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Purpose

A business plan describes the objectives of the business and how the unit intends to achieve them. Such plans require an understanding of the resources (both physical and financial) available and customers who will be using consuming and paying for the product/services produced. Increased quality public service and resource protection are and must remain the primary objectives ‑ we are exploring a new way to pay for them.

** WE ARE NOT TRYING TO MAKE THE FEE DEMONSTRATION ANY MORE DIFFICULT THAN IT HAS TO BE.  THE FOLLOWING BUSINESS PLAN OUTLINE IS OUR ATTEMPT TO LAY OUT THE BASIC COMPONENTS OF A BUSINESS PLAN TO ASSIST IN YOUR FEE DEMONSTRATION. WE NEED TO COMPARE RESULTS AND ACCOUNT FOR THE DOLLARS ‑ SO DO YOU.  THIS OUTLINE IS STILL LABELED DRAFT ‑ IT IS YOUR OUTLINE ‑ WE NEED TO HAVE SOME LEVEL OF CONSISTENCY ‑ WE ALL NEED TO AGREE ON THE BASIC STEPS ‑ SUGGESTIONS FOR IMPROVEMENT WELCOME.**

A business plan must be tailored to address the complexity of the venture described and the major features of the financial and environmental surroundings within which it will be implemented. The business plan is a way to initialize your business on paper, allowing you to examine the necessary details before you actually implement the fee program. 

In addition, in order to describe the results of the recreation fee demonstrations to Congress, the public, other agencies, internally in the BLM and to others, technical business and accounting information is required. The Fee demonstration is above all a TEST of the concept. We must be able to record the pro's and con's of this important opportunity. This fee legislation (PL 104‑134) allows us to step into a much more business oriented environment ‑ an intimate understanding of finances is a critical business requirement. 

Business plan steps and information needed to effectively report the results of the Fee Demonstration ‑ both individually and in aggregate ‑ follow. The 10 steps are all important ‑ how you address them is more up to you. Steps 4,6,7,8,and 9 have some specific descriptive, cost or receipt requirements that we need to have information consistently generated (so comparisons can be made).

The financial management system and the special accounts still need to be resolved but we are making good headway with this issue.  We still want to know your 1995 base if you have charged fees before even though we are trying to isolate those fees and set up the new fees as first time collections. 

Business Plan Steps

Executive Summary
1/Fee Project/Site/Area description ‑ In order to understand the areas included (coupled with the experiences they offer these are the products we offer) in the fee Demonstration the following descriptions are needed:

Name and location (include administrative unit ‑ District, Forest, Congressional District).  Overall description of fee demonstration area. Mission and values offered. Natural resources/features in the area (is the areas visually attractive, why do people want to come?). Starting dates, estimated infrastructure costs for fee collection and anticipated annual fee collection costs are needed. Describe broader scale that fee project is located within. Are there any other fee areas close? (our Competitors). Are there any potential partnership opportunities with other Forest Service fee projects or any other Agencies? Several photos of the main features in the fee demo would be useful.  Contact Person.

2/Description of Customers who use area.  An understanding of current and potential customers (our Market) is essential in any business venture.  We need to know such things as:

Customer demographics ‑ if available. Low income users ‑ need to track impacts of fees on use levels of low income folks.  Where are people from ‑ local, urban, rural? Identify American Indian access rights for religious and other purposes.

3/Identify objectives for use of additional fee receipts. This is the contract with customers as to what they will get for paying more fees. This section should include:

Identified list of what our customers want ‑ with some sense of priority of implementation.  Spending priorities and planned accomplishments and timeline (immediate, future ‑ long or short term) associated with funding levels. Capital investment needs ‑ financing options. Note that these new fees are not intended to fund overhead work. Also note that appropriated dollar allocations should not be reduced or used for other purposes. The intent is that the new fees provide additional funding and that the fee paying customers will notice a positive difference related to the fees they pay. 

4/List and describe the Key components of the Fee Demonstration ‑ if made up of multiple fee sites ‑ for example:

   ‑List and describe all Campgrounds in a recreation complex (if the recreation complex is the fee project). 

   ‑List multiple trail heads accessed in a dispersed area Demo

   ‑Break out and list visitor centers and other major facilities if more than one occur within the fee demonstration area. 




(National Conservation or Special Recreation Area).

This information will help to understand and compare the cost recovery opportunities by major recreation component. It will be critical for interagency comparisons. 

5/Recreation Use by major component ‑ by aggregate component if individual component information is not available.

Include both ‑ historic, current and future (96/97/98) use levels.  Critical to track use so we can identify any potential drop off in use associated with fee imposition.

6/Identify the relevant costs expended or needed to operate the fee project ‑ this is key information needed to calculate cost recovery percentages ‑ a key fee related feature being examined by this test: 

Include costs of fee collection operation ‑ staffing and Infrastructure needs.

Identify Actual Costs (annual operation & maintenance, backlog, construction needs, customer service costs ‑ brochures, guides etc.) to operate in FY 1995, by major component ‑ exclusive of overhead.

 Current Cost of Operation by major component ‑ exclusive of overhead

Current Cost to operate major components to full Meaningful Measures standards. Exclusive of overhead.

7/Receipts, if any, generated in FY 1995 ‑ by major component. This information is the base year that will be used to calculate how much money will have to be returned to the General Treasury fund to meet the 104% return of 1995 fees requirement:

   ‑Special Use Permit Fees ‑ Agency Managed sites

    ‑Special Recreation Permit Fees ‑ Concession sites, other permits, receipts to Agency ‑ not permit holder. 

8/Fee Calculation Process. Document methods and assumptions used to calculate fees for each fee demonstration area component. This is the fee schedule and how it was generated. This calculation will be subject to GAO review:

There are two basic types of fee development that apply to any innovative type of fee proposal. Cost recovery and Fair Market Value (market price). These two fee determination methods each address different objectives.

Cost recovery ‑ determine fees based on the cost of providing the services (or a % of the cost of providing the service). 

Cost Recovery Fee calculation method. List fees by fee type based on costs to deliver desired service level. Can use a % of cost recovery if 100% is not attainable because there is anticipated to be major declines in use associated with  full cost recovery. Document which costing method is used ‑ historic costs or meaningful measures costs ‑ both exclusive of overhead.

Describe fees for fee project ‑ by major fee component and by the following fee type:

Admission Fee

User Fee

Other Fee Type

Fair Market Value (Market Price) calculation method.

Fair Market value (FMV) is the price for a good, resource, or service that is based on competition in open markets that creates neither a shortage nor a surplus of the good, resource or service. In other words, it is what the private sector would charge for a similar service or opportunity. This pricing method is intended to explore what private sector based competitive pricing would look like and also to use the information to compare to cost recovery based prices.

Fair Market value prices can be determined by examining private sector prices in the market area in which the fee project is located. ie. Private campground X charges $20 for a set of services and settings similar to a BLM Campground ‑ the FMV price would be $20. Documented adjustments would be needed if directly comparable units don't exist. It is also possible to use average "Willingness to Pay" related values as a proxy for market values if directly comparable sources are not available. 

Fair Market Value based fees have the potential for high cost recovery on some Forest Service sites. FMV based fees also are often looked at by private sector recreation providers as limiting unfair competition problems caused by Federal sites charging lower fees for sites similar to nearby private facilities. 

 List Fair Market Value based Fees and document how they were calculated:

Admission Fee

User Fee

 Other Fee Type 

9/Document amounts of Fees collected by major component. The actual accounting system to be used is still begin worked on. List gross fees collected by the following categories:

New Admission fees

Pre‑1996 admission fees still charged

Increased pre‑1996 admission fees

Total admission fees (Gross)

New user fees

Pre ‑1996 user fees still charged

Increased pre‑1996 user fees

Total user fees (gross)

Also identify and list appropriated Dollars and Contributed Dollars associated with each component so the full funding picture can be displayed. Historic and annual displays of this information will indicate how well total costs are covered by all funding sources. A funding shortfall can still exist.

10/Develop Customer/Public Feedback Mechanisms ‑ Develop and implement a direct customer feedback mechanism. Suggest using the CUSTOMER Report Card ‑ OMB approved ‑ survey system for on site users. It measures customer satisfaction with services and other aspects of recreation. It can have up to 5 additional fee related questions added to it to gather specific fee feedback. 

Develop other public input mechanisms in the Communication plan.

NOTES:
The BLM intends to return the 20% of new fees collected, reserved for the Director's discretion, to the site where the fees were generated.  

Golden Eagle, Golden Age and Golden Access Passes will be honored at all fee demonstration areas, same benefits as they currenlty have, as we will receive credit for selling the passes. 




