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This report has been p for Travel Keewatin and
Department Of Economic D of
Government of the Northwest Territories.

This reflects the second of a twO-part prOcess aime~
strengthening and rejuvenating the tourism industry of

2

the
the

Keewatin region. The industry faces major dilemmas in sus-
taining its base and allocating and optimizing its resourc-
es. Furthermore it has recognized that the 3.XlC2Unt.~-jfti”::;i”fl-”
cial resources and ~ub~idj.es tr~~j_t-,j.0n,3].lysourcxxl frmm Hov--
ernment and government–funded- agencies may nO l.on~~crbe
.av,ai1able, as restraint affects public programs “ ‘ht>l’1Wti] .!,,,

industry has relied heavily.

This has provoked an u r gneed to re-&aluat.e and redefine
the medium term product and market development strategies of
the region. This-was undertaken in two

PHASE I

In the first phase of reassessment,
strengths and weaknesses were analyzed

distinct phases.

the region’s industry
and evaluated.

The final report of the first phase “strategic Examin<at.i.on
,,... stated that “This [process] is particularly t~mely,

since significant changes in political, public policy and
-* private sector circumstances--have occurred and more are

foreseen. Major impacts on ‘all forms of resources are
anticipated, ranging from infrastructure development to
financial and human resources. Thus,there is an urgent need
to strategically plan future direction, buffer potentially
negative conditions and maximize the effectiveness and
efficiency of all resources and development initiatives. “

The feasibility of sustaining the existing industry base and
expanding t.~urism in the Keewatin region was evaluated and.
strategic guidelines established — to provide the background
and framework for specific initiatives proposed for the
medium term.

A comprehensive review included:
.—. – infrastructure, plant an-dproduct development,

- human resource issues, -
– market development,
– roles and responsibilities,
– management practices and
– organizational relationships.
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PHASE II

-

The second stage is the work or action plan resulting from
the examination and evaluation. The planning reflects a
fundamental change in industry development philosophy from
accelerated, inefficient, not self–sustainable. ineffective
development to a re-orientation “back to basics”.

One of the key conclusions reached during the strategic
examination of past performance and documented in the :firs-t
report: “ A Strategic Examination of Tourism Development. i.n
the Keewatin. Northwest Territories” was pivotal to tfi.e
planning approach. ~h~ l;o~r,~sm--in~u~try~evcl~p~,~nt,Y,O~.l:::”k~
is no-t self-~l~stairiable in the Keewatin with -.l:~~~l~t.

practices.

Until now, all aspects of tourism sector building in t~he
Keewatin has been totally dependent on
highly ambitious,

government funding,
and the development processes implemented

in a highly fragmented fashion.

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

As an action plan, activities are specified for the Keewat,i.n
tourism industry over the next eighteen months t,othree
years. These activities are framed in programs supporting
the strategic framework or gliidelines established in the
first phase. Generally, successful delivery of the various
activities is dependent on and the primary responsibi.li-hyof
industry. The provision of assistance and facilitation is
the primary responsibility of the government.

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

The project committee convened i-nmeetings and comprised
representatives from the Keewatin tourism industry, Travel
Keewatin (the region’s tourism industry associate, the
Government of the Northwest territories (Department
Economic Development and Tourism) a consultant fr~’~and
Briar International Business Resources Inc. Establishment of-——
this committee was to facilitate the processes required to
complete the project as it usutilly proves a gcxxlmwiel for
consortia work.

— This process is a renewal of support and commitments to the
Keewatin tourism industry, by both the tourism industry
itself and the Government of the Northwest Territories.

..
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The terms of reference for the assignment comprised the
following distinctive object ives and tasks, for the
development of an action plan for tourism development in the
Keewatin region.

a) Consultations with government and industry regardinK
the contents and impacts of Phase 1;

b) A planning workshop in Rankin Inlet, comprisi:lg
government and industry representatives;.-

C) An action plan based on the workshop results, Whi(:h
det,errnines:

1) specific results and impacts to be achieved;
2) priorities determined for prcxluct and infra-
structure development, improvement and upgrading;
3) priorities determined for market development;
4) agreements, commitments, activities, specific
tasks to be executed;
5) agreed roles and responsibilities Of government
and i.ndust.ryin completing each task;
6) resources committedto delivering results, such
as human, time and financial;
7) source of resources (industry o:rcontributions
agreements) ;
8) methodologies, techniques or processes: and,

v 9) timefrwes. —

This paper also incorporates recommendations of the con-
sultant. It functions as a work plan which outlines in.Lt-
iatives to be undertaken immediately and in the short term,
and supports the strategic changes needed for the Keewatin
tourism industry’s continuing progress.

As with the first phase, this phase does not include de~ail-
ed sectoral examination of economic and investment opportuni-
ties. 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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The economy of the Keewatin is simple, comprised of very few
sectors. As is the case with the rest of the NWT, .i.ts
predominant y resource-based economy is supplemented by
government and a sizeable service sector. l’here are few
earning options and few industrial alternatives. This makes
tourism relatively more significant to the region’s economy.

The tourism industry has become an important economic sector
of the Keewatin and has achieved significant pos!t,ive
results and long-term benefits for the region :sresidents.
“Its development, h~st.ory i“s-Very Sliol%, < i

present composition only within the last 5 ye~rs.

Looking back, this young industry has much to ‘oeproud of:

– a new industry has been developed in the region,
– employment 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
establishment of public and private infrastructure and
facilities, and
- quality of life is enhanced.

There have been many significant catalysts which !2ave
combined to produce very fast growth in the industry:

– a community-based tourtsm strategy;
– milestone strategic planning of development and
marketing for the region in the mid 1980’s;
– strong entrepreneurial support among Keewatin private
sector to diversify the regional economy with tourism;
- strong and effective political support for tourism
development in the region;
– l a rinvestments in capital, infrastructure and
facilities development by government;
- large investments by government in market
development;
– major contributions and assistance programs through
the Economic Development Agreement (NWT-Canada);
– powerful leadership, effective lobbying, innovative
programming, creative marketing and steadfast determin–
ation of the regional tourism zone association: Travel
Keewatin; and
– new, incremental investments and participation in
this new industry by the residents of t“heKeewat,in.

—

.,
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The Keewatin tourism industry has undergone tremendous and
obvious changes in these five years. Development has essen-
tially remained the product of a few members of the private
sector who have recognized the potential economic h it.s
for the region’ s population.

This core among the Keewatin private sector has aggress ivel.y
and innovative I.Y pursued growth, demonstrating streng ~.e<~d–
ership and taking advantage of opportun.ities to the maximum
extent possible.

However the momentum of continui.ng rapid growth has di.ss+.P-
ated. ?lost of the catalysts described above no longer cx !.sF,,
or are so modified as to provide 1..itt.1e sustainment.

In fac:t, Lhe absence of most of the catalysts and .r~?m~va1./
reduction of other sources of outside ,assistance, :Iow
threaten the basic foundation of the industry. The industry
is now seeking to buffer and reduce negative impacts caused
by changing circumstances and to eliminate weaknesses.

Additional factors a’ffecting the performance of the region
are the increasingly constricted resources in all forms,
severe limitations in project delivery and human resource
short–falls. Also, beyond the enthusiastic smal1 core of
participants in the industry, tourism has
large number of local

not.attracted a
population invol.vernent and bc.nef i!~s

have not been truly distributed throughout the c:ommufiities
of the region.

These remain major issues and _rsbject,ives to fulfill throu/zh-
out the medium and long terms. However, the most pressing
issues involve the stabilizing of the existing tourism in-
dustry, the protection of current. investments in the region
and the establishment of a strong foundation for renewal in
the medium term (about 3–5 years) .

In the long term, consolidation should lead to additional
substantial progress, infrastructure and plant development,
health, prosperity and ultimately industry self–sufficiency
in the long term.

Both the Keewatin tourism industry and the Government of the
NWT (GNWT) have recognized the importance and positive
results which will be produced by strategic adjustment to

.— - the region’s various project plans at this time.

The future business conditions and prospects for government
f~nancing are expected to change t,o a much less posi~ive
environment for development o-fthe industry. Therefore, this
action plan assumes a very restricted level of external,
public resources which the industry could tap.

1 . .-w
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Immediate Iy and over ~,he next five years, industry wi11.
change to .reflect more fiseal restraint, enhance its compe t-
itiveness and give greater priorj.ty to developing its human
resources. Priorities which are determined reflee-tprograms,
prc>jects and activities which <areachievab 1e with the cur–
rent leve1 of human, time and financial resources.

AUwution tO these priorities is crucial. in order for the
Keewatin region to turn-around and ultimately prosper in an
increas i.nfl.1y complex tourism marketplace. Without strong
restraint, significant hardship may be inf1icted or,t,?le
region s tourism economy in general and the individua?!cper-
a tors and employees i.n particular. continuing with p~l:;t;
pract,icesis not cnly tnappropr iate but Wo(z“Ld:4:t..“:Plate“1.y
lead to the collapse of the industry.

Important considerations will be filling in khe product gaps
and the undertaking of initiatives Whi”ch enhance exist ir.g
industry base, eliminate imbalances in the SUPPI.y or demand
sides, improve the region s competitiveness <and price stab-
ility in tourism markets and produce healthy net results-
net revenues for the region. These concerns will continue to
have to have a bearing on future progress and performance -

Together with the GNWT, in a new spirit of strong cooper-
ation, the industry is striving to restore progress a.rld
positive evolution. Growth objectives must be sustainable .

-
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The Keewatin tollrism region in the middle of the NIJT, i.:;
described as part cf the “’east,ern Arctic” , f2.i.lnkil”(gt.?le
Hudson Bay. This region is one of six ‘szones” (j~f:.rie(.:by the
GhWT for publi.cadmin: strat,:i-vc PurPoses.

The type and availability of facj.~it;~ aaccommodation
transportation ser-vices determined the ~,t.yle of v ir>it-at.ion
until the introduction of outfitter and guide tpraIning
programs in the past few years. Services arc st‘111.i~i?f!:+ra1.1~
limited and need further support for expansion.

The industry is represented collect ively throu~h Travel
Keewatin, the association of the Keewatin Tourism Zone.

Until recent.1.y, ~]~ t,our.i.srn facilities and services w~?.re
general1y provi.ded on demand in response to vi.sj.taticn and
sold On an individual basis. Within the last three years,
agreements have been struck w-~’thmajor tour operators w:ith
ma.jor success in developing package tours i.nt,uthe region.
These have ranged from cruises to rail tours (now discontin-
ued ) and air special interest tours. Government and industry
have had to commit to new and additional Costss as P:lr-t~f

and in support of these agreements.

The tourism product profile of the region is 1.i.mit.d. T.”t
essential ly comprises four market categories:

a ) Non–consumpt ive outdoors
b ) Consumptive outdoors
c) Culture/history, general touring
d) Business travel

.—— .
The number of operators and ‘“enterprises delivering these
products is few and not all c&nrnuni.tie~of the reg~on <~ffc:r
tourism servj.ces (by choice) .

.-
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the entire region is dominated by this category, thus
offering -thelargest number of potential visit, ors;
- strong assets include unl.imited pri.st.ine scenery;
abundant outdoors opportuni ti
sanctuary, the

‘rhe’;;j,o::o m:::::;ii:::!:
t~onal H e

the Kazan and the
exotic wildlife;
–.limited accommodation in the region promotes “self–
sufficient” travel l.e:rs such as campers , Ca.no(+:,.Sts ,
t.rekk.ing and hiking enthusiasts, natura1ist-s, fie1.d
scientists (biologists, “-tieOIOHiStS, “i.t.-antk!ropo?.c::?1J...,,
etc. );
- experienced licensed guides are available in most
communities, enhancing all types of outdoor Lrave1;

a world–class naturalist lodge at Wager Bay offers
outstanding wildlife viewing opportunities to traveI–
lers who wish comfortable accommodations and hosp i.ta~-
ity services;
- unique historical and cultural sites (such as
traditional Inuit camps and Thul.e sites ) enhance the
travel value and experience of all visitors to the
region.

—

—

This category has two special-interest, sub-catcgori~~:
sportsfishing and sportshunting.

FisM ng:
in addition to outfitters and guides, there are a few

operators of fishing camPs and two
fishing lodges;

res iden~– OWKle d

- Ekaluk Lodge is well-maintained and has a gOOd
tradition of operating successfully;
- Ferguson Lake Lodge has completed major upgrading
recently, operates the longest season, has several
diversified types of vacation packages and is a show--
case for this tourism category in the region;
– both are international-class lodges.

.——

—

Hunt-
- a limited number of tags are available for hunting
caribou and polar bear;

excellent outfitting/guide services are available.

. ‘*.. .

(
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- the entire region offers exce11ent opport,uni.tj.es for
visitors to experience aut,henti.c “living hi~t(~ry““~.n
Northern traditions and culture;
– the region is rich ~.n Inuit and wha 1.ingb,~:;t,cry?
.anci.ent traditi.ona1.camps , ‘I%ule sites and art ~.fact,:;,
– t;hese abundant his Imric and cu.1Lura.?.Li.F,I:::;:~T.-e~>e
major anthrcpo 1ogical and archeo1.ogiCal “ - “.5.1&ri1.f1.C;.ince.;
–-the lack of interpret ive guides ; n t

Keewat in communities beix~g able to offer eleme;ks 0$
th:i.s c,ategcry cn a self--guidedbasis onlY;
- ~Ourism ~]e~~>~-opment,.i.~~~~~imO PO1..[~’t,l~~sbee::(1i;.”(>(.:t.[.!(i
spec ific:l.1Iy t,othe culture/history c:ategory. pr-c:lu::ing
internat ~.onalattract ions such as the cul.t.’uralcen Lre.
a stror~g local interpretive hour seryice, Lb museum
underway–and other prop&ed
there is very little tourism
– suitable accommodation for
in Rankin Inlet, Repulse Bay
whose operator wi11 offer
historical tours.

development (unfortunatel.y
accommodation );
this category is ava~.lable
and at Ferguson Lake;LAHe
fully interpreted CU.1t,ure/

3.4 Bu s—

– Most of the business travel to the region e;Jtai.13
government and contract workers (such as constructicn

-~ workers ) visiting a “job =te ”;
– recently completed new development and redevel.oprnent
of accommodation now provides for expanded servic:es to
the business travel market;
– modern hotel. and lodge facilities enable r

mee-tings, retreats and small conferences (up to 150–
200 people in Rankin Inlet) ;
– business travel offers an opportunity to extend the
tourism season to the shoulder and off–season periods.
impacting particularly on the lodging sector;
– special meetings
extend the operating

3 O OJ3SERVATIONs
.——

and small conferences
season of fishing lodges

wi 11 also

There is no in-bound tour operator in the region and tour
groups are therefore required to
Travel Keewatin,

self-plan and purchase.
the industry association plays a major role

in liaison, information gathering and coordination since
there is otherwi.se little coordination or packaging of
various tourism products.
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IIIaddition to generating enhancements to devc?].opmentand
facilities, the industry is seeking ways to optimize al.1 0f
its resources. It is searching for effective meth~ds Of
:fi1.1.ing critical gaps , correcting weakness and impr<>ving
performance.

IrIthe short term, it is seeking incremental. revenues for
exi:3Li.ng product ~ind services as W?i1. 43s r,oYm.i:.‘:.y i.:!~:-:
structures. This would generate some edditjona] o~<?r:?.t,j.n;~

costs (su~:h as for hot;e].s, lodges (and camps ) – i:y
extending operations to shoulder seasons – but Would lower
t;b.eaverage r<atj.o ot~anriu<llc:osts tO reverlue5.

[;0L(?1 operators operate at,ful1 capacity C ”g “

t.h~?tourism season. !Iur~.ng this period, busines~ !..ravt?”l<Icm-
petes with tourists for accommodate On. However, the tjouriSm
season i.sextremely short and this creates a serious prob--
lem. Operators must finance their accommodation faci,1itie:z
with an annual vacancy rate approaching 80!%.

The region needs to test this larger concept: that of maximum
utilization of facilities during the spring and fall.. Lhc?
times when the accommodation sector is traditional vacant -
particularly lodges. Increasing the use of all facilit,i.esby
the local population, its friends, relatives and o th(:r

northern residents must be pursu”ed.—

ln addition to using the basic facilities already hui1t, the
increased volume of visitors WOU1d ~nject addi‘:‘iona.1 revr’:!]‘-
ues into the region through the purchase of adcii.t:i(>nal

--* goods , services, souvenir prodiitits,etc.

The potential feasibility of using normally unutilized ca\}-
acity by operating additional tours and or through the
expansion 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:ferdisadvantages to operators.

Not enough is known about a wide range of factors to ccmfid-
ently proceed with the promotion of any added tourism
activity. The immediate priority is to reduce current oper–
ating costs associated with the present levels of business,
to contribute to producing net revenues.

The region’ s dependence on air ‘transportation for access and
i mobility between cxxnmunities “severely handicaps potential

for visitation. The overall costs of operation are basically
higher due to the iso.lati.onof the region -leading h;.storic-

— ally to distorted pricing policies in an attempt to suppress
tour costs and promote a market –compe~itive price.

/

l’: “
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Another cri.tic:al.pi1.lar c)f tourism devc ‘Iopment .S S S S

missing. Tourism does not enjoy popularity with the general
popul.at,ion of the Keewatin communities. Development mlls?j
offer rewards which match the i~sp-irations of the residents.
There is a need to buj ld a strong development base and
platforrnfor future expansion, which is in tandem with the
interests of the local people.

The most sj.~.ificant conclusion of the str3!x~gi.c<:xomj:1:+!Li(>zl
and of the plzinni.ng cc~~i t,ments su.g~es% that wil;hol~(;t,ki~:
extern-aJ.resources and contributions of gover~m~nt, t,ouri.sm
may be a !uturi,st:ic economic concept for bhe Ker?wat~11
region. It may be ““wayahead of its time” .

The platmj.ng process mu~t therefore acknowledge ~,iv ! :
term results horizon with frequent repetition of tasks i.n
order to build a strong base of p<artici.pation and int.erest
by local residents in this business.

The major findings of the study phase re:flect the nee<lfor’
such a ma.-jorbuilding process, with long–term commitments

region. ‘l%e;e -are many
—

areas of development wh ieh
addressed in order to stimulate a healthy economic

—
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The following are planni.fig principals applied to the plan
process:

1.. T-Lis desireab].e to set or t-estate a development
goal for the industry;

3. Mission statements are needed; then de.fi.ne (~>r n~od-
ify ) and execute the agreed roles “+ :1:t,~:>~Canalrespons.x.)&
for product and market develo pmcnt between t:.lievar;.o!:o
segmen ts of the Ketiswatin txx~rism indus,t.r’y;.A.—

4. Object ives and mile–stones for the indIIst.ry:shou1:~
be measurable and achievable, in ec:onomic ter~is (A i.c+)
includes employment and infrestructure);

5. Projects and tasks should support each ob.jective ;.n
a prior .izedfashion;

6. It is preferable to determine improvements and dev -
elopment according to a relative scale of potential.
success;

‘ Resources are to be consolidated behind industry
strengths and leadership qualities;

8. T)ecisions and future expenditures are to be h<ased
on current availabl.e resources, however 1..imiLed they
may be; -.

9. It is desirable to
[

take advantage of ,anyavail.– /
able government resources, but these s ould be consi.d- “
e.redas bonuses and supplement ary to basic operating
costs – for which the indus try has full responsibil .ity;

10. Lever as many inc.rernentalresources and contribut-
ions as possible from private sector sources, Consort ‘-
iums, partnerships, etc.

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

12. Elimj.nate further experimenta-t.ion and stop unprod-
uctive efforts and process-es,in favour of known methods
of success.

These planning principals would be applied equally to the
supply side (facilities, Infrastructure and pl.aritdevel.op--
ment) and the market, demand side.
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Every organization {znd~Andust.ry needS a rc>admap – a V~S,j.Orl
of where it is going and at least a rough idea (stratetm) d
how to get from here to there. It is this vision, o.r“HuiIl”
which ‘helps it make het,t. er choices with regards t,(-)W12E??-6?it,
is headit-lg.

‘rI-m setting o goals and “the de].ineat ‘i.on of ro1.es ::::d
respensibi1ities are vital t,o the future (woli~tj..c;ni;f E,ke
Keewatin tourism industry. They have been proposed ns
f0?l.cws. —.-

-------------------------------------------------------- . . .

-QQA&&

“TO FOSTER A HEALTHY, PROSPEROUS TOURISM
INDUSTRY IN THE KEEWATIN REGION OF THE

NORTHWEST TERRITORIES”

————————————————————————————————————————————

—.

- -%

.——

DIRECTIONAL
STATEMENT : “Consolidate, enhance and c>’pt.imi z e i-,1::(:

existing bas~-” of the Keewatin tourism
industry. “

***** ***********************

I BUSINESS
CULTURE: “Constantly p u re x c eand leadership

in the. tourism field, and enthusiastically
apply sound business practices With the
utmost professional conduct and ethics. “

***** * * * * * * * * * * * * *

—

,.

...
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The indust,ry is organized sireply.

~) XM Kefsw_i-it.L-Q:refe-rs I-,c)a ~ect,clr,~~(“k.ol:ri:;n?),gt’’(’q-
raph.ic region Or “zone”. H i.sone 0.fSlx in h.?’{f~NN’.

b).Ml operators wi.tk.i.nthis reg~.oaare membe~:~ of <;hti
tourism ind.ustry association of the :::0Iie: ‘rJ-::v,-!:
K,eewatin.

c) As one of six association:;, Trave 1 Ke>k,w:~!.i:,I:+
~ member of t.hc+NW? TCI.Iri.sm Industry Assoc i.(ation (T”!A)

d) In varying circumstances, a regional indust.ry
operator may be represented by Tr&el Keewatin and/or
the TIA.

e) The Government of the Northwest ‘Territories.
maintains a regional. office, for local rep.reserlti.ltjion,
liaison and administration.

f) Assistance
all the above

to industry
resources.

is availabIe from interr~a1.0r

In general terms, the following describes various ro1.es ar,d
responsibilit.ies of participants in this industry.

Whether a member is an owner, operator or staff i.n the
hospitality industry, the primary roles and responsibi 1it~.cs
are to:

—

.

– create,
– package,
– promote,
– sel1 and
– deliver the highest quality product and/or service
possible t,othe tourist.
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This is the association of the Keewatin tourism industry

It has three main areas of roles <andresponsibi 1ities:

a) it provides co11ective 1.y benef ic:i{alse ic f::>.rits
members , such 13S :

conduc-t.ing research,
- informs,
— educates ,
- provides liaison between members and c~k,}:I:c:r
contacts, and –‘“
— coordinates and mariages issu<~s<and pro.1t.?ct.s
among it.smembers;

b ) it improves the cost-efficiency- “and‘effestiveness o:f
many efforts by eliminating areas of possibl.e dup;.i~ilt–
ion of work– load and associated costs among members
(i.e. through joint marketing, regional proposal
preparation, project administration ); and,

c) as the industrys representative, it lobbies govern – ,
ment and outside interests for the benefit of i!--

{
members. ~F—.

1

fit

X-~ism 1-d~_.tn A9socia.tjon of the-–l!:
-“* —.

This association represents all members of the touri.:;m
industry throughout the NWT, of which the Keewatin indust,ry
is one of six regional sections.

It performs the same basic functions as the regi~TlaJ-
associations, except on a much more generalized scale. (1%
does not address issues at the individual operator level. )

The GNWT has the primary roles of catalyst, facilitator and
public administration of all industry development, growth and
prosperity. It universally represents NWT private and public.—— sectors and applies instruments of aid and public policy
<according to circumstances . “Macro and micro issues are
within its domain.

.—
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The directional changes are presented in the fol1.OWint;, wi~,k
more detailed discussion comprised in the fi..rst h-i?.~+~~
report.

1. Fill the gaps in the product base.

Only comprehensive
—.—

zlfi~Compe-t,itivfe t~]..ir-j.Sm i.nfrrrz!:.r::c
ture, plant and products wi11 create the Lhrc:;hoid .lrl~~
critical mass needed to stimul.ate sponta~.eous grcwt.h.

2. Develop unquestionable competitive advant&es and
strengths . 7

The industry needs to create a major mot i v.at, or\a t t,”Y:*c-- \

tion which will stimulate travel Specificcll‘1.y“ to ti.he
Keewatin, maintain tourism interest for longer than 24 (
hours and provide a foundation for the Keewatin

6

as <7
tourism destination .over the long term, the region wi~l.

/-

develop a “landmark”, a totally unique a-ttr;.butewhi~:b I

can he exploited for believable international. accl.aim- J ‘.!

This does not necessarily mean a physica~ strl~ct:~re
@ y~”,J

but could be an international event, festival, s~~c: F+
‘~p’activity, societal chara=teri stic, natural phenomenon,

etc. It would be incorporated as a “must see/do” in all ‘)J\1
types of travel packages for the Keewatin.

Although a major challenge, this is a prerequisite t,o
establishing and maintaining a long-term repl~tatio.rlfor
excellence and true exclusivity in one product. T’his
would also provide a catalyst for the return of t
industry’s dynamism and progressive development.

3 Execute market development efforts in arenas where the
Keewatin can compete with stren~h and not face well–
established competition.

In the past, Keewatin has aggressively pursued mark.et-
i.ngresults on a very larg-e scale, with limited success
compared to the high. costs--Essentially the product base
dc>esriotsupport this scale of competition, ther<? :.s(lo
financial base to sustain it and there are marry str-ong,
well–establ.j-shed competitive leaders. Competitive r~rac–
tices/mark.et development will be modified t~oapprop-
riate scale and scope, to achieve increased success.

I
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The existing industry must be protected and .st,rc~ngthened.
The short “term strategic direction has been mcxiif~ed to
produce immediate, measurab].e results directly related to
the Lrlitiz~tives.

RECOMMENDED ADJUSTMENTS

1- Redefine and/or fine-tune development, and mark:+1,!:M!
object ives in view of cturrent circumstances.

2. Mod ;.fy deve lopmerrt, stra kegies to re. (:uc! c ,~~~ ~“. ,.>,- c-,:):,, ,.:, .. ...)
~.~lc:rsa Se rcsiden L metiv:lt!.en and .ger:er:ate‘Ii:i.+”hest p~>:.:;;.~;’~,?
bene fits throughout al1 communities.

3. Refocus utilization of industry Piant to incorpc>rate
higher use by local population, when not used by tourist,s.

5. Improve/upgrade existing facilities.

6. Improve existing products to highest quality tourism
industry standards.
7. Increase cost–effectiveness and e:fficiencics of ~ffo~tjs
and resources.

8. Modify product deve.loprnentstrategies to create focus of
excellence for region and comprehensive—
at communities and products.

9. Consolidate and emphasize

10. Modify target markets

-.

strengths.

to reflect

“’mini--:3es,t.inat.~:::.ns”

precise match ifigof
strengthened tourism products to highest potential market
segments.

11. Fine-tune marketing processes and activities for highest
yield.

12. Identify and deliver strongest potential market appeals.

13. Increase incremental net benefits of tourism throughou-~
the Keewat in region, in economic, social, cultural,
education terms.-——

.-
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Development wi3.1be in keeping with the Aesires and aspjra-
tions of the local population. Once support and a desire for
partic:ipation has been expressed, development prc~,jects
should refl.ect,a “total product” approach.

IIltt3grZJti0tlo all .fa of development mtl:~tOC:C:Jr b(:fi:i[~–
ning wit.h the concept feasib.i1ity st<age and co ~

throughout the construction and/or renovation.

Both the Supp 1.y and demand sides of Keew,qt.i.;~‘.s~i<>l11?~!jm----
S<?Ctor wi17.be p1anncxito be mutual 1.y Gupport ~.v ! k ; : : 1

a p r o gI Zc ot w is presently P“~~)~7~.(~~.~~
t o uservices will. over ti.me“fill the gaps” , !;(>erkstl.re
that their community can be a “mini-destination” with :~11
the services needed by the marketplace.

Total acceptance and enthusiastic support at the communj.ty
level is much more critical for tourism to succeed than
other industries. Existing development in the Keewatin now
requires major assistance and support to develop the human
resource component and financial self–rel iance.

In view of the great current we~knessee in public intercs k.
—.

and resources, improvements will have to occur over an
extended period of time. It will be inappropriate to expect
to achieve major charge in the circumstances or fnct,o.rs
which presently suppress the indllstry,

-~
without :~ubst.anti.:+1.

sustained and developmental bu~”ding-block efforts.

It will be necessary at first to concentrate on maki.rigmany
small improvements in a lot of areas in order to establ ~sh
an adequate base of support. In order to succeed, emphasis
is needed on sustained investment in knowledge and irlterest–
building, coupled with tenacity and perseverance.

Also, it will be necessary to accept that there wil1 be areas
of weakness which cannot be influenced or improved upor~-
particulary in the early stages. It may take many years be-
fore results are evident. Or, in some circumstances, ob.~ect-
ives may not be achievable.

The intent is to obtain the maximum benefits from all the-—- .
opportunities for improvements ‘-relative to whatever degree

...

they may or maY nQt exist. -

—
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7-+, is intended that the action plan yield the fr~llc:wjnl;
specific results and impacts:

a) stabilize the existing base of industry to pri?vent
further possible erosicn:

b) protect and strengt~en Currcm t plant and iI”ifra–
Structure investments;

d) promote o t best, mos t marketable p.~odu(:tL; in.
each market category, but provide complete informatiorl
on al1 products and operations to al1 enqui.ries; and

e) support the stated goals and ohjcctiv=s fo.rthe
benefit of all Keewatin residents.

fl~-uus.~ .

The following chart shows the -impact o.f
the various cornmunities .

REl?m.sE__.B&y
—

1. Theme: Scene.rv,
2. Infrastructure, plant
and product development: Complete planned ex-par.sinnof

tourism accommodation.
Seek park designation for
Wager Bay.
No additional development not
already planned.
Develop self–guided t,ours.

3. Human resources: Stimulate

committee.
Tourism attitude and awareness
program.
Guide Training as desired.
Provide specific train.i.ngand
skil1s building for the Sil.a
naturalist lodge.

4. Market development: Incorporate in Travel Keewati.n
program, according to approp–
riate market category.
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I. T
2. Infrastructure, plant
and product development:

3- Hma resources:

4. Market development:

2. Infrastructure, plant
a np d e

3 H r e s o u r

4. M a r kd e

1 T

2. Infrastructure, plant
and product development:

3 H r

4 M d e

—

Wildlif@, Coates Island

-History, hunting, fishing,
wildlife

-

Continue wi-th desi%~at~.on of
TheIon River”\ as Heritage
Waterwati. y’

-$$Plan some basicl u Iic facil-
ities at Thelon’~River.
Plan visitor cent.re for future 1

development. -L\~~.-L A.#c.’~~~k hf~~” ~’
No other development.
Stimulate community tourism
committee.
Tourism attitude and awareness
program.
Guide Training as desired.
Incorporate in Travel Keewatin
program, according to :lpprop-
riate market category.
Emphasis on the Outdoors non-
consumptive markets.

I
t“
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E S K I M Q . . K(Arviat)

1. T

2. Infrastructure, plant
and product development:

3 H r

4 M d e

. J

1 T

2 I np
a product development:
3.

4.

H&an resources;

Market development:

.——

—

. w ! ? K u L . n

1 T

2 Infrastructure, p
a p d e

3 H r e s o u r

Arts/craZts, culture. histcory,
barrenlands

fishing, hunting, arts/crafts,
culture.

No new development
Tourism attitude and .

program
Incorporate in Travel Kf=~;w~t~.i]
‘program, .acco.rdingt.oappr~]p-
riate market category.
De–emphasi Ze.

—.

Complete planned re~~io::ia1
visitor cent.re -
Community signage program.
Airport signage.
Initiate preliminary de elop-

1ment of Meliadine sitti~ Q<— fl. L~%\

Establish community tour. J.’r

Stimulate Cmunurli.t’ytourism
committee
Tourism attitude and awareness
“p-rogr.am
Guide Training as desired.
Guide trairdrlg spec~.Eic:al1y
for employees of Ferguson Lake
Lodge

I
..
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I

4. M d eIncorporate in Travel Kww.~t~.~~
program, according Lo approp-
riate market category.
Emphasis on business and as
gateway to rest of region.
Emphasis for Ferguscn Lake .~nd
Ekaluk Lodges on sport~t i.sh.j?:.&
market.

The bcalance of this document indicates the delivery n(?eds
and respon.si,bi1.ities of the various tcurism “part.ner:;” Lo
ac.hieve th:ese adjustrneints.

—

.:,



-. 6-’-. - “

25

9 0 mm.Lom.!mm-mmuu’4....–%__—

—

—.

.

... .3



-. +.--- - “

! H M m fJanuary 1990 through 1992

* To improve the quality of life and we1fare of t,?~e
Keewa-t~.n residerl-ts.

“x To increase community and individ’ua1 ~c.1f–re.1i.ancc an:l.
participat ion .l.n the lm’urism i.rldustry : 1dev(!iopm,<”!r:t
process.

* To improve existing infrestructure and facil.ities .
* To produce examples of viable, sustainable, success fill

and be.nef.i.ci.a1 deve1.opment~~..
% ~~ create ‘.nfrastructure

.
as and wb.ere rcqui r-~::~(.:.,_ii>.

participanting communi t.ies to appropriate Iy -serV
tourists.

* To provide facilities which will produce opt.imlml
revenues for tourism operators and incremental ‘ber~e.fi.ts
for local population.

* To create importan-t and marketable attract ic-nswhic}:
will stimulate new tourism to the region.

* To stimulate additional. revenues through the sales of
new/additional derivative services such as interpretive
tours/guiding.

* To contribute to a long-term legacy of positive
evolution in public and private regional development.

BEm?mLuRmisl – Individual residents
,of the Ket::’#.>.t7Fl,

– Northern tourisrn operatars ~+nd
employees of the industry.
– Tourists-and other tour operators.

- Public infrastructure a~~dfacilit..ies.

~ -_I.Tll;- Eskimo Point
– Repulse Bay
- Baker Lake
– Rankin Inlet
plus parks planning.

1
“1.“-Complete the nomination process and designation of

Thelon and Kazan Rivers as Heritage Waterways.
2. Complete accommodation enhancement in Repulse Bay and 7

the designation of Wagerr-—— as a park-
3. Museum in Eskimo Point (Arviat).
4. Community and Airport Signage in Eskimo Point and

Rankin Inlet.
5. Visitor centres in Eskimo Point ad l I I A [ Q

— 6 Meliadir~e Site.
7. Continue with GNWT parks plan.
8. Proceed with GNWT Capital plan.

.3 ....:*
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EmNTAT3.QN-PRI.QRIYIEsJ
1. Continue and/or complete development of projects

underway.
9/... Initiate preliminary concepts ancl tiesi{v work Cn

projects which are planned but not started.
3. Identity and determine feasibility of poteni-.i,alI.ocp

t,ermdevelopment projects (beyond 5 years>.

***** ********************** * * * * *

The GNWT and the Keewatin tourism industry are comm; ttwi km
e n ctourism and to capital pro ject expenditures such
as: visitor reception centres, interpretive programs, guided
t,oursand facilities consistent “with visitor demand.

Presently, the capacity, type and style of visitation to the
Keewatin region is directly control led by the accommod=~t.i0:1
and transportation sc;ctors. Future tourism initiat,ivcs ;.n-
tend to offer major benefits=o the local economy wit;h.olltj
disruptions to the local resou~ces.

Until recently, major upgrading has occurred in the region’s
infrastructure and public services – coupled with a strong
construct ion/up– grading boom in the private accommodation
sector. Development has now reached a plateau. The major
buildj.ng period is over and private operators are now focuLj–
sing on consolidating efforts and completing or upgrading/
improving existing projects and facilities.

The rapid construction in the industry is now followed by

concerns on issues of operating and management efficiencies,
financial management and stabilization. Many operations re–
quire serious financial assistance. TIM limited financial-—-
resources of the private sector also reduce prospects of new
projects in the medium term. -

p,lb~ic j-nfrastructilre and facilities will be the focus of
concentration over the next three years. This reflects a
more precise response to existing tourism clientele needs,
enhancing tour packaging opportunities.
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Roth the visitor market and the capaci t.yof the retxj.onto
absorb l&rge numbers of visitors is quite limited. Developm-
ent must be sensitive to the thresholds of capacity for
visitation, given the environment and facilities avail.abl.e
i.nthe Keewati.n.

McJTepubl i restructure supports the need for infras!:.ruc-
ture and faci1ities devf”?1.Opmerlt for the exi::ti.ng F.ou:7.i.-m
base - This bzze has the %.i.ghest potent.ia1 t.oCOT)+.;ril:>ut.e
substantia3

.-..
incremerita1.revenues to the regiO r i : ~ .

‘ t onal enhancements, the present operators , RUi~~e~ ~~~~d
outfit;t;erswi11 imp-rovetheir produc:t,offering. Ad.dj.t~.ona?.
participation and expansion will also be sti,mul.ated.

Visitation to the Keewatin is presently made up of CU1.hure/
history enthusiasts, non–consumptive outdoors adventurers,
consumptive (sportsf ishing and hunting )tourists and bus ines,s
travelers.

Tourism is an important economic resource for the region.

National and territorial parks are a significant -Lourj.srn
asset for the communities which are outfitting and recept,ive
bases for park visitors, Thfs activity brings new revenues
to the areas. Economic benefits are also dispersed tlhrough-
out other communi.t;ies,as visitors destined for the Keewat,in
parks pass through them (such as Repulse Bay, Baker Lake or
Rankin ).

—.

In addition to tourism appeals, the outputs of this develop–
ment will create economic and qualitative benefits for local
residents. It is an excellent foundation for the Keewatin as
an enhanced tourism destination with significant new
attractions and marketable appeals.

The development projects proposed create a fOcus for
development over the next 36 months, reflecting a specific
set of strategies:.——

a) consolidate and integra-te development init,.iat.ives of
the Keewatirl with the development programs of other
zones in t,heNorthwest Terri.tor.ies;
b) place emphasis on public ~.afrastructure and facili-
ties development, proportionate to available resources;
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1.

2.

3.
4.

5.

6.
7.
8.

Complete nomination process and
designation of l%el.on and Kazan
Rivers as Heritage Waterways.
Complete accommodation enhancement
in Repulse Bay,
Wager Bay Park Designation
Museum i.nEskimo Point (Arvj-at,).
Community and Airport Si.gnage in
Eskimo Point and FZan%in Inlet.
Visitor centres in Eskimo Point and
Rankin Inlet.
Meliadine Site.
Continue with GNWT parks plan.
Proceed with GNWT Capital plan.

BUDGET

Projects will. be implemented with the ful1 partidpatic.n of
Keewatin industry and regional population. A development
coordinating group (such as a “joint government-industry
committee” ) may oversee the entire development processes of
planning, implementation, atiini StratiOIl, and comprehend ive
review. This could be as simple as comprising one
representative from Travel Kee-watin and one from the loca1
office of the GNWT.

All projects are to be integrated with other a
tourism development, including human resource development,
product development and package tours, as well as marketing.
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Keewatin Private Industry: Participate in all aspects of
design and completion “tothe
maximum extent POSsible ,inc-
luding any contracts for secv-
.iceswhich imay~>f:;Jpp~-(;p~;.-:<Le.

Travel Kcewat,in:

GNWT Re~;ional office:

Collect informat.j.on,represent
industry, coordirlate
li. a.ise b

a

industry .3?,d
~o-vernmen t, ~XC><:~:t.- ,:<>nl, ~;:,: ~,::
fOr servj.ces ‘!0 Hovc:rmni:;-]-t;.

c 1led , an.a].yze an(icva1uate
informati on; represent ~~~~ ;

coordinate and Iiaise between
government and industry; P1an,
administer and mon;.tor
government funciedpro.jects.

GNWT llepartrnentEleadquariers: Provide planning, human and
fi.nancial resources as needed
for all aspects of public dev-
elopment planning and industry
‘consultations; liaison between
external and internal develop-
ment-oriented groups and irl.t—
crests; project administra~.ion
~nd control; evaluate effec–
tiveness and cost/benefi-ts.

Other Organizations: Participate as required. (e.g.
Parks Canada, Environment
Canada )

R E -Regional WWT off.ic:e, :w’r
Yellowknife, Travel Keewat.i.n

: - G.NWT, t ‘ ;

Parks
– Parks Canada

.-
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Y January 199(?through. 1$392

O.BJECTXW.;....—_—....—

* T() ~~,1-jancc: +,~{> qlmlit.y (,~ ~~~y$: ,~.,qd~we2.f,::::::: - ~>-v:+.1-?:’
resident~ cf the Keewatin

* To.generate awareness, knowl.ecige and under strtndir,z of
the benef its of tourism 3.s an eCO[lOmiC!arld :jc>L’!1,1.1
activity

x To provide additional. economic nptiO?]Sand ben~+fit;:;~,r)
the re{zion s popu 1ation““”-andincreasc mmmnun1.t;y :]r]:1
individual se1f--reliance

* To develop the labour knowledge and business skiL;:;
needed to create new businesses and to ,provide services
consistent wi-thmarket needs

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

* To stimulate the highest–quali ty hospital ity services
and top satisfaction levels among visitors.

PIW2R.X32E..

MEGET CCMMUN ITXRS:

.——

—

– (lperat.ors and employees C)”f +?.+.,..,...
Keewatin
- Available and potential resident
labour force
– Communities population

- Individui-l
- Northern
employees in
– Tourists.

C)f t-.h~ Keew.?. t. “’L0reaideilt= - -
tourism operators .3r:(i
the industry.

- Communities which already have tcli~ri.sm
- Communities which require si.qnificant
human resource development in order to
increase participation in the tourism
industry and perform quality hospital ity
services.

All communities for tourism attitude .xnd
awareness.
Added customized assistance for:

- Repulse Bay
– Wager Bay, Sila Lodge
- Eskimo Point
- Baker Lake
– Ferguson Lake Lodge and other
outfitting/guide services
- Rankin Inlet



1 Tourism awareness and hospitality training
2. Community tourism committees, where desirable
3. C)utfit.ter/guidetraining program
4. Interpretive guide training program
5. Arctic College and other courses in tourism
s. Traj.ning exchanges

Iw_NTAzIgN–...mLQTI.Es-:s-:
1. Deliver available training with.current resources.
? Retool or replace inappropriate programs.
i: Identify and determine feasih.il ity O.f lorlf< ~,t>~~1

pro jects . —

I ? x M . i u A T . I1- I&vel of vi t.or sat i. sf:.-ie,t ion.
2. Level and type of CCmmun j ?_Jy

participation in program.
3. Community attitude &“ndawareness levels.
4. Number of new tourism services.

* * * * * * * * * * * * * * * * x * * * * * * * * * * * * * * * * * * * *

As stated earlier,tourism has grown tremendously in the pa:;l,
five years. There has been a major injection of private and
public sector investment in ir-ifrastructu re and fac.l.l;.t,~.es
and the market has produced large numbers of new visitcr-s t,o
the region. The largest proportion of these ?mve bec:n or:<-v

-“- day visitors i.nlarge group tours operated by Via Rail and
the Smithsonian Institute (cruise).

However, the pace of growth has been much faster than t
availability of a highly motivated and well trained labour
pool. me industry has been successful in involving approx-
imately 30% of the entire potential labour force O“f the
region. However, additiona1 potential human resources .ar~

limited to a current pool of 394 (Feb 1989) .

Development of the resident Iabour force to appropriately
participate in this new industry remains difficult. With,
tourism a relatively new concept for the seven Keew.at.i.n
communities, the development of positive attitude and aware–
ness will be a long process .Changes will not occur in the
short term, yet short-term remedies are critical. Innovative
approaches must be conceived arrdconsidered.

The development of a well -t,rained 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
lack of training, lack of staff retention and high turn–over.
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Furtkiermore, thae success of packaging wppropri.ate products
and then attracting southern tour operators and who 1.esa.1ers
is dependent upon the quality and availabi1.ity of guidin~
and outfjtti.ng servi.ces. ‘Travel throughout the Kti:>ewat,Ln
without these essential services is not recommende{l.

l.-.-l-.mBLm

the econom;.c fr:Lmew(3r~ of the region is esLenti.r.!;y
deperidence on fgovenuwnt :ind :itra[l.i“t5 1 S b ~ L
e O

. L K i e o n cap 1 c c
“o

—
I r “, m i W ? r i 1 2 : : ::

app1.ica~Me
— “weste rn” Conc:ep-t,of .3 wage e[:on.omy n a 7

w y embraced by the P Iat ion .. .
issues of labour performance and
their foundation

product ivity have
in societal values and be1.iefs whi.::”h

conf1ict wi.th western expectations
tourism is a new industry for the Keewatin

.- a vlabour is limited
high turn–over, drop--out rate of employees, ne’w
operators

— many negat i-ve perceptions: conf1icts with cul-tu.re,
lifestyle, disruption of co’inmunitylife

— not favoured by population at large
-- conflicting values (education, business and job skil’;s)

high level of visitor dissatisfaction
wage scales cannot compete with alt,ernat<;,j(>bprospect::s

-“w for any resident with edu~ati.on or training
few training opportunities and minimal resources
training costs are prohibit ive for oper<ators and
government assistance programs are genera 1.1.y
inappropriate
poor quality tourism products are delivered

. need for more guides

1 O T

provides additiona1 income opportunity for local
residents, by diversifying the economy
gradual and posit ive evolution of receptiveness and
hospitality towards visitors
community awareness improving slowly-—— — provides residents with the ability to retain the more
traditional skills of thei.-rcnltu.re (q-g.sewing, making

— tradit ioria1. tool.s/implemerits, and ~ V ~n-th~+-
land ski.l.l.s).

— .- the majority of Keewati.n tourism ir,dustry is resident
owried and operated --providing an excdlent example to
other residents of the region.

.i ..
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TIIe development. of a well trained g.abour pool for “t.h.et.1-)ur”’
i.smi,rkdustry of the Keewatin depends on stimulating a vm+g
high, posit ive level of support i.lndparticipation throughout
t,hepopuI.a.t,ion.

However, it must be acknowlc:(lgedthat +-,.~~ ~wi.1.1 (-)n].,u L:r,;li(:>

akou k with major and fundamen -tal.socieEa1 c + y ;
the population – in attitudes, percepti oris,economic va“1.uc.s
and economic models - To participate in ● west<->rrl’”:;t.y?.e
economy, the society general] y wi1.1have to s~mu1:::[;<,?:!n~?
adopt w~?st.erneconcrnic model.s. -

The Keewatin s eccmomy, as is that of t~~ majority c)fthe
NWT, is based on government. Although the Keewatin i.spart of
a western economic country, the majority ‘bf the Keewat in res--
idents are sti11 in a land/marine–based subsistence economy.
Furthermore, even now this is general 1y a pg~.f.er-~~econornic:
framework by choice of the people.

The region s lack of industrial development and wealth makes
it de facto a ‘“welfare state’*. Only in the past few decades
have there been some endeavors to change and integrate m
into western economic activity. However in this regard,these

—- initiatives tend to have been -imported with new res.idents to
the region and not understood or accepted who].eheartedI.Yby
the gen~?ral.population.

-~ Developing an appropriately ‘skilled and highly motivat=d
labour force will therefore be ‘a much more clifficult and a
very long process in these circumstances. It is important to
not seek or impose an “instant fix–it’s or ““cure–all” remedy,
which may appear to address present circumstances but which
is doomed to failure in the long term.

There are developmental and evolutionary complexities which
are very characteristic of and similar to other non–western
societies in less developed areas throughout the W A
long-term perspective and sensitivity to the inberests of
the population collectively will be critical to influencing
any change.

Specific programs are required to address industry needs and
the population composition .The ‘industry is young and requir-
es ongoing training and skills-development throughout - top
to bottom.

—

:,..
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The communities of the region requi.re encouratiernent,and
<assist{ance in becoming supportive of and involved i.ntourism
aridtouri.srn businesses. Furthermore, the contributions an~d
<ass:istarice.programs offered by various government a;+cr.c~es
must be tai1ored ar~d/or modified to benef .it the d~(ar:lctcris-
tics of the industry.

1 I T

Improve the ca].i.bre and effee% iveness of existing 1:;d~ist~y
personnel through Lhe fol.lowing -initiatives:

provide hospital i.tytraining to existing personnel
concentrate on cross -cultur,al interacti.on and cmphas ize
public relations skills;
provide ski11s upgrading opportunities to CX.istin>:
personnel, including interpretive guide\ou tfitt,cr
training
provide specialized knowledge and hospital.ity ski3.1s
for different products
provide on–the–job training
establish l!hrth–~outh “apprent iceshiP exchanges” for
va.rious staff (southern” staff also hecome i.r~formal
promoters in marketplace);
develop .and\or import.mentors, role models, coaches and
“working buddies” who can teach by example
provide small business ed~eation and training

I C o

Create a high level of support and positive attitude toward~
tourism through:

a ‘“volunteer” or “fraternal” tourism committee in each
community which would be informal
attitmde and awareness program
hospitality program
tourism sensitization in early school years for
children (tomorrow’s potential labour force) -.——
facilitate interaction wit-hvisitors

—

.,
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EncOurage members of? the availabIe work force to I

involved i.ntourism and particularly those who h:~Ve drO”ppe(i
out, by:

— provi.ding op~ort unity and training in ‘~i~:,~) ~ 4;;:i ~ }. !,:/

services
— providing interpretive gui.detraining

providing outfitters/guide training
providing small business education and tra~.ninfl

— provide reg{il.ar and ad~.1.!t-.~ducati.cn c<>urscs ~n !:o{:r~.:~m
providin:.:on—t.;he—job t.ra.ining

I T P

Undertake training and skills-building initiat.iveii ;:ncl
produce the highest productivity and effi.ciency gain:; !’or
the industry, by:

delivering programs which meet the needs of the trainee
retooling or replacing programs which are not.effective
ensure eligibility and screening criteria are correct,

—

– target at least one candidate from each community for
training, who would become the local guide/host dur~.ng
the tourist season;
– imbed in the course, cross–cultural j.nteract~.on and
p~~blic relations skills;
– imbed in the course, basic business management
ski11s;
– the basic training could occur in a central community
for all candidates, followed with finalization and
customization of their hosting routine i.n their home
community.

l,ENGTH: 3 days
TTMING : Just before tourism season
PARTICIPANTS : Summer students or other available Iabour

— CGS’I’S: $1.0,000
SOURCE: Hospitality Awareness Program, CooP funding:

GNWT contributions and private sector.



.- conduct 1tnve1 1 and 2 courses, for personnel of
lodges and outfitters/guides.
.-imbed .i.n the course, basic business mariagem~:rlt
ski.11s;
– tht> training for all candidates Woul.d :.>ccll’rj~A-,..-
area whi.;h prt>vides corkd.iLions

....
similar tx>t;l-tf2r:+{<!i?d.r

operating environrnent of t~heguides and outf itLr.rs:(;)~
if suffi.cjent funding is av.ai.lable,the F..raj.n.Lf:+ wou1d
Lake place .

. .
:,ENCH’R: I I w~a e.h,].@ve .
TIMTIWG: JUSt,Lefore tou.rism season
PARTTCTPANTS : Prospective outfi.tt.ers,guides
COSTS : $
RESOURCES: Guide Training Program, CooP funding: CNWT

contributions and private sector -

– Travel Keewatin would carry out community informa Lion
programs in communities and local schools;
- community tourism “committees” would be encour:~geilto
provide Lhe catalyst and ongoing support for tcur 1srnah,
-the local level ;
– these would also reinforce training and ski11

-“-
development programs ““

LENGTH : throughout the year.
PARTICIPANTS : Community residents, potenti.al future

participants
COSTS : $
RESOURCES : Hospitality Awareness Program, Coop funding:

GNWT contributions and private sector.

These will be delivered through private sector and current
educational ~ro~rams. Some financial assistance is a

-——
through GNW~ ~ontributions program
example is assistance for package tour

on a coop basis- An
development.

1
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Training prcgrams already exist. for interp:~<+t~.v~:gl.j..i{i1~:~+.
outfitter/guiding and tourism a-ttitude ar.d .

If a community “tourism committee” is not possihle :iL.the?
outset , the?n cont,ac:t., information and int,eraction :jh(>U1d
flow through any and all other possible community flroups
which presently exist. The intent is to sensiti.zeas m<any
people as possible as often as possible.

. 1 2 .R E S

Keewat,in Private
Industry: Identification of training needs and

candidates

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

GNWT regional office: Input and assistance to needs
Identification of sources of assistance
Channeling of applications
Local monitoring of training proc:ess
Administ.ration of con-tributions an<i
assistance-~

GNW?’‘deadqua.rters: Approval of applications
Inter–departmental negot. iation~
~nt~r–governmental negot,iations (e.!Z.
with CETC )

...
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M PARTNKRS

P EI N

Improved qua.lit~yof ! t S
-

Eli.gher 1eve1 of vi.sitor ::a-tisfaction
Increased participation by local residents jn t.ouri:;m

—

m m‘ - mwr , throudl ~.o~~.j-S ,

Parks and the Department of
Education
- CEIC
– Keewatin Industry
– Joint- progr<am partners frnm
southern private s r
have potential -

—

—.
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T 5 M I J N .November 1987 through April 1988

—

. J ’ r n-

.-

Tourists and other tour operat.ors-

(Xxnmunity self–guided tours
Community interpretive tours (guided)
Package tours with existing products.

EkM.,mo Point
Repulse Bay
Baker Lake
Rankin Inlet

1. Support existing package. tours in Eskimo Point.
-“- ?-. Create community walkin’” tours for Repulse Bay and

Baker Lake
3. Design interpretive guided tour to the Meliadine Site
4. Support or replace existing guided tours.
5. Improve existing package tours.
6. Design additional community-based package tours

m -L E
Support and improve existing products.

?-. Initiate preliminary concepts and design work on new
products.

3. Concentrate on tours and packaging that exists, before
considering further product development.

m&IUl?XU2N’ 1. Level and type of.—— community
participation.

2. Ultimate impacts on local population.
3. Ultimat,e i On markeLPle.ce in terms

of enquiries and sales.
— 3. Cost/benefit analysis.

*********************************************
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% 1 v has remainec?a problem, part i.C’U7!arly ‘wi.th !10 iv–
bound tour oper<ator i.n the region. Past :iL“tcmptsby +-.!”X2
private sector to launch this service were ,unsuecessful and
the venture was not self–financing.

There is also continuing unreliability or lack.c)fc:omprchen-
sive tourism products, services (such as ground--handljn{:and
operators in various communities ), facilities, rental equ iTJ--
ment. There are no-tenough self–guided oppo.rtunitj.es and the
trip experience value is very low without interpretation.

Operators in the industry, the wholesalers/package rs and the
consumers require quality products and services which a:pe
consistent and re1iable. With assistance from the GNW?,
Travel.Keewatin wi11 have to adjust its func:t.ionsto include
a greater emphasis on packaging and community hosting.-.

1. M P D ei W

a) Only one informal community tour is available,
located in Rankin. Documentation is needed and the tol~r
operation moved to the private sector for delivery.

b} The other communities require tours designed and
delivered.

2. More W N D

With the design of additional tours, add-iti.ona1.
wholesale rs can be targeted to sell the !@ewatin
destination, using the tours as examples for developing
their own “’exclusive” tours.

3. Product Delivery Assurance

Accomplishing the first two tasks is futile if the
delivery of the product cannot be guaranteed ~.na
dependable manner with quality customer service+.
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a) l%e deGisn of the tours is much easier to accornplish
than their delivery, given current man power c:ircum--
stances. Most operators are fully occupied dcliv~.?rin[<
their own product. and have lit.tOle addi+.iona1 resourc:~s
to del iver additional t,curs.

d) A “safet,ynet” ~~e,ri.esof backup de1ivery opt.~..or~sar-e
required to ensure that if the private ,sect,or is Uri(ah1e
to ult;.mately deliver the pr0dUCt3 , then a nelltra 1
agency, non–government organization, or government body
provides the appropriate resources. At tk.epre:~cnt time.
government policy does no-t allow for tb.eprovision of
such services even on an ‘semergency” basis. Therefcre
these services will have to be derived solely from ;.{n
outside agency or other non-government organi z:lti.on in
the event of a “crisis” .

4. M R A

The delivery of any additional products 1 d r I
based on the availab~.lity of l.abour resources 7f 1;}::::Se—...
are not avai1able in exis.tlngapp.ropriate S’Our~(~st then
supplementary 1a.bourwi11 be requ.ired.

1 sT’BAAGIc-X_lIIm-m.loN

The region needs concentration on complete tourism products
whose qua1ity is assured and consistent. T’rueproduct differ--
entiation and credible, marketable and deliverable feat.ures
are a1so criti.c:a1 to the success of touri.smmarket :ing -

Every effort should be made to deliver the best qua].ity
products/services as sold by southern tour who ~eSa~e.r3and
packagers. It is much cheaper to maintain existing clientele.——
than to develop new tours. -

Ass i stance is rec~uired jn designing appropriate product.:;and
packag ing these for the marketplace. He]p is a1so needed iD
providj.ng community %OSti.ng and interpretive guiding. llel.;.v–
ery emphasis shoul.d shift to Travel Kcewatin, unti7 the
operations are pro:fit.able and can be privati.zed.

b

,’
(

I
~
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??ine-tuning the prcduct for optimum re5 1 t S udes
ensuring:

- A Motivated, .Semi ~e–~riented ~,abourFOrCC
– Community-Based Tours and %rv.i ces, which are $uI~-Of
things tm see and do
- Entertainment
Spec ia1 Events
~ k At,f,racti o

- Market Appeals
- Lots of Clpportunity for Impulse I%rchases
– Maximum use of Faci.1ities
- Appropri.at.el?ric.ing* —..

Tnterim support could be as follows:

a) Tour packaging/designing: Keewatin Travel Asscciat- “
ion; travel agency, indi.v–
idua1 ope raters, regiona1
office of the GNWT;

b-)In-bound tour operatcr: Taxi service in Rankin,
travel. agency, individual.
Opcrat,o.rs,‘Trave1 lKeewat,ir:;

c) Tour wholesalers: ‘:” Calm Air, NWT/Air Canada,
Canadian Airlines, OClyssey
Tours, etc.

Services are currently performed by:

a ) Tour packaging/designing: regional office of +,>~
GNWT; individual operaters

b) In–bound tour operator: regional offjce of -the
GNWT ;

c) Tour wholesalers: Odyssey Tours and a few
other special interest
group tour leaders. (After
two years and for vary:ing
reasons, Fiesta Tours , Via
Rai1. and the Smit,k.sonian
InstjiLute are no Ion.ger
selling the Keewatin. )

. .:*
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The resources are insufficient a’t the indust.ry “Lt->Ve?1.1;0
design and produce/enhance more products. ~l~rt~~~rmor~,!)h<~
loss of major sellers in the marketplace has i-isevere
negative impact,.

In the absence of an independer.t operat.o.r/busine~i.sPCrso:i
providing t.hi.s service for a fee, the foil.owink?are :-)lli,!t~:s$jt.
cd for consideration. It is absolutely essen kia1 that th:s

-“w function be performed by Sornrn.oiije.

Option $1 :
Travel Keewatin staff should be in a VerY Kood posi.ti.ont.o
design and package tours for the region. ‘&ey, -along wi?-,h
the GNWT, should have access to the most accurate and Cmr
information about existing and POten ti.a1.products\ :~ervi.ces
in the area, as wel1 as factors of quality, price, ml.iab~.l.–
i.tyand dates.

Option—#.2-;.
The association may determine that it has insuffi.cient human
resources to perform this function without some outside
supplementary aid at this time. The existing staff appears
t. execute a large mea~llre of administrative work. Consider–

.—— ation may be given to contracting out as much of this as
pos~ible to rc?clairnhuman reso-urces, which COU1d then be
app1ied tc>wards tour desj.gning. or, if addit.i.onal resources
are in<?vi.tahle, cons.iderati,on could be given to opt;mizi.ng

— exist ing total resources by having this function execut(?d
cooperative 1.y between the GNWT and Trave 1 Keewtat.in.
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T Keewatin staff would prcvide human rescurccs, Wh ::e
the CNfWTwould provide the support faci1ities such as o E:i:x~
accommodation and operating costs. However, at this time 0
government policy does not provide fo.rthis Lype of nst:;.:5{,-“
ance,subs~.diza~,ionor “’.cross-subsidization” to a r p

. i i .

Option #4:
In the absence of any integr<ation of this furic:tior,w i.t.hi:1
another act.ivity, whether as described above or othe rw.i::+:,
this function should be p.erformed by someone (or several.
individuals ) on a v b S it should be dORe.

The “designer’” staff :

- identifies major and minor tourism ,It-t,ract;ons
activ.ities j-n tar~et, comrnun wh-ich can be so3~?
additional revenues;

– designs tour itiner$iy (ies) which i.ncorpo,rates
““major‘“ attract ions and appropriate l.ypaces (spaces )
them for the tourist for optimum value;

– ensmres khat time is allotted for optional activities
(at added cost) which would be the “minors” ;

- negotiates with “sub–contractors from t’heindu:stry
(tourism operators, transportation companies, fac.i1it~-
ies owners, etc .) for delivery of the ~arit>u~jtour
components, pricing, conditions and guarantees, and
sales commissions;

– promotes and selIs finali.zed packages t;oin--bound
tour operator, tour wholesalers or direct to tourists
(rare, usual IY only if- designer performs other two
functions ).

LXJRATION: On-go‘ing.
PARTICIPANTS : Prospective outfitters, guides
COSTS : $40,000 (direct financial )
RESOURCES: Coop funding: GNWT & private sector.

,,
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Until a high demand is created for these se~i.<~e~;, Lours may
be provided only occasional 1y. There-fore, considerat 1.ot~
should be given to ensuri rtgthat this is not expected to be
a major source of income for t,heoperator, ~out a se<:on.dary
sOurce.

-

T%e main issue of product development. will be tke prccii;i:-)n
wi.t.hwhich products match market d.ernandand needs. A L1 pm j-
.ectswi11 be integrated with existing products, development
direction, human resources and marketing needs .

The prfi.mary objective will be to strengthen t.% present
tourism operations and to stimulate OPPOrtunit.ies for
growth.

.—— .

—

.
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1.4..A-DEL-uERY-REsm.Ns-xB,I-LlTLIEs

Travel Fkewat in:

GNWT Regional Office:

~ f? Industry: Identify or f;.reat,e mfirketab]e
products.
Ensure qualit,y and r(?l.irlk)i.l..ik.~~
of product,.
suppor-tdesi;ylserv:1::e.s.

Provide des.1.<n .~.lr,(lI.:XP1.;W6,...,.1‘-,~,!..

tion services.
Identify most m:jr’ketah.1i“:
assets which C;d,n%f: pa(::k:if<i:cl -

JI-xecu te C.\l. ‘1. .3 S~ f CS ~ .
T producL5 t;O6:K ~{

ibi1ity. co1l.ect
.I.Lnf:>rrizltii)(1

represent industry, (::c)ordi?:ate
and l.iais~ between :t)dustry
and government., execute
contract,r, for sC?rv”i::es ,..,1..>
government.

Collect , analyze and eval‘uate
information; represent GNWT :
coordinate and 1iaise between
government and industry; plan,
adrnini.ster and mor~it-or
government funded proj~~cts.

GhWT Department Headquarters: Provide operat,iona1. :7Uppc.rt
‘ad finaneial resources a.s
&vailable; liaison between
private sector interests and
government,; project input arid

Other organizations:

consultation;
cost/ber~efits.

Participate as
Southern tour
carriers )

eval.uate

required. (e.g.
operators, <ai.r

HUMAN R ER 3 m mTravel Keewat in, w=rat.~r::,
Regional GNWT offjce, GNWT
Yellowknife

-—— .
Sx!EKw’ ‘“G?W?TCc)ntrik)ntion?mgram

Q t h e z -

A.ir1ines Hotels , Lodges
Transportation companies Other Industry Operators
~lotzthernTour ~0 le~<~~ers
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. all naturalist activities;

- water activities, expeditions, cruises;

– day and evening recreation and lei.:;urcactfiv-i+.;es ,
entertainment packages;

– special events and attract ions (summer and fal.1
fairs, i.nvitational compet itions, races, fish fr?es,
“beach barbecues” , etc. );

– meetings business from NWT business and zove rnme~~t
population;

– post–convention tours. .~:fromWinnipeg;

sportsf ishing and sportshunting promotions;

– more canoeing and camping traffic

.——

.‘
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.3’-lMI.NG<. JanuarIy 1990 tlwowh 2000

* To tCorrec., structu ra1 weaknesses in ~>,e>Y,.\(>f.:wi”i(,;.11
t c >i n d

* To.strengthen and secure .t~lefi~an~ia] underp inmi.ngs:f
the j.ndustry.

* To j.mprove the supp].y and demand inter -ml ~ i
* To i ~ n r < r m t ~r ~.

on Oper{at.ions and operat iona1 expense.
* ‘r{”)produce a viat)1e , sust~ainab1.e, :31.2cc:es.sf:4? :.:

beneficial private sector base.
* To create industry self-reliance. ,
* To contribute to a long-term legacy of PO:;i.tivedeve 1--

opment.

– Individual residents of the Kf.:ew:~.!:.~.::i
– Northern tourism operators and ernpl{j~–
ees of the industry.
– Gove~ent of the NWT

- 1. Undertake financial and o~i+rational audits of busine:+s-
es which are having clifficulties (e.g. management.,
operations, financial ).

2. Implement cost–accounting procedures throughout to dete-
rmine real costs of operations and revenues required
for offset.

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

4. Correct market development and market management to
yield maximum profits.

5. Refinance operations as required for long–term viabil-
ity.

E &1 Preservation of existing faci.1it.iesand
operations..—— .

2. 111timate economic and social.benefits
for local population.

3. Level of self -suffic~.ency of industry.
3. IJltimate impact in marketplace.
3. Cost/benefit analysis.

***** ********************** ************************
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It is obvious that the structural weaknesses in the indus?;ry
p.revi.ous1.y discussed have to -theelimin.ated as qlii.Ckly :.{s posz‘-
.ible.Although the pb.ysi.cal devel.opm(?nt of the inc3ustryhas been
;mpl..ant,ed,the Critic:a1 de1.:iver.ab1es o-f product ,:;fl:i:ierv+(•-~s.L.......
requ.ire major improvement.

~~leconsideratji.ons which f01low are presented for d.iscoss ~.(>~~I r:(l

very critically, as ‘background and basis for the . subsequent mr-
ket development approach proposed.

Simultaneous with the growth and development of faci1It.ies and
infrestructure in the region, market demand has been stimulated
and major growth in tourism achieved”:

—.

‘he industry has generated a large amount of new revenues for Lhe
re~jion– in fact millions. However, titwhat CO.st? At first l~.lanc{+.
tourism appears to have provided major economic beIlefi.t to the

--w region. Or, has it created an unse=”iceable debt burden which has
the potential to bring extreme damage and ruin confidence in the
future of tourism in the Keewatin?

What is required to stabilize and sustain the present private
sector of the Keewatin is revenues. Not just total revenues --but
more importantly, net revenues. Profits which will actually ~;tay
in the region and enhance the welfare of the loc~alresidents.

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

- The region’s plant and infrastructure has been developed
without sustainable operating ability, an established client
base or a ready market.

– There was Iit,tle or no allow-ance for an essential start,--up
perid which new lmsinesses must finance at a. 1.0s5,

client base evt~lves enough to finance the operations.

— -- There was perhaps a miscalculat.ion and underest imat.ion of
the difficult ies of generating sufficient revenues, i.n
ci.rcumst,anceswhich are not favour,abl.e.

..
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At th~.s poir~t, bringing S-tabi1;.t,yand strtmg-tll LO !’;l;f:

privfite sector is essential . ~is means rethink.ing critica1
i:Jsue5of finarlcial recovery (andadopt.i.rignew poli-c.ies
practices whj.c~hwi11.enable the .indust.ry to offset c!o::t,:,.ar’(i

It is inappropri ate to accept gross revenues as an ;.rld:(.:at--
ion of heal.thy pcmformance. The true indicator of l:eaH.h ;s
the net revenues. These are what is left over in the commux~-
ities, after al1 the ‘“billsare paid” .

In order to determine the adjustments and marketing approac!h
which must be undertaken, estimates have been developed o~:

a ) the total revenues generated for the Keewatrin ir:
1989, based on the visitation;

b ) the prof iLS or net rev75iluesgenerated; and

cj the financing requirements of the industry.

Absolute and accurate numbers are not essential to prove the
main problem. Some b~~~ic estimates Provide a strong ind~.ca-
tion that the industry requires radical solutions.

The attempt was made to be as practical and real.i.sticas
possible in the estimates. In determining total revenues ,
varying expenditure figures were allocated according t,othe
ty”peof visitation described. In the absence of fini.te data,
amourl”ts are arbitrary, including the use of “$1400 per
person” , quoted in government (GNWT )as new touricm revenues.

.——
Est, ?Lmat,esof profits were calculated based on segmenting the
t,ourist,e categ-ories and the type of visi..t--
ation i.rtotwo tfroups, . . 1 a(:commodat.‘-C>ne. wh~ ch ~1.F,E:.scommer<>I.a
i.on a:ldtfi.ecIt,b.e.r w’hi.ch does not..
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It assumed that operating and overhead cos ~,~ are lower
for visitors who do not use commercial accommodateion, since
they tend to conl-.ribute incremental revenues to operations
which are not solely tourism based but which also service
the local population .Also, the accommodation sector operates
at a much higher c l (break-even point) than other
services.

It is also essential to understand the minimum 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
---

~ industry represents investments of
roughly $10 million, it will cost about $30-8 million to
finance over 20 years at a 15% amortized rate.

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

Of this: - $1,540,800 is required to finance the
investments,

- $1 s340,500 is required to finance the
operations, and

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

-

The following indicates a major probabl-e shortfall of
~ouri~m ~C:venllesin the K

.—-

. .,,*
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Composition and expenditure contribution of the 1989
visitors to the Keewatin are based on the foll~wing.

E T
v t V R R

W C tr
$ $

G

A V i- n
I nA c

cruise ship 180
day tours 325
outdoor adventure 12

— friends/relatives(V~) 400

s u9

--- —.

B V iw
E xf A c

naturalist packages 24
general touring 96
individual travelers 35
fishing 141
sportshuntzing– caribou 17

polar bear 3
.b~iness travel 295

sub-totals: 611

‘ r m A1 5

@ 500
@ 290
@ 1000
@ 500

90,000
65,000
12,000

~go 000—.—

367,000

33,609
334,4C0
‘QcJ~o(-J
352,5G0
59,500
60,0C?~

4?.3,000

1,102,000

—

.

I
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In attempting to determine the extent of financial redress
required, it was attempted to determine the “cost of doing
business” in the Keewatin and the revenues required to
s the business. Without any actual financial figures
available, a theoretical approach was adopted. This provides
the basis for direction-setting, particularly in market
management and development.

COStS have been designated in three particular component
categories, with the following definitions.

Pr ducto cost:

S d 2 i z i e s l J % =

In estimating cost of

This includes .31s out of pocke”t
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 capital
expenses – which would be derived
from gross profits.

This includes services
an on–going basis such
directory listings,
legal, insurance.

required on
as business
accounting,

~ i~i~lU~~>= income ar.d13e:nefits
for e-mployees and operators in the
industry.

sales for each of the ~roups of vis-
itors, the following ratios have been allocated. -

Contribution to Profit = 30% of revenues *
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This group does stay in commercial accommodation, thereby
increasing the overall expenditures per visit. However, the
provision of accommodation also increases the costs of the
product and associated services.

- product cost = 55% of revenues
- packaging/support services = 10% of revenues
- salaries/persq~d- = 15% of revenues

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

* Net profits will reflect “Tt& residual. profits after the
removal of variable costs including financing costs,
promotion, marketing and any sales commissions to the trade.

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

Group A) - for this group, it is assumed that a
relat.i.vely small percentage of gross
profits may be allocated to variable
costs: perhaps 10%

- this would suggest a ne’~ profit
contribut~o”n equal ‘to20%, represelntj.ng
$73,400 in new revenues.

Group !3) –a muck higher percentage of gross
profits is assumed to be allocated to
variab?.e costs, Since sales are more
dependent on marketing and trade sup-
port. ‘Thismay easily be as high as 15%.
based on commissions of 10% to the trade
and a 5% marketing promotional. cost.

.——

I
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At present,, this does not appear promising. The 1.5%salary
ccmponent represents $220,000 in income to the industry.
However, distributed amongst approximately 300 people, the
average income then becomes about $735 per year. Even if the
income represents 50% of total revenues ($735,000), income
distribution would average $2450. per year.

While the foregoing exercise is useful as a first step, it
only serves as a first step. It is totally based on
assumptions and arbitrarily assigned values. It also treats
all tourism businesses identically and implies that all
require management and financial remedy.

The industry is neither operiited nor financed collectively
as a single entity and therefore, the financial solvency of
individual enterprises will vary widely.

Rather than use guesses and estimates on which to base dec-
isions,a more precise analysis is required of each operation
on an individual basis. Not all businesses require remedial
assistance, and those which do will require a variety and
combination of different aid. (e.g. Generating more revenues
will not compensate for inappropriate management practices- )

What is known is that some operations are in financial
jeopardy and others in extreme difficulty. However, not all
Keewatin enterprises are in financial difficulty. Some are
highly profitable. Each must therefore be reviewed independ-
ently and appropriate action taken, customized to the
circumstances.

-
To pinpoint spec,ific and effective corrective assistance
needed, the fol.1.owing are recomzzended. Caution is noted
however, t all processes should be highly simplified and
ad,,iustm4enEseasy to sust<ai.n.

1.

2.

.—— .

4.
—

-../.

16 4 FWJEC’EZA!YD21HKJE5.—-— ......—.—
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The individual businesses and operations in the Keewatin have
the primary responsibility for any examinations, operating ,and
financial adjustments to their ente~ri~e- Each business will
have to determine any areas of apparent difficulty, if assis-
tance is needed/desired and the source of the assistance.

Traditional sources of assistance should be tapped as available.
Businesses in difficulty,without rescurces or recourse to assis-
tance from traditional private sector sources (banks,legal coun-
sel, etc. ) will need assistance from government,. When a p.riv<ate
~nterprize has been bui].t.with extensive Public fundirw, mvern-
ment has a vested interest j.~~”-ensuringits solvency and success.

If the circ~stances of a business failure are such that @Vern-
ment assistance cannot correct and eliminate the problems, then
the business should be dissolved and/or” if possible, replaced by
a suitable operation.

Government should fulfill specific roles:

1. consulting and guidance to businesses which need medium
level of adjustments (e.g.product pricing assistance) to
become profitable; including producing/ creating basic
operating manuals, financial models and simple plans for
tourism businesses,* and,

2. in the advent of unresolvable failure, t,he gove~e~t
should encm.wage dissolution of the enterprise – thereby
protecting the operator from further damage.

X These materials could subsequently be used throughout the WT.

NOTE: Particularly when government has made substxmtial finan-
cial contributions to a enterprize,there is a stron~zneed and
obligation for an emergency process o-f‘salvaging”public funds.

.

* ‘a
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Keewatin Private Industry: Concentrate on correcting
internal problems, including
identifying areas/need for
assistance and source(s) of
assistance.

Travel Keewatin:

GNWT Regional Office:

Provide information on sources
of assistance; coordinate and
liaise between industry and
‘&overnment, administer any
services for government and/or
industry (identify prospects
a q leads to precisely
match business services. )

Collect, analyze and evaluate
information; assist industry
in identifying problems and
solutions; work with industry
to resolve; represent GNWT;
coordinate and liaise between
government and industry; plan,
administer, implement and mon–
itor government funded
measures.

GNWT Department 13eadquarters:-Provide human and financial
‘resources as reciuired for ap-
propriate roles in indu.st.ry’s
cpera~ional and financing cor–
rection practices; administrat-
ion and control of part~.cipat–
ion; evaluate effectiveness
and cost/benefits.

Other Organizations: Participate as required- (e.g.
Banks, Lawyers, Accountants,
etc. )

.
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This is the second key area, which in addition to financial
consolidateion, will dictate the stabilization, strengthening
and medium-term viability of tourism businesses in the
Keewatin.

O o the most significant opportunities which currently
exists is to assist the existing base thrcugh effective
market management, market development and re-development.

Contributions of revenues frcm exist i.n.gvisitation .15
substantially lower than the minimum which appears to be
needed to service operations throughout the region.

Effective and efficient management of-market demand has a
positive,direct impact on the profitability of the industry.
This demands a strong understanding of the interrelations-
hips between s,upplyand demand and the ultimate impacts of
specific characteristics within each.

Improving 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, stimulated sales, packaging (in marketing

—. terms) and p

Demand side characteristics of importance include:the class–
ificat.ion Gf visitors according economic impact potential,

-~ the cost of servicing thes~:-visitors and the value of
different types of clients. C-ontrollin,gthese is a function
of the marketing work.

Increasing the aggregate volumes of visitors is not the
answer. It is inappropriate to take oue revenue figure and
apply it to all visit,ors since expenditures vary according
to services bought. Therefore, it is ~lecessary t define
specific types of preferred tourists according to net ben–
efi.tobjectives and the targeted volumes for each.

3y carefully selecting the targeted clients according to
their imp{ae.t on operations, oper.2ti.Onal. I?xpe.nse :ind
cent.~:bwticns to profit, operators can mininize unprofitable
products and zervices ,Ind ~.nproveprcfi.t.ableC:pi:;rat,i.:>ns.

.— -
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a) A complete product approach, should ensure that as
many “sell-through” product sales are incorporated as
possible, stimulating sales throughout the communities.

- In addition to a tourism itinerary, additional
s could be imbedded in the package, thereby
forcing additional expenditures. Examples are
including: a souvenir product of Northern art or
craft ranging from $100 to $200; a speaker or
demonstration guest for interpretation, lecture,
entertainment, etc.; an extra side trip requiring
outfitting andtor guiding; a special event
requiring additional-hosting, entert,airnent, etc.

b) Sound basic itineraries are one of the most
important needs, ensuring that there is,a good blend of
major activities which are ‘“unique and very
positive/attractive to the prospective client.

- The aim should be for a balanced schedule of
planned or “guaranteed” activities and optional
activities, in which the visitor can elect to
participate, according to interest.
- Ensure adequate viewing and participation time,
but beware of long periods of inact.ivity,leading
to boredom, low satisfaction rates among visitors.

c) Itineraries should deliberately not try to cram
every possible local/regional tourism experience into
one tourism visit.

– Segregate major experiences into key attractions
for two tirmore return visits.

d) As m~any resources and services of the communities as
possible should be used extensively in tke delivery of
the final products.

– Hospitality establishments can
snacks, facilities for

Provide meals,
“meetings” and events.-

Sightseeing, guiding and outfitting services are
available. Specialized lectures, interpretive
tours and Other scheduled group activities will
generate ~ for loc<algroup leaders .~nd
supp.lie~s. Souvenirs can be purchased from ?.ccal
artisans and i.ncl!:dedIn thlepraciuct <35p<art.;.f
the “gcodies” which visitors receiv.s.

.—
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pricing is a critical factor in the success of any product-
If it is too low or too high, it becomes an impediment to
sales. If the product is exotic at a very low price, the
price-value relationship is damaged with the product value
lcsing credibility. However, the product and service quality
must be impeccable to justify any expensive price.

me P=icing considerations:

a) product design, .-.—.
the sale nf highly marketable compveb.ensive

tourism packages which specifically force the
injection of new revenues into the region because
they include and e t,~euse of the region’s
community services and local resources;

b) competitive analysis,
- ensuring successful business development in the
aggressive competitive arena of a volatile
marketplace, standard price promotion methods, and
encouraging outside sales through a commission
base (through travel agents, meeting planners,
etc.);

c) strong price structure,
– reflecting an e’xaminat,ion of the costs of
operating with all other variable costs, and the
determination of a-reasonable gross profit margin
which Twill support 611 fixed and variable costs;
and,

d) market demand,
– assessing the quality and types of services
required as a minimum and relative markeh price
thresholds, as well as promotional pricing
considerations (e.g. incentive pricing described
above, discount pricing during “shoulder” periods,
such.as first an’dlast weeks of season, etc.).

.

., .
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p should be standardized for a fairly comprehensive
j.tinerary over specific time ‘frames (6 days/5 nights)x
throughout the season. It should be structured with the ab–
ilit.yto accommodate most client requests for customization,
except for extraordinary demands, such as a side-trip to
other NWT regions.

Opportunities 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).

Prj-ces Skculd be s~.own in as comprehei~sive a manner as POss—
ible.For example, return airfare should be shown in addition
to the one-week package price. What the price includes as
basic components should be identified along with it:
“including all accommodation, meals, transportation”.

All correspondence and promotional materials should include
price as an important component of the product offer. If it
is presenLed properly, It will actually enhance tb.equality
and value perception in the target markets.

The price should be appropriate to the marketplace in terms
of currency base. If the primary target market S a

American, pricing in the United States should be stated in
—. U.S. dollars based on Canadian rates and showing the tourism

package with and without transportation.

The establishment of a basic price sb.ouldbe reinforced and
-’* maintained as such: a minimum -c~omprehensiveprice. It should

not be tampered with or “adju-sted” at random. This is crit-
ical in order to maintain the integrity of the product,.

Price points should be specified Sased on a two–tier
approach:

a) a retail price, which is the published public

b) a wholesale price, which is the publ.i~hed
price less commissions/sales rate (min. 10%).

price;

public
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Tb.emain underlying foundations for strict rigidity are the
limited capacity and availability of product in the Keewatin
and the absolllt,eimperative to recover capital and operating
costs in a very limited annual time–frame.

lL3~

The composition and
tourism sales can
design.

proper pricing will

distribution of economic benefits from
be highly controlled through product

—
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 r ( . T net revenues could then be
used for a variety of needs, such as offsetting increased
operating expenses, contributing to capital projects, equip-
ment purchases, etc.

Targeting selected h r s a priority
will increase profitability of operations. The value of the
overall industry will be enhanced based on the composition
of visitors and the net revenues stimulated by each visitor
type.

—.

..:*
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I January 1990 through March

yuEcnmsi
Increase total visitation to the Keewatin

* Recapture at least 10% of past traffic as
* Specifically increase volumes of visitors

than 24 hours by 10% or 30 people.
* Increase level of expenditure per person

$200

-—— -

T M G E Y - - M U 3 Q

1991

region.
repeats (200)
who stay more

per visit by

* increase levels Of sati~facti~n ~rnong~t vi~ito~s by 15%
to 60% of all visitors being satisfied with their trip.

* Increase plant utilization by touriets to 30% of
current capacity from 20%. ,.

* Stimulate plant utilization ‘by local residents
equivalent to 20% of current capacity.

* Generate awareness, knowledge, motivation & intent to
travel to the Keewatin

* Build international reputation of excellence for one
exclusive attribute

* Generate highest-quality leads and convert to sales.
* Ensure direct involvement in marketing by operators.
* Establish effective distribution networks through

C oindustries. -
* Compile C omeasurable data for program

evaluation.

~~~~~~~m–~~ - High Potential Tourists
– High Expenditure Tourists
- NWT residents, businesses and

politicians
– Influential groups
– Travel trade
– Travel media

.Ml@.EET-U~f=–––
IZRXQB1’JII-Z Target four main target.m.z.rket~ie~ent.s

in North America:
– culture./history (,yrouptravel)
outdoors adventure travel

- eonsumpti-ve out,doors travel
– bu:~.i.ness travel

1. U-cited St.nt,::s2. C.~Ra<ia 3. NW?
4. !?roxim~ty narket,s 13iZL.~rlc?s5 t

—
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1 Eli.ghly targeted print advert ising and promotions to
prequalified prospects, primarily in U.S. markets with air
links to the Keewatin and with coverage in Canada for impact
on awareness, knowledge, interest and motivation. (magazines,
direct mail marketing)

2. Concurrent editorial features and special “documentaries”
dedicated to the Keewatin in vertical media, including
television science, nature, historical documentary series
and sportsfishing programs.

3. Strong direct marketing, ‘“promotional and cross–merchand-
ising activities.

4. Special integration of activities-specifically designed
to maximize impact on influential groups such 2

sportsfishing and hunting clubs and associations, travel
trade and media.

5. Cooperative lead generation & fulfillment with GNWT.

6. Sales Tracking.

To execute a very product specific program which allows
maximum specific promotion and integration of individual
private sector oper.at,ors who are ~,he leaders ir.t.h~>i.r
product categories. -

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

EEIiTQWN!!-’M-~-T: S ~enerated W P
Incremental number of enquiries for
the Keewatin over previous SeaSCn-

I m m m w - o ’;

.! ..
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Market development initiatives have enjoyed major support
from government programs in parallel with industry growth.
The significant development of new facilities in the past
few years has created new market opportunities.

Now is the time to adjust the composition of target markets
to precisely match t,hebase of products to market demand and
to generate the highest potential net revenues.

Objectives should he very s~eci.fic, s>.ort–t.erm,measur,abl=
and achievable. The ultimate impact of the marketing process
is in economic terms: net revenues – profits.

A sound understanding is required .of the relationships
between various tourism product characteristics and appeals
of the Keewati.n and potential tourism market sehgnents.This
includes the market’s values assigned and/or associated with
various elements Of the natural environment, existing or
future built facilities and infrastructure, and the region’s
cultural, historical, archeological heritage.

Factors which impact on tourism behavior and consumption
need to be reflected in marketing methods and techniques and
the precision of product–market matches. Market development
is also dependent on travel trends,
factors,

socio-political–economic
ease and facility of access to the region and

availability of hospitality services and supporting tourism
services - such as.licenced Lw-ides●nd outfitters.

An understanding of the cha.racterist,icsof tbaemarket seg–
ments which participate in present tourism is needed tc
manage future market development and related tourism
(activities.

.. ...

As discussed in the previous chaptjer, well-targeted
marketing will produce the best results. lee.din~:to
strengthening and revitalizing the industry.

——

—
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18.,Z.~13--

- increasing competition, including other NWT destinations

- reduced marketing budget and limited industry resources

– elimination of marketing subsidies beyond 1990

- high prices compared to developed destinations

- short season and minimal shoulder season visitation

- development very limited ‘-”

– capacity very low
,,

– delivery problems

- image and perception of region being difficult to reach
and h~s a forbidding

1 0= ’

- succ-essful efforts

– product categories

environment

of past marketing campaigns

can be precisely
interest market segments

-.

- Keewatin is accessible and has
wilderness

matched tO special

alxmdgant pristine

– changing travel demands to more exotic, “educational”
travel

changing demographics to higher disposable income and more
leisure time

– shoulder seasons and off-season can attract touri~m

.—— - destination profile can be iriark:~tedas exotic des”t:nat,ior.

.

—
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Successfully marketing the Keewat in tourism products
involves setting a new approach, which is highly directed,
~e~~f ied—and targets only the highest potential
vertical markets.

A fully integrate marketing mix is crucial, including direct
marketing, advertising, public relations, promotional
support, etc.

It is critic<al that awareness <and general interest,be
q ~ S m a actual sal~?s in
the short term, in support of the short–term objectives of
the industry. Immediate action and motivation to travel is
needed w-ithin the next 12 months.

1. The Keewatin marketing programs should be
destination and product specific, promoting its
strongest members and leading oper,at,ions in each.
product/market category and unique benefits to well-
defincd target segments.

2 Marketing activities should be directly related and
priorized according to high potential, high expenditure
special interest markets for maximum return on
investment;

3. Init.i,3tives will aim to maintain primary markets imd
focus on product-marE~-t fnatching and enc’cm~afging
product diversification a i

4 Tncrease activity in d i
markets – focusing on up–scale segments and grcxiuct
differentiation;

5. Improve marketing results of industry, encourage .ind
coordinate kigk.er level cf participation by t-he
Keewatin industry and es-ta~lish joint marketing
.agreem.ee.ts with +--ur cperata.rs,’lwh~le~s:~l~ who are
leaders in t--~f<~t.~pe~ia~ ir,~~r~st m Se@CntJSz.CAA&-,,.

b
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7. Strengthen service orientation marketing and cc)mpet-
itive information, new approaches /programs with key
influencers, responding quickly to market needs and
opportunities;

8. Ensure results-oriented,value for money initiatives;
build in immediate feedback mechanisms, including
booking and lead generating techniques;

9. Exchange and integrate research data and plan coop-
eratively with the GNWT, major partners (e.g. carriers,
wholesalers) and others promoting the Keewat,in.

—

Marketing planning should entail a mix ‘of activities intend-
ed to stimulate the most effective and efficient results.The.
largest proportionate volume of activity would be aimed at
priority geo~raphic target markets and specific market seg–
ments with t’hehighest potential for visitation. Communicat–
ions to the general travel co~unity would be primarily pub–
lic and press relations with highly targeted direct mail to
selected audiences.

The ultimate impact of ov-erlaying several communications
methods, would be the achievement of program objectives in a
shorter time-frame, due to th& synergistic impact of repet-
it,i”~ecxxnmuni.cationsin diverse environments.-.

Communications mix:

[
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The process would comprise the following:
1. Awareness building
2. Attitudinal change
3. Target audience motivation
4. Lead generating and qualifying
5. Enquiry fulfillment, followup, reminders
6. Lead conversion to actual sales.

Since the marketing budgets are limited, the marketing
program would have to be heavily dependent on targeted
publications, direct mail and special events to reach the
highest potential target audiences.

To achieve the most effective and ef”fic.ientcommur..icaticns
in support of Keewatin’s tourism, an optimum media mix would
comprise communications through:

,.
a) media relations in the product categories’ “most
influential” media, to build a foundation of positive
image, awareness, perceptions and attitudes towards
Keewatin as an attractive tourism destination;

b) direct marketing in the best “sales producing” media
in each of the target product categories, reinforcing
the general image-building process, provide information
customized to the unique circumstances of the category,
i“riform and motivate the target audience to plan a
Keewatin visit;

—.

...
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c) direct marketing in the “most influential’” business
publications which reach selected industry segments, to
communicate specialized services for meetings, business
travel information, appropriate case studies and
specific business “offers” and opportunities;

d) direct mail marketing to special interest audiences,
to produce measurable results in the form of highly
interested respondents who are motivated to specific
action (e.g. book t request qualified information);
and,

e)other mass media (through public and media relations)
“to increase the volum~- and frequency of positive
editorial coverage supporting the marketing objectives
of the Keewatin.

M x 3M

The industry needs sales - not only interest.

As a priority, activities should be directed to special
interest groups. If marketing budgets are too limiting,
these should be the ONLY targets, with no media expenditure
against broader audiences.

The following specialized segments should be considered as
a priority.

—-

G I n

These should be the first priority of the region, inc~llding
tour operators and wholesalers, clubs, associations,
chambers of commerce, group recreational associations,
travel clu”bs,etc.

.
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Non-consumptive Outdoors Adventure

.——

- create positive attitudes and awareness of Keewatin’s
outdoors adventure products
- increase present number of outdoors enthusiasts
lovers traveling to Keewatin, primarily by targeting
clubs and groups
- generate additional research and market information
regarding specialized industry for use by industry

C oO
s m&

—.—
– increase present number of visitors, through highly
directed marketing and promotions (e.g. shows)
– generate qualified leads for operators to convert to
actual sales
- increase positive attitude and awareness towards
Keewatin as fishing, hunting and incentive travel
destination
– generate incremental research and planning
information

B t

- increase awareness of Keewatin products for meetings
aad business travel in primary markets
- target specific geographic markets of opportunity,
and industry sector segments
– promote best resources and attractions of the region
(maybe only 31

—..

- work cooperatively wit-h public and private sector
partners to penetrate markets more effectively
– increase number of leads and meetings booked
– generate additional research and plannin~ information

T R

– strengthen partnerships and relations with
influential trade
- promote awareness, knowledge. and compet .i‘Liveriess
through leading product,s
--ensure optimum use of resources
— (::reat,e f.avour.able cZimate for a~zeemen t:~ and
partnerships
- produce additional agre~ments

.-.

.
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- strengthen partnerships and relatjons with
influential media for each product category
- promote awareness, knowledge and competitiveness of
region through leading products
- ensure optimum use of resources
- create favorable climate for maximum editorial
coverage and promotion of region.

1. Ci]lt.ural h+story ---————.——....-.-*..
– anthropology, history! archeologev
– living history, traditions, customs, lan&~age
– people, cross–cultural exchange, entertainment
- architecture, environment, natural history
- education forum

.2.Outdoors Non–consumptive
- outdoors adventure, camping, canoeing
– wildlife viewing, photography
– natural history, geology, biology
- education forum

3. Consumptive
– sportsfishing:

– lodge based
– camp based
– community based
– education forum

– sportshunting:
- lodge based ‘
- camp based
– education far’um

4. Business
- NWT business travel

– business conducted locally + tag-on
purchases
- meetings, small conferences + tag–on
purchases

– southern business travel
“retreat” meetings, small conf er::inces

– pre-./post convention tours
educcqt.i.or.<z,lforllm (busi,ness trainiri~)
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Financial resources shOIZld be dedicated in a priorized
fashion to the highest producing, cornerstone initiatives in
each of the pre-requisite act,ivities.Opportunities should 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 marketing scurces
in order to reduce burden(TravelArct.ic,southern tour oper-
ators-/wholesalers). Leveraging marketing activity from other
or~ganiz~tions will also improve market impact and results
e.xponentiall.y.

Some examples for cor.sideration include:
a) contra arrangements with other destinations (e.g.
exchange of customer list,s);
b) “twinning” with major Southern city(ies);
a) strengthen/modify TravelArctic image advertising for
Keewatin to support its objectives with a set amount Of
effort;
b) lever major promotion from influential media for FAM
cost;
c) tap existing networks such as government, Canadian
Consulates, resen<ation systems, carrier agents, wholesaler
networks;
d) make wholesalers .respons~ble for own expenses;
e) lever corporate sponsorship for costs of special
promotions and tailor pr”oducts to suit (excellent
opportunity for events);
f)lever corporate. advert.is~fig revenu(+s/spo~~sorship for
activities;
~) “sel~-” information packages to ~nqlliper~ (~kis

e m q p . e g
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EVALUATION – il’lcrelnel”ltalsales
– incrmnent(al leads
- incremental promct.ional .ar.dmedia

support
– ir.cremental agreements
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