimo Point
- Repul se Bay
Baker Lake

Rankin Inlet

1. Support exi stlng package tours in Eskimo Point.
2. Create comunity walkimg tours for Repulse Bay and
Baker Lake
3. Design interpretive guided tour to the Meliadine Site
4, Support or replace existing guided tours.
5. | nprove existing package tours.
6. Desi gn additional community-based package tours.
_LPLMHIAIEL&IQBLUES
Supportt and improve existing products.
2. Initiate prelimnary concepts and design work on new
pr oduct s.
3. Concentrate on tours and packaging that exists, before
considering further product devel oprent.
Eval uation : L. Level and type of comunity
participation.
2. Utimate inmpacts on |ocal population.
3. Utimate inpact on marketplace 1in terns
of enquiries and sales.
3. Cost/ benefit analysis.

3 K 3 2 A K K K K K 5K K A K K K ok oK K K K K K K K K K K KK K KK ROKOK Kk Kok ok
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14.0 PRODUCT SITUATION QVERVIEW

The Keewatin has made renarkable advances in product
offering and packaging. In the past few years, agreements
with southern tour operators have produced excellent package
tour designs which address the needs of the tourism market.

Lodge operators offer excellent packages nd have the poten -
tial to offer a top quality product,. However, community
packaging is not availab1le, logistics are cliff icul t and
while tour designs were appropriate, product delivery has
not cons is tent ly matched expectations

Delivery has remained a problem particular y wth no in -
bound tour operator in the region. Past attenpts by the
private sector to launch this service were unsuccessful and
the venture was not self —-f inancing.

There is also continuing unreliability or lack of comprehen-
sive tourism products, services (such as ground-handling and
operators in various comunities), facilities, rental equip-
ment. There are not enough self-guided opportunities and the
trip experience value is very low without interpretation.

Qperators in the industry, the wholesalers/packagers and the
consuners require quality products and services Wwhich are
consistent and reliable. Wth assistance from the GNWT,
Travel Keewatin will have to adjust its functions to include
a greater enphasis on packaging and community hosting.

1. More Product Devel opnment is-Needed

a) Only one infornmal community tour is available,
| ocated in Rankin. Docunentation is needed and the tour
operation noved to the private sector for delivery.

b) The other commnities require tours designed and
del i vered.

2. Mre Wol esale Networks Devel oped

With the design of additional tours, addi tional .
whol esalers can be targeted to sell the Keewatin
destination, using the tours as exanples for devel oping
their own “exclusive” tours.

3. Product Delivery Assurance
Acconplishing the first two tasks is futile if the

delivery of the product cannot be guaranteed in a
dependabl e manner with quality custoner service.
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a ) The design of the tours is much easier to acompii 3h
than their delivery, given current nmanpower circum-
stances. Mst operators are fully occupied delivering
their own product and have little additional resources
to deliver additional tours.

b) The new product delivery will offer seasonal, part-
time earnings, during the summer. This may be of Vi ry
modest interest to local residents, particular 1. y those
seeki ng substantial regular income .

¢) Ideally, a highly motivated in-bound tour operator
will see this as an opportunity to diversify the inccome
base with activity which "-offers substantial prospechs.

d) A "safety net” series of backup del ive ry opt ions are
required to ensure that if the private sect, or is unable
to ultimately deliver the products, then a neutral
agency, non-—government organi zation, or government body
provides the appropriate resources-At the present time,
governnent policy does not allow for the provision of
such services even on an “energency” basis. Therefore
these services will have to be derived solely from an
out side agency or other non-government organization in
the event of a “crisis”.

4. Manpower Resource Assurance

The delivery of any additional products is directly
based on the availability of labour resources. If these
are not available in existing appropriate sources, then
suppl enentary 1labour w |l be required.

14.1 STRATEGIC DIRECTION

The region needs concentration on conplete tourism products
whose quality is assured and consistent.True product differ-
entiation and credible, marketable and deliverable features
are also critical to the success of tourism marketing.

Every effort should be made to deliver the best quality
products/services as sold by southern tour wholesalers and
packagers. It is much cheaper to nmaintain existing clientele
than to develop new tours.

Assistance is required in designing appropriate products  apd
packaging these for the marketplace. Help !S also needed 18
provi ding community hosting and interpretive guiding. Deliv-
ery enphasis should shift to Travel Keewatin, until the
operations are profitable and can be privatized.
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Fi ne-tuning the product for opt i muim results includes
ensuri ng:

— AMtivated, Service-Oiented Labour Force
- Community-Based Tours and Servi ces, which are full of
things to see and do
- Entertai nnent
S peci al Events
— Inportant Attractions
- Market Appeals
~ Lots of Qpportunity for |Inpulse Purchases
- Maxi num use of Facilities
— Appropriate Pricing*

*Pricing should he correctly f ormul a ted to incl ude a 11 cos Ls

especial 1y operations, the future costs of market ing and
the costs of commi ssions for sales which are booked through
an agent. (Agents could include Travel ~Keewatin)

Interim support could be as follows:

a) Tour packagi ng/ desi gning: Keewatin Travel Asscciat-
ion; travel agency,indiv-
idual operators, regional
office of the GNWT;

b) In—-bound tour operator: Taxi service in Rankin,
travel agency, individual
operators, Travel Keewatin;

c) Tour wholesalers: -—:- Calm Air, NWT/Air Canada,
Canadi an Airlines,Qdyssey
Tours, etc.

Services are currently performed by:

a) Tour packagi ng/ designing: regi onal office of the
G\WT; i ndi vi dual operators

b) I n-bound tour operator: regional office of the
GNWT;

c) Tour whol esal ers: Qdyssey Tours and a few
ot her speci al i nt erest

group tour |eaders. (After
two years and for varying
reasons, Fiesta Tours, Via
Rai | and the Sm thsonian
Institute are no longer
selling the Keewatin. )
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The resources are insuff icient at the industry level to
design and produce\ enhance nore products. Furthernore, the

loss of major sellers in the marketplace has a severe
negative inpact.

Not only is there a resulting and direct loss of revenue.
These whol esalers are not easy to replace, the pecl of
travel packagers 1is quite small, non-expanding and finite,
and these are part o¢f the “lead establi shment” in the
busi ness. Their act. ions and i nit i atives ares moni to red as
signals to the rest of the wholesale travel trade ( wi th the
exception of Via Rail )

Readj ustment is theref ore cri ti cal to con so0]. idate res ou rees
to achieve this important work. Any loss in operators shoul d
be replaced by tours conducted through Travel Xeewatin, a
busi ness devel opnent organi zati on/ cooperative or on  a
vol unt eer basi s.

14.2 PROJECTS/ACTIVITIES

1. TOUR PACKAGING/DESIGNING

In the absence of an independent operat or/bus i ness Person

providing this service for a fee, the follow ng aresupggest-
ed for consideration. It is absolutely essential that this

Option #1:

Travel Keewatin staff should be in a very good position to
desian and package tours for the region. They, along wth
the GNWT, should have access to the nmpbst accurate and current
i nformati on about existing and potential products/services
in the area, as well as factors of quality, price, rel iabil-
ity and dates.

Option #2:

The association may determine that it has insufficient human
resources to perform this function wthout sonme outside
suppl enentary aid at this tine. The existing staff appears
to execute a large neasure of administrative work. Consider-
ation-may be given tO contracting cut as much of this as
possible to reclaim hunan resources, which could then be
applied towards tour designing. O, if additional resources
are inevitable, consideration could be given to optimzing
existing total resources by having this function executed
cooperatively between the GNWT and Travel Keewatin.
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Travel Keewatin staff would provide human rescurces
the GNWT would provide the support facilities such as office
acconmodati on and operating costs. However, at this tineg,
government policy does not provide for this type of assist-
ance, subsidization or “cross-subsidization” to a non-profit
associ ati on.

Option #3:

If significant assistance is required for operating and
staff resources, then a business devel opnent organization/
cooperat ive could be created to perform thi s functi on cn
beha 1 f 0 £ the indu str y. Thi = bus iness entity could recaive
s upport and f | nancial aid “-fromthe GNYWT, within prosant
co atri but 1 ons programs , while nmaintaining compl ete cperat-
ional i ndependence.

Option #4:

In the absence of any integration of this f unction wi thin
anot her activity, whether as described above or otherw se.

this function should be perfornmed by soneone (or several.
i ndividuals) on a volunteer basis. Sinply}it should be done.

The “designer”’ staff:

--identifies major and mnor tourism attractions aad
activities in target communities which can be sold for
addi ti onal revenues;

- designs t our it inerary ( ies)  which incorporates
‘“mj or " attractions and appropriately paces (spaces)
them for the tourist for optinmm val ue;

- ensures that tine is allotted for optional activities
(at added cost) which would be the “m nors”

- negotiates wth “' sub-contractors” from the industry
(tourism operators, transportation conpanies, facilit -
ies owners, etc. ) for delivery of the various tour
conmponents, pri cing, conditions and guarantees, and

sal es conm ssi ons;

- pronmotes and sells finalized packages to in-bound
tour operator, tour wholesalers or direct to tourists
(rare, usually only if designer perforns other two

functions).
DURATI ON: On- goi ng.
PARTI Cl PANTS : Prospective outfitters, guides
COSTS: $40,000 (direct financial)

RESOURCES: Coop funding: GNWT & private sector.

, while
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2. IN-BOUND TOUR OPERATOR IN COMMUNITIES

Fach communi ty requires an inbound tour opera tor, to provide
hosting services and interpret ive gui ded tou rs. Resources
for these operators may be available in the communi t. iesor
may have to be purchased on a seasona 1 bas is ( such as summer
students Y. The tour operator:

* buys pre-packaged community tour or designs own
tour (s) ; )

— pronotes and sells tours di rectly +to incomng
touri sts o r to wholesalers ( to incl ude i n the ir tours) ;
— delivers tours in the community.

Until a high demand is created for these services, toursmay
be provided only occasionally. Theref ore, consi derat ion
should be given to ensuring that this is not expected to be
a major source of income for the operator, but a secondary
sour ce.

DURATION : Touri sm season

TI M NG Just before tourism season for trainiang and

t hr oughout season during inplenentation.
PARTICIPANTS: Prospective outfitters, guides
RESOURCES: Coop funding: GNWT rent. ributi ons and pr i va te
sector.

14. 3 TMPLEMENTATION/ADMINISTRATION

The main issue of product developnment. wll be the precision
wi th which products match nmarket demand and needs. Al pro j -
ects wWi 11 be integrated with existing products, developnent
direction, human resources and narketing needs.

The primary objective wll be to strengthen the present
tourism operations and to st imul ate opportunities for
grow h.
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14.4 DELIVERY RESPONSIBILITIES

Keewatin Private |ndustry: Identif y or create marke tabl e
product s.
Ensure qual ity and rel i abi 1 i ty
of product.
SupPportdesignservice.s.
Travel Keewatin: Provi de design and impl emen ba-
tion services.
Tdentif y nost marketabl e

assets which can be packa ged.
Execute al L aspects of des ign.
Test products to ensure'f eas-
ibi 1ity. Collect info rmat ion
represent industry, coordinate
and 1liaise between industry
and gover nnent , execute
contract S for servi ces to
gover nrent .

GNWT Regional Of fi ce: Col | ect, anal yze and eval uate
i nformati on; represent  GHNT :
coordinate and 1 i ai se between
government and industry; plan,

-admini ster n d monito r
gover nment funded projects.

GNWT Departnent Headquarters: Provide oper ati onal s uppo rt
- and fi nanci al resources as

avai lab le; l'iaison bet ween
private sector interests and
governnent; project input e nd
consul tati on; eval uat e

cost/ benefits.

O her Organi zations: Participate as required. (e. =s.
Southern tour operators, air
carriers )

HUMAN RESOQURCES REQUIRED: Travel Keewat in, operato rs,

Regi onal GNWT office, GNWT
Yellowknif e

FUNDING SQURCE(S): - GNWT Contribut ion Prograns
Qther_Potential funding partners:

Airlines Hotel s, Lodges

Transport afi on __comanj es Other Industry Operators
Soathern Tour Wholesalers
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14.5 POTENTIAL FOR _IMMEDIATE (SHORT-TERM)

TOQURISM REVENUE _GROWIH

The following opportunities for additional revenues arc
based on the existing plant f aci 1 ities and inf rastructure.
However, new human and financi al resources arc requ i red.
Added  resonroe s requ i red  for ma rkel 1 ug purpeses could he
| everaged through corporate sponsorshi ps and major joint
ventures.

more conmmunity-based packages and touring packa ges;:

- bus lness traveller “impulse purchases”, pro/ post
‘ous iness tour i sm products;

al 1 naturali st activities;
— water activities, expeditions, cruises;

- day and evening recreation and |eisure activities,
ent ertai nment packages;

— special events and attractions (summer and fall
fairs, invitational conpetitions, races, fish fries,
“beach barbecues” , etc. ) ;

— neetings bus iness from NW business and government
popul ati on;

— post—convention tours. ~~from W nni peg;
sportsfishing and sportshunting pronotions;

— nore canoeing and canping traffic




15.0 _STABILIZING AND REINFORCING THE INDUSTRY
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STABILIZING AND REINFORCING PROCESS-AT-A-GLANCE

TIMING: January 1990 through 2000
£ To correct structura 1 weaknesses 1in the Keewal in

tourism industry.

To strengthen and secure the financial. underpinnings of
the industry.

X To inprove the supply and demand inter- rel ationsh jnq

* To inprove the managenent of markets and their i mpa st
on operations and operational expense.

* To produce a Vviable, sustai nabl e e, succes sf ul  and

beneficial private sector base.
To create industry self-reliance.

X To contribute to a long-termlegacy of positive devel —
oprent .
BENEFICIARIES: — Individual residents of the Koewatin

— Northern tourism operators and enploy-
ees of the industry.
- Governnment of the NWT

PRIORITIES: - Private infrastructure, facilities and

oper ati ons.

1. Undertake financial and operational audits of busi pesgs-
es which are having ifficulties (e.g. nanagenent,
operations, financial).

2. | npl enent  cost-accounting procedures throughout to det-
ermne real costs of operations and revenues required
for offset.

3. Correct product packaging (in presentation terms) and
pricing to ensure the generation of net profits. ‘

4. Correct market developnent and nmarket managenent to
yield maxi mum profits.

5. Refi nance operations as required for long-term viabil-
ity.

EVALUATION: 1. Preservation of existing facilities and

operations.
2. Ultimate economic and social benefits

for 1ocal popul ati on.

Level of self-sufficiency of industry.
Utimate inpact in marketpl ace.
Cost/benefit analysis.
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15.1 INTRODUCTION

It is obvious that the structural weaknesses in the industry
previously discussed have to the elimnated as quickly as poss-
ible. Although the physical developnent of the industry has been
inplanted, the critical deliverables of product and services
requi re mgj or inprovenent.

However, even nore crucial than fine-tuning the operations, i s

the f inane.i al foundation of the industry. The financial base is
presently very unstable and the industry appears to not. be ab?
to f inance itself from revenues. This nust be immedi atelyadcld-

ressed and resol ved.

The considerations which f 01 low are presented for discuss icn a ad
very critically, as background and basis for the s ubsequent mar -
ket devel opnent approach proposed.

16.Q QVERVIEW OF CIRCUMSTANCES OF THE INDUSTRY

Simultaneous with the growth and development offacilities and
infrastructure in the region, mar ket demand has been stinulated
and major growmh in tourism achieved.

The industry has generated a |arge amount of new revenues for the
region — in fact mllion s. However, at what cost? At first glance,
tourism appears to have provided mgjor econom c benefit to the
region. O, has it created an unserviceable debt burden which has
the potential to bring extrene damage and ruin confidence in the
future of tourismin the Keewatin?

Wiat is required to stabilize and sustain the present private
sector of the Keewatin is revenues. Not just total revenues - but
nore inportantly, net revenues. Profits which wll actually stay
in the region and enhance the welfare of the local residents.

Way has the industry not been able to keep up with costs?

- The region’s plant and infrastructure has been devel oped
wi t hout sustainable operating ability, an established client
base or a ready narket.

— There was little or no allowance for an essential start-up
peri od which new businesses nust finance at a loss, until
the client base evolves enough to finance the operations.

— There was perhaps a mscal culation and underestimation of
the difficulties of generating sufficient revenues, in
circunmstances which are not favorable.
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At this point, bringing stability and strength to the
private sector is essential. This nmeans rethinking critical
issues of financial recovery and adopting new policies and
practices which wi 11 enable the industry to offset costs

St.a ndard bus iness managemen t and devel opnent, practices mast
be incorporated into the industry at large. Correc tions a re
needed in the areas of finance, product costs , packa g1 ag,
product pricing and market targeting. cOst recovery musi be
the £ 1 rst priority and as such, should dicta te the type and
volunes of vis i tat ion needed.

Tt is inportant to rea lize tha t although the indus try devel -

oped very qui ckl y, the recovery proces s ma y take a lonz t. me
It may take at least 10 years to s tabi )1 sethe industry.

Furthernmore, the costs of stabi Li zi ngthe industry may be
S ignif icantly higher than the capital costs and operation 1
i nvestnments to date.

It is inappropriate to accept gross revenues as an indi cat-
ion of healthy perfornmance. The true indicator of health is
the net revenues. These are what is left over in the commun-
ties, after all the “bills are paid*’

In order to determine the adjustnents and marketing approach
whi ch nmust be undertaken, estimates have been devel oped of:

a ) the total revenues generated for the Keewatin in
1989, based on the visitation;

b) the profits or net revenues generated; and

c ) the financing requirenents of the industry.
Absol ute and accurate nunbers are not essential to prove the
main problem Sonme basic estinmates provide a strong indica-

tion that the industry requires radical solutions.

The attenpt was nmade to be as practical and realistic as

possible in the estimates. In determining total revenues,
varying expenditure figures were allocated according to the
type of visitation described. In the absence of finite data,
anounts are arbitrary, including the wuse of “$1400 per

person”, quoted in governnent (GNWT)as new tourism revenues.

Estimates of profits were calculated based on segnenting the
tourist expenditures into categories and the type of visit-
ation into two groups, one which uses commerci al accommodat --
ion and the other which does not.
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It is assuned that operating and overhead costs are lower
for visitors who do not use commercial acconmodation. sinee
they tend to contribute incremental revenues to operations
which are not solely tourism based but which also service
the |ocal population.A so, the acconmodation sector operates
at a much higher cost |level (break-even point) than other
services.

It is also essential to wunderstand the mninmm threshold
requirements of financing the industry. In the absence of
actual data, calculations can be based on a-theoretically
assigned value and adjusted as needed.

For example, if the industry represents investments of
roughly $10 million, it will cost about $30.8 million to
finance over 20 years at a 15% anortized rate.

This requires a mnimm level of gross revenues, annually,
of approximately $3,082, 000.

Of this: - $1,540,800 is required to finance the
i nvest ment s,

- $1,340,500 is required to finance t he
operations, and

- $ 200,704 would be [left ever for distribution
as profits.

The following indicates a major probable shortfall of
touri sm revenues I N the Keewatin.
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16.1 ANALYSIS OF REVENUE PERFORMANCE QF 1989

Composition and expendi ture

contribution of the 1989

visitors to the Keewatin are based on the follow ng.

Visitor type Vol unes

GROUPS:

A) Visitation - not
I nvol vi ng Acconmodat i on

cruise ship 180
day tours 325
out door adventure 12

friends/relatives(VFR) 400

Sub-total s: 917

B) Visitation with
Expenditures for Accomodation

naturalist packages 24
general touring 96
i ndi vi dual travel ers 35
fishing 141
sportshunting- cari bou 17

pol ar bear 3
business travel 295
sub-totals: 611
TOTAL. 1528

Esti nat ed Tot al
Revenue Revenue
pexr person __Contribution
$ $

@ 500 90, 000
@ 200 65; 000
@ 1000 12, 000
@ 500 200,000
367, 000

@ 1400 33,609
@ 1400 134,400
@ 1400 49,000
@ 2500 352,500
@ 3500 59,500
@200C0 60,000
@ 1400 413,000
1, 102, 000
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16.2 ESTIMATES QF CQSTS

In attenpting to determine +the extent of financial redress
required, it was attenpted to determne the “cost of doing
business” in the Keewatin and the revenues required to
support the business. Wthout any actual financial figures
available, a theoretical approach was adopted. This provides
the basis for direction-setting, particularly in market
managenent and devel opnent.

Costs have been desi?nated in three particular conponent
categories, wth the following definitions.

Product cost: This includes all out of pocket
expenses (including materials) and
operating overhead required to sell
a product or services. This would
include capital expenses but does

not include any financing costs
(interest) related to capita
expenses - which would be derived
from gross profits.

Packaging/Support.

Services: This includes services required o
an on—goi ng basis such as business
directory l'istings, accounti ng,

legal, insurance.

Salaries/Personnel: This_ includes i ncone and b&l{}efits
for "enpl oyees and operators in the
i ndustry.

In estimating cost of sales for each of the groups of vis-
itors, the follow ng ratios have been all ocat ed.

Group A)

This group does not stay in the comunities, using tourism
accommodation. Therefore, while the allocated €XpPenditure
amount is lower per visit, there 1is also a comparab le

reduction in the <«ost of the prcduct and the services
associ ated with providing that precduct.

50% of revenues

- product cost
5% of ravenues
4 Lo

- packaging/support services

—_salaries/personnel 1533 _of revenuos
TOTAL PROBOUCT COST = 70% of revenues
Contribution to Profit = 30% of revenues %

ool
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Group B)

This group does stay in commercial accommodation, thereby
increasing the overall expenditures per visit. However, the
provi sion of accommobdation also increases the costs of the
product and associ ated services.

- product cost 55% of revenues

- packagi ng/ support services 10% of revenues
- salaries/personnel 15% of revenues

TOTAL PRODUCT COST = 80% of revenues
Contribution to Profit = 20% of revenues *

* Net profits wll reflect the residual profits after the
removal  of variable costs including financing costs,
pronotion, narketing and any sales conm ssions to the trade.

16.3 ESTIMATES OF NET PROFRITS

Based on 1989 visitation figures above, the net profits for
the year have been estimated as foll ows.

G oup A - for this group, it is assuned that a
relatively small percentage of gross
profits nmay be allocated to variable
costs: perhaps 10%

- this would suggest a net profit
contributien equal to 20% representing
$73,400 im new revenues.

G oup B) - a much higher percentage of (gross
profits is assuned to be allocated to
vari abl e costs, since sales are nore

dependent on nmarketing and trade sup-
port. This may easily be as high as 15%,
based on commissions of 10% to the trade
and a 5% marketing pronotional. cost.

- this would suggest a net.. profit
contribution equal to 5%, representing
$55,100 in new revenues.

While every opportunity to reduce costs should e pursued.
it would appear that the main requirement is to incrsase
revenues substantially. Not only must  operaticns  2o0shs be
cover=d, but participants in +the industry should obhtain a
fair financial reward and be motivated te reinvest and grow
in the industry.
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At present, this does not appear pronmising. The 15% salary
conponent represents $220,000 in jncone to the industry.
However, distributed anongst approxinmately 300 people, the
average inconme then becones about $735 per year. Even if the
incone represents 50% of total revenues ($735,000), incone

di stribution would average $2450. per year.

Wiile the foregoing exercise is useful as a first step, it
only serves as a first step. It is totally based on
assunptions and arbitrarily assigned values. It also treats
all tourism businesses identically and inplies that all
require nanagenent and financial renedy.

The industry is neither operated nor financed collectively
as a single entity and therefore, the financial solvency of
i ndividual enterprises will vary wdely.

Rat her than use guesses and estimates-on which to base dec-
isions,a nore precise analysis is required of each operation
on an individual basis. Not all businesses require renedial
assi stance, and those which do wll require a variety and
conbi nation of different aid. (e.g. Cenerating nore revenues
will not conpensate for inappropriate managenent practices. )

Wat is known is that sonme operations are in financial
jeopardy and others in extreme difficulty. However, not all
Keewatin enterprises are in- financial difficulty. Some are
highly profitable. Each nust therefore be reviewed independ-
ently and appropriate action taken, custom zed to the
ci rcunst ances.

To pinpoint specific a n dffective corrective assistance
needed, the following are recommended. Caution is noted

however, that all processes should be highly sinplified and
adjustnents easy to sustain.

1. Undert ake financi al and oper at i onal audits of
busi nesses which are havi ng difficulties (e.g.
managenent, operations, financial).

2. | mpl enent cent- a"countlnp precaedure throughout each

business to determne the real costs ot‘ operations and
the minimum revenues required for offset.

3. Correct product packaging (in presentation terms} and
pricing to ensurc the generation of net profits.

4. Cc; rract market developnent and market management to
yiceld ®2X1 mum profits.

=, sk lbll«"l simple financial plans and  ref inance

5
cpera. ions as required for long-termviability.




16.5 IMPLEMENTATION/ADMINISTRATION

The individual businesses and operations in the Keewatin have
the primary responsibility for any exam nations, operating and
financial adjustnents to their enterprise. Each business will
have to determne any areas of apparent difficulty, if assis-
tance is needed/desired and the source of the assistance.

Tradi tional sources of assistance should be tapped as avail able.
Busi nesses in difficulty,without rescurces or recourse to assis-
tance 'from traditional private sector sources (banks,legal coun-
sel, ete.) will need assistance from governnent. Wen a private
enterprize has been built with extensive public funding, govern-
nment has a vested interest ‘in-ensuring its solvency and success.

If the circunstances of a business failure are such that govern-
nment assistance cannot correct and elimnate the problens, then
t he business should be dissolved and/or if possible, replaced by
a suitable operation.

CGovernnent should fulfill specific roles:

1. consulting and guidance to businesses which need nedium
level of adjustnments (e.g.product pricing assistance) to
becone profitable; i ncluding producing/ creating basic
operating nmanuals, financi al nodel s and sinple plans for
touri sm busi nesses, * and,

2. in the advent of wunresolvable failure, the governnent
should encourage dissolution of the enterprise - thereby
protecting the operator -from further damage.

x These materials could subsequently be used throughout the NWT.

NMOTE: Particularly when governnent has nade substantial finan-
cial contributions to an enterprize,there is a strong need and
obligation for an emergency process of “"salvaging“publiec funds.

One consideration could be that government policy be changed so
that in certain situations, through tenporary governnment inter-
vention, enterprizes not be allowed to fail entirely and that
losses be mnimzed. A “public” financial receiver/consultant
and firm conptroller for businesses in serious jeopardy could
tenporarily assist with operations and financial management ,
untilanailingbusinesswasrestructured. Governnment would riot
assume total private operaticns and_fipancial management - but
would help strictly cn a tenporary, energency basis — and only
if there Were any assets to salvage. At prasent sovernment can
provide research and ccensulting assistance which ceald be used
to the utmost . Government cannot get involved wikhin a business.

A

Increased involvement would require change in Government poliay.




16.6 DELIVERY RESPONSIBILITIES

Keewatin Private |ndustry: Concentrate on correcting
interna 1 problens, i ncl udi ng
i dentifying ar eas\ need for
assi stance and source(s) of
assi st ance.

Travel Keewatin: Provide informati on on sources
of assi stance; coordi nate and
liaise between industry and
‘ gover nnent, adm ni ster any

services for governnment and/or
i ndustry (identify prospects
and qualify leads to precisely
mat ch busi ness services. )

GNWT Regional Ofice: Col l ect, analyze and evaluate
i nformati on; assi st industry
in identifying problens and
solutions; work with industry
to resolve; represent GNWT;
coordinate and |iaise between
government and industry; plan

adm ni ster, inplenment and mon-
itor government funded
nmeasur es.

GNWT Department HBeadquarters:-Provide human arid financial
-resources as required for ap-
propriate roles in industry’s
operational and financing cor-
rection practices; administrat-
ion and control of participat-
ion; eval uate effectiveness
and cost/benefits.

O her O gani zati ons: Participate as required. (e.g.
Banks, Lawyers, Account ant s,
etc. )

HUMAN_RESQURCES REQUIRED: Private Industry,Regional GNWT

cffice, GNWT Yellowknife,
Travel Keewatin

FUONDING SOURCE(S): - Private industry
- Lending instituates, huesiness
support services (legal, ac-
counting, insurance)
-~ GNWT
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17.0 MANAGING MARKET DEMAND

This is the second key area, which in addition to financial
consolidation, will dictate the stabilization, strengthening
and nmediumterm viability of tourism businesses in the
Keewatin.

One of the nost significant opportunities which currently
exists is to assist the existing base through effective
mar ket managenent, narket devel opnent and re-development.

Contributions of revenues from existing visitation is
substantially Jlower than the mninmum which appears to be
needed to service operations throughout the region.

Effective and efficient managenent of nmarket demand has a
positive,direct inpact on the profitability of the industry.

This demands a strong understanding of the inter-relation-
shi ps between supply and demand and the ultimate inpacts of
specific characteristics within each.

Inproving sales and the residual benefits of products for
the Keewatin industry requires stronger control of certain
supply characteristics. These include: product make-up, in-

trinsic values, stinmul ated sales, packaging (in marketing
ternms) and pricing.

Demand side characteristics of inportance include:the cl ass-
ification of wvisitors according econonc inpact potential,
the cost of servicing these. visitors and the value of
different types of clients. Contrelling these is a function
of the marketing work.

Increasing the aggregate volunes of visitors is not the

answer. It is inappropriate to take one revenue figure and
apply it to all wvisitors since expenditures vary according
to services bought. Ther ef or e, it is necessary to define

specific types of preferred tourists according to net ben-
efit objectives and the targeted volunmes for each.

By carefully selecting the targeted clients according to

their inpact on oper ati ons, oper ati onal expense and
contributions to profit., operators can minimize unprofitable
products and services and inprove prof it, cab le operat i ons.
Managi ng nmarket demand will involve:

— adjusting product <characte ristics. including pri ca

(upwar ds) ;

adjusting the compos it ion of visitors and  the
revenues st,i.mll ated by each visitor type:; and,

i ncreasi ng< the average expenditures per visitor.
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17.1 PRODUCT CONSIDERATIONS

a) Aconplete product approach, should ensure that as

many “sell-through” product sales are incorporated as

possible, stinulating sales throughout the communities.
- In addition to a tourism itinerary, additional
sales could be inbedded in the package, thereby
forcing additional expendi t ures. Exanples are
including: a souvenir product of Northern art or
craft ranging from $100 to $200; a speaker or
denonstration guest for interpretation, |ecture,
entertainment, etc.; an extra side trip requiring
outfitting and/or gui di ng; a special event
requi ring additional-hosting, entertainnment, etc.

b) Sound basic itineraries are one of the most
i nportant needs, ensuring that there is a good blend of
maj or activities whi ch ar e unique and very
positive/attractive to the prospective client.
- The aim should be for a balanced schedule of
pl anned or “guaranteed” activities and optional
activities, in whhich the visitor can elect to
participate, according to interest.
- Ensure adequate viewing and participation tineg,
but beware of long periods of inactivity, |eading
to boredom |ow satisfaction rates anong visitors.

c) Itineraries should deliberately not try to cram
every possible local/regional tourism experience into
one tourismvisit
- Segregate nmmjor experiences into key attractions
for two or nmore return visits.

d) As many resources and services of the conmunities as
possi bl e should be used extensively in the delivery of
the final products.

- Hospitality establishnents can provide neals,

snacks, facilities for “neetings” and events.-
Si ght seei ng, guiding and outfitting services are
avai |l abl e. Speci al i zed | ectures, interpretive

tours and other scheduled group activities wll
generate opportunities for local group |eaders and
suppliers. Souvenirs can be purchased from local
artisans and irncluded in the product as part cof
the “goodies” which visitors receive.

e) Length of stay shculd be contrclled through planuning
basic minimum one-week packazes.
- sherter alternate lengths  would be dicceurarad
through "incentive pricing”. For example. if the
length of stay wnas less than cone week, the per day
costs weuld increase.
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17.2 PRICING PROCESS

Pricing is a critical factor in the success of any product.
If it is too low or too high, it becones an inpedinent to
sales. If the product is exotic at a very low price, the

price-value relationship is damaged wth the product value
lcsing credibility. Rowever, the product and service quality
must be inpeccable to justify any expensive price.

The pricing considerations:

a) product design,
the sale of Thighly narketable conprehensive
tourism packages which specifically force the
injection of new revenues into the region because
they include and enphasize the use of the region's
community services and |ocal” resources;

b) conpetitive analysis,
- ensuring successful business development in the
aggressi ve conpetitive arena of a Volatile
mar ket pl ace, standard price pronotion nethods, and
encouragi ng outside sales through a comm ssion
base (through travel agents, neeting planners,
etc.);

c) strong price structure,
- reflecting an exam nation of the costs of
operating with all other variable costs, and the

determ nation of =="reasonable gross profit nmargin
which will support ‘all fixed and variable costs;
and,

d) market denand,
- assessing the quality and types of services
required as a mnimum and relative narket price
t hreshol ds, as wel | as pronotional pricing
considerations (e.g. incentive pricing described
above, discount pricing during “shoul der” periods,
such as first and last weeks of season, etc.).

There arce three key issues regarding price:

- the devel opnent of a standard pricing policy;

- the visibility and marketavility of price as an
important compenent of thae proeducth;

~ the appropriate interpretaticn of price acceording to

the marketplace {(o.g. foreign currencios).
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Pricing should be standardized for a fairly conprehensive
itinerary over specific time frames (6 days/5nights)x*
t hroughout the season. |t should be structured with the ab-
ility to accommopdate nost client requests for custom zation,
except for extraordinary demands, such as a side-trip to
ot her NWI regions.

Qpportunities to inject additional revenues into the region
beyond the base created by the basic product should be
pursued and encouraged (purchases of local goods, crafts;
pre and post tours extending the vacation period).

Prices should be shown in as conprehensive a manner as poss-—
ible.For exanple, return airfare should be shown in addition
to the one-week package price. Wat the price includes as
basi ¢ conponents should be identified along wth it:
“including all acconmodation, neals, transportation”.

Al'l  correspondence and pronotional materials should include
price as an inportant conponent of the product offer. If it

is presented properly, it will actually enhance the quality
and value perception in the target markets.

The price should be appropriate to the marketplace in terns
of currency base. |f the primary target nmarket segnments are
American, pricing in the United States should be stated in
U S. dollars based on Canadian rates and showi ng the tourism
package with and w thout transportation.

The establishment of a basic price should be reinforced and
mai ntai ned as such: a mninum-conprehensive price. It should
not be tanpered with or “adjusted” at random This is crit-
ical in order to maintain the integrity of the product.

Price points should be specified based on a two-tier
appr oach:

a) a retail price, which is the published public price;

b) a wholesale price, which is the published public
price |ess commissions/sales rate (mn. 10%.

The retail price would apply to the general public and
businesses.

The wholesale price would apply to all reservations made
througzh the travel trade and to minimum bulk reservations
made by businesses (e.g. bookings for 10 or more rocms,based
on double occupancy - 20 peoplel). The eguivalent of the
wnhnolesale rate could also be offared as a public disceount
price during specific slow times. With thae excephtion of pra-
dehermined pericds, at the heginning and end of the summer
season, discounts zhoeuld not apply.

]
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The main underlying foundations for strict rigidity are the
l[imted capacity and availability of product in the Keewatin
and the absolute inperative to recover capital and operating
costs in a very limted annual tine—frane.

17.3 SUMMARY

The conposition and distribution of economc benefits from

tourism sales can be highly controlled through product
desi gn.

Proper pricing will ensure that the intake of funds exceeds
the costs of servicing each sale, provides a contribution
towards the seasonal set—up costs and generates appropriate
net revenues (profits) . These net revenues could then be
used for a variety of needs, such as offsetting increased
operating expenses, contributing to capital projects, equip-
nent purchases, etc.

Targeting selected high-yield narket segnents as a priority
will increase profitability of operations. The value of the
overall industry will be enhanced based on the conposition
of visitors and the net revenues stinulated by each visitor
t ype.




18.0 MARKET DEVELOPMENT—

62




63

MARKET DEVELOPMENT PROGRAM AT-A-GLANCE

TIMING: January 1930 through March 1991
OBJECT| ' ?RS-

X I ncrease total visitation to the Keewatin region

X Recapture at |east 10% of past traffic as repeats (200)
X Specifically increase volunmes of visitors who stay nore

than 24 hours by 10% or 30 people.

X éggaease | evel of expenditure per person per visit by

ES | ncrease levels of satisfaction anongst visitors by 15%
to 60% of all visitors being satisfied with their trip.

x Increase plant utilization by tourists to 30% of
current capacity from 20%

3 Stinul ate pl ant utilization ‘hy local residents
equi val ent to 20% of current capacity.

X Gener ate awar eness, know edge, notivation & intent to

travel to the Keewatin

3 Build international reputation of excellence for one
exclusive attribute

X Generate highest-quality |eads and convert to sales.

% Ensure direct involvenent in marketing by operators.

x Establish effective di stribution networ ks through

col |l ateral i ndustri es.

Conpi | e  conprehensive nmeasurable data for program
eval uati on.

TARGET  AUDIENCES:

*

Hi gh Potential Tourists

- Hgh Expenditure Tourists

- NWT residents, businesses and
politicians

- Influential groups

- Travel trade

- Travel nedia

MARKET DEVELOPMENT
PRIORITIES Target four nmain target market segments
in North America:
- culture/history (grocup travel)
— cutdoors adventure travel
- consunptive outdoors trave
- busi ness travel

TARGET MARKETS: 1. United Se=®- -7 Canada 3. NWT

4. Proximity markets for business travel
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PROPOSGED CAMPAIGN COMPONENTS:

1. Highly targeted print advertising and pronotions to

prequal i fied prospects, primarily in US. markets with air
links to the Keewatin and with coverage in Canada for inpact
on awareness, know edge, interest and notivation. (nagazines,

direct mail marketing)

2. Concurrent editorial features and special “docunentaries”
dedicated to the Keewatin in vertical nedia, including
tel evi sion science, nat ur e, historical docunmentary series
and sportsfishing prograns.

3. Strong direct narketing, “pronotional and cross-merchand-
ising activities.

4. Speci al integration of activities specifically designed
to maxi m ze i mpact on i nfluential groups such as

sport.sfishing and hunting clubs and associations, travel
trade and nedi a.

5. Cooperative |ead generation & fulfillment with GNWT.

6. Sales Tracking.
CREATIVE & PROMOTIONAL APPROACH:

To execute a very product specific program which allows
maxi mum specific promotion and integration of individua
private sector operators who are the leaders in their
product categories. e

Apply “hard sell” techniques to produce actual bookings
and/or high potential leads.

PERFORMANCE MEASURE}

Sales generated by program
I ncrenental nunber of enquiries for
t he Keewatin over previ ous season

RESEARCH & EVALUATION: 1. Prospect enquiry anal ysis.
2. Eval uation of effectiveness of
program conponents.
3. Cost/ benefit anal ysis.
FUNDING_ OPTIONS: 1. Self-funded by industry
2. Self-funded on cost-recovery

basi s through program sales

3. Joint funding wth private
sector partners

4. Subsidized funding from CGNWT

KKK KK KKK RO R OK KKK OK K ROK ROKOK K OKKCKKROKK KR KR KRR KR KRR K KX
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18.1 MARKET DEVELOPMENT STTUATION QOVERVIEW

Mar ket devel opnent initiatives have enjoyed major support
from government prograns in parallel wth industry grow h.
The significant development of new facilities in the past
few years has created new market opportunities.

Now is the tine to adjust the conposition of target markets
to precisely match the base of products to market demand and
to generate the highest potential net revenues.

(oj ectives should dbe very specific, short-term measurable
and achievable. The ultinmate impact of the narketing process
is in economc terns: net revenues — profits.

A sound wunderstanding is required of the relationships
between various tourism product characteristics and appeals
of the Keewatin and potential tourism narket segments. This
includes the narket’s values assigned and/or associated with
various elenents O the natural envi ronment , exi sting or
future built facilities and infrastructure, and the region’s
cultural, historical, archeological heritage.

Factors which inmpact on tourism behavior and consumption
need to be reflected in marketing methods and techni ques and
the precision of product—-nmarket matches. Market devel opnent
is also dependent on travel trends, socio-political-economic
factors, ease and facility of access to the region and
availability of hospitality services and supporting tourism
services - such as licenced guides and outfitters.

An understanding O the characteristics of +the market seg-
ments which participate in present tourism is needed to
manage future mar ket  devel opnent and related tourism
activities.

As di scussed in the previous chapter, well-targeted
arketing will produce the best results, leading to
strengthening and revitalizing the industry.
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18.2 PROBLEMS

increasing conpetition, including other NWT destinations

reduced marketing budget and limted industry resources

elimnation of marketing subsidies beyond 1990

hi gh prices conpared to devel oped destinations

short season and mnimal shoul der season visitation

devel opnrent very limted *°

capacity very |ow

delivery problens

i mage and perception of redion being difficult to reach
and has a forbidding environment

18. 3 OPPORTUNITIES

- successful efforts of past marketing canpaigns

- product categories can be precisely mtched to special
i nterest market segnents

— Keewatin is accessible and ‘has abundant pristine
wi | der ness

- changing travel demands to nore exotic, “educational”
travel

— changi ng denographics to higher disposable incone and nore
leisure tine

— shoul der seasons and off-season can attract tourism

— unique cultural identity based on historical and Northern
peopl e

- destination profile can be marketed as exotic destination

- price can ba used as lever to support exotic and
"exclusive"” personalit
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18.4 STRATEGIC CONSIDERATIONS

Successfully marketing the FKeewatin tourism roducts
involves setting a new approach, which is highly directed,

very simplified and targets only the highest potential
vertical markets.

A fully integrate marketing mx is crucial, including direct
mar ket i ng, adverti sing, public rel ations, pr onot i onal
support, etc.

It is «critical that awareness and general i nterest be
qui ckly converted to serious notivation and actual sales in
the short term in support of the short-term objectives of
the industry. Imediate action and notivation +to travel is
needed within the next 12 nonths.

1. The, Keewatin mar ket i ng progr ans should be
desti nati on and pr oduct SpeCi fic, pr onot i ng its
strongest nmenbers and |eading operations in each

product/market category and unique benefits to well-
defined target segnents.

2. Marketing activities should be directly related and
priorized according to high potential, high expenditure

speci al i nt erest mar ket s for maximum return on
i nvest nent ;
3. Initiatives will aimto nmaintain primary parkets and

f ocus on product-market matching and encouraging
product diversification and identification;

4. Increase activity in developing and special interest

markets - focusing on up-scale segnents and product
differentiation;

5. Inprove marketing results of industry, encourage and
coordi nate higher | evel of participation by the
Keewatin industry and establ 1 sh joint marketing
agreenents wth tour c¢perators/wholesalers who are
| eaders in target. special interest market. segnents;

6. Joint programming Wth leisure travel sperators and
speci al interest operators/wholasalers , carriers and
travel in nflueacers and others shculd be enphasized, to
mai ntain exist i ng package tours and seek to increase
number of package Ltours aval lable throm»[.}: new

o
.. e=nent 5
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7. Strengthen service orientation nmarketing and compet-
it ive information, new approaches /programs wth key
i nfl uencers, responding quickly to market needs and
opportunities;

8. Ensure results-oriented,value for noney initiatives;
build in i mredi ate feedback nechanisns, i ncl udi ng
booki ng and |ead generating techniques;

9. Exchange and integrate research data and plan coop-
eratively with the GNWT, major partners (e.g. carriers,
whol esal ers) and others pronoting the Keewatin.

18.5 COMMUNICATIONS IN SUPPORT OF THE KEEWATIN'S
TOURISH FROMOTIONS PROGRAMS

Marketing planning should entail a mx-of activities intend-
ed to stinulate the nost effective and efficient results.The
| argest proportionate volune of activity would be ainmed at
priority geographic target markets and specific market seg-
ments with the highest potential for visitation. Communicat-
ions to the general travel comunity would be primarily pub-

lic and press relations with highly targeted direct mail to
sel ected audi ences.

The ultimate inpact ‘of overlaying several conmunications
nmet hods, would be the achi evenent of program objectives in a
shorter tine-frane, due to the synergistic inpact of repet-
itive communications in diverse environnents.

Communi cati ons m x:

a) Public Relations (public speaking, presentations,
events, general enquiry handling);

b) Media Relations (special interest, business nedia
and mass nedi a);

c) Media Advertising in prequalified highly targeted

medi a;

d) Direct Mail to high potential target segments;

e) Milti-nedia Trade Pronotions (prequalified according
to criteria);

f) Miulti-nmedia target pronotions to special i nt erest
audiences according to objective(s) {suches cut-
doors enthusi asts, culture/history buffs, business
executives) ;

g2) Milti-nmedia target pronotions to potential sounrces

of sign. ifi ant, influence (academic iastitutions,
orofessional associ at ions ,societ ies, organ izaticn s,
elubs , o ther iaf 1 uencers;

i) Jeint  aul ti-med ia  pronotions with key indust ry
partners {e. ¢. alriin es |, governmen t |, towur cperators )
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The process would conprise the follow ng:

1. Awareness building

2. Attitudinal change

3. Target audience notivation

4. Lead generating and qualifying

5. Enquiry fulfillnent, followup, rem nders

6. Lead conversion to actual sales.
Since the nmarketing budgets are limted, the nmarketing
program would have to be heavily dependent on targeted
publications, direct mail and special events to reach the

hi ghest potential target audiences.

To achieve the nost effective and efficient comunications
in support of Keewatin’s tourism an optinmm nedia mx would
conpri se comunications through:

a) nedia relations in the product categories’ *“nost
influential” nedia, to build a foundation of positive
i mage, awar eness, perceptions and attitudes towards

Keewatin as an attractive tourism destination;

b) direct nmarketing in the best “sales producing” nedia
in each of the target product categories, reinforcing
the general image-building process, provide information
custom zed to the unique circunstances of the category,
inform and notivate the target audience to plan a
Reewatin visit;
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c) direct, marketing in the *’most influential” business
publications which reach selected industry segnents, to
communi cate specialized services for neetings, business
travel i nformation, appropriate case studies and
specific business “offers” and opportunities;

d)direct mail marketing to special interest audiences,
to produce neasurable results in the form of highly
interested respondents who are notivated to specific

action (e.g. book tour, request qualified information);
and,

e)other mass nedia (through public and nedia relations)
to increase the volume~ and frequency of positive

editorial coverage supporting the narketing objectives
of the Keewatin.

18.6 SPECIAL INTEREST MARKETS

The industry needs sales - not only interest.

As a priority, activities should be directed to specia
i nterest groups. If marketing budgets are too Ilimting,
these should be the ONLY targets, with no nedia expenditure
agai nst broader audi ences.

The follow ng specialized segnents should be considered as
a priority.

G oup Influencers

These should be the first priority of the region, including

tour operators and whol esal ers, cl ubs, associ ati ons,
chanmbers of cCommer ce, group recreational associ ations,
travel clubs, etc.
- market products which are ready for nmarket, |eaders
as exanpl es of category;
- heighten/increase developnent in primary narkets and
create in developing marketing, awareness of the

Keewatin as preferred travel destination

- create awareness of and promote specific cultura
products, events and attractions;

— pronpbte value added btenefits of a Keewatin vacation;
- maintain current visitation |evel seeking cultural

experience, increasing length of stay and expenditure
per visit;
—increase intent to t ravel to Keewat ia in thigh

potential devel oping market segments.
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Non- consunptive Qutdoors Adventure

- create positive attitudes and awareness of Keewatin’s
outdoors adventure products

- increase present nunber of outdoors enthusiasts
lovers traveling to Keewatin, primarily by targeting
cl ubs and groups

- generate additional research and narket information
regarding specialized industry for use by industry

Consunptive Qutdoors
Sportsfishing & Bunting

- increase present nunber of visitors, through highly
directed marketing and pronotions (e.g. shows)

- generate qualified Ileads for operators to convert to
actual sales

- increase positive attitude and awareness towards

Keewatin as fishing, hunting and incentive travel
destination
- generate i ncrenent al research and pl anni ng

i nformati on
Busi ness travel

- increase awareness of Keewatin products for neetings
and business travel in primary narkets

- target specific geographic nmarkets of opportunity,
and industry sector segnents

- pronote best resources and attractions of the region
(maybe only 3) —

- work cooperatively wth public and Private sector
partners to penetrate markets nore effectively

— increase nunber of |eads and neetings booked

- generate additional research and planning information

Trade Rel ati ons

- strengthen par t ner shi ps and rel ations with
influential trade
- pronote awareness, know edge and competitiveness

t hrough | eadi ng products

— ensure optimum use of resources

- Ccreate favorabl e climate for agreenents and
part ner shi ps

- produce additional agreenents
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Medi a Rel ati ons

- strengthen part nershi ps and relati ons wth
influential nedia for each product category
- pronote awareness, know edge and conpetitiveness of

region through |eading products

- ensure optinmum use of resources

- <create favorable <climate for maxi nrum editorial
coverage and pronotion of region.

18.7 PRODUCT LINE DEFINITION

1. Cultural, history
ant hropol ogy, history, archeol ogy
- living history, traditions, customs, language
- people, cross-cultural exchange, entertainment
— architecture, environnment, natural history
- education forum
2. Qutdoors Non—consunptive
outdoors adventure, canping, canoeing
— wildlife view ng, photography
- natural history, geology, biology
- education forum
3. Consunptive
- sportsfishing:
- |l odge based
- canp based
- conmunity based
- education forum
- sportshunting:
- lodge based —-
- canp based
- education forum
4. Busi ness
- NWT business travel
— business conducted locally + tag-on
pur chases
- meetings, snmall conferences + tag-on
pur chases
- southern business travel
“retreat” meetings, small conferences
- pre—/post convention tours
- educational forum (business training)

Sinc e the various sources of marketing are dive rs e. there is
a requirement fer a hi gh -1level of cocrdination and

cooperation between these sources. Travel Keewatin can best
perform this rcle to enzure all marketing cpportunities are
optimzed and to take advantage of any circums tance for
r2 infors ing the objectives of the tone. Thereshculdalsobs
concerted effort to present a similar, censistent image and
w05 sage 1n the marketplace - regard less of the scurce.
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Fi nanci al resources should be dedicated in a priorized

fashion to the highest producing, cornerstone initiatives in
each of the pre-requisite activities.Opportunities shoul d be
pursued to «create multi-purpose aids and tools; consolidate
information and materials; as well as measures to reduce
production costs.

Consideration should also be given to delegating certain
responsibilities for marketing to outside nar%eting sour ces
in order to reduce burden(TravelArctic, southern tour oper-
ators/wholesalers) . Leveragi ng marketing activity from other

organi zations wll also inprove market inpact and results
exponenti al | y.

Some €Xamples for consideration include:

a) contra arrangenents wth ot her destinations (e. g.

exchange of customer lists);

b) “twinning” with major Southern city(ies);

a) strengthen/modify Travel Arctic image advertising for
Keewatin to support its objectives with a set anount of
effort;

b) lever mjor pronotion from influential nedia for FAM
cost;

c) tap exi sting networks such as governnent, Canadi an
Consul ates, reservation systens, carrier agents, wholesaler
net wor ks;

d) make whol esal ers responsible for own expenses;

e) lever corporate sponsorship for costs of special
pronoti ons and tail or products to suit (excellent
opportunity for events);

f)lever corporate advertising revenues/sponsorship for
activities;

g) “sell-” information packages to enquirers (this is an

excel l ent nmechanism to qualify prospects and ensure genuine
interest).

EVALUATI ON incremental Sales
incremental |eads
incremental pr onot i onal and reed, ia
support

incremental agreenents

FUNDI NG SQOURCE Industry
Partners
GNWT -
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