PROresources:Touring For Success 


FOREWORD  


The following checklist and material was developed as a result of the interest and commitment by America’s Agricultural Heritage Partnership in interpreting to America the agricultural heritage of our Nation.  Through targeted financial support to the strategic investment area known as the “Country Heritage Community” a plan for increasing rural tourism and development is being formulated.  A key element of that plan is the development of tours that help to “tell the story” of the growth of agriculture in all its facets.  

This checklist will serve to aid tour planners, tourism specialists and professionals, economic development groups, volunteers, tour guides, organizations interested in developing tours and communities within the region.  

The report focuses on the group touring segments identified as items one (1) and two (2) on pages three and four - group tours that are organized locally and those that originate outside of the area.  Scenic route designation / touring, individual / family and “FAM” touring (Items 3,4 & 5) require a somewhat different and expanded treatment than allowed for in the subject targeted for this material.

Introduction

· What is the best tour that you have been on?  

· Why did it leave such a good impression?  

· What are the key points you remember about it? 


Ask these same questions of others in your group.  Keep those thoughts in mind as you start the planning for your own tour.


Determining the potential for the development of a tour is a process that calls for objectivity.


You may be convinced that your idea for a tour is shared by many others, when in reality its greatest appeal lies largely with you, your group or your organization.


The easiest method of learning about tour development is through shared experiences from others that have or are conducting successful tours (if they have the time and you are willing to spend the time to search for experiences important to you).  There is also great value in learning from those ventures that did not work as well as anticipated.  


There is not a sure fire formula for success - in many instances the success and / or failure can be impacted by factors outside of your control, i.e. the weather, conflicting events, a regional emergency, etc.  Following a checklist can serve to minimize the potential for failure or problems that are under your control.  


The more difficult and time consuming method of learning about tour development is by “doing” - planning a tour without having the experiences of others to draw on.  Following an outline for putting a tour together can make the task easier.  This approach requires time, effort and input from a large number of people.  


Being the first with a specialized or "never tried before" tour carries with it a higher level of risk.  There are no past experiences to draw upon, so the key words are to keep it small, simple, and with a minimum of financial risk.


One way to help give you a comfort level is to test your concept out with a small sampling of people before putting major commitments of time and dollars into the event.  In other words, take your idea and materials to a set of individuals or group leaders to obtain their reaction.  Listen carefully and adjust you plans accordingly.

Types of Tours 

 The wide variety of tours available gives you flexibility in approaching and defining your target audience for marketing purposes.  Following are basic types of tours that are being developed.  Working with and marketing to this range of tours requires research as to what type of participants are interested in which tours, what materials and/or "Step-on" guides may be required and what is the most effective method to recruit participants - In essence, what motivates people to travel and tour.  Most groups desire customized tours to meet their specific needs for tour theme, meals, overnight accommodations, and other elements of travel which need to be identified in the research phase of planning.

1. Group Tours - Originating at a specific location and coordinated by an organization other than yours.

a. Coach Tours - Capacity of 40 to 50 individuals per coach.

· Social Groups

· Church Groups

· Bank Clubs

· Organized Tour / Coach Companies

· Park / Recreation Departments

· Service Clubs / Fraternal Groups

b.
Special Individual Vehicle Tours - Individuals and / or couples in their own vehicles (rented or owned) traveling together as a group.  Size is not easily defined - can be wide ranging - as large as RAGBRAI and as small as two or three vehicles or a van. 

· Clubs / Organizations traveling in personal vehicles

· Vintage Vehicles / Car Clubs

· Hiking / Biking

· Horseback / Coach / Wagon

· Rail Cars

· Private Plane

· Recreational Vehicle

· Motorcycle


2. Group Tours - Originated by your organization.

a. Coach Touring arranged by your organization with a coach to pick up the group or selected individuals at a pre-determined location and returning them to that location. 

b. Individual vehicles that gather to travel together as a group.

3. Individual vehicle touring on a prescribed route with designated stops organized by the tour developer.  Generally the stops and tour are open to public participants for a particular period of time i.e. one day on a weekend, Saturday/Sunday, etc.

4. Designated tour routes/scenic byways promoted to the general public for touring at any time by individuals and/or groups.

5. “FAM” tours are familiarization tours developed for media, travel/outdoor writers, tour planners and other group tour promoters.  They are highly specialized and subsidized.  They are developed to promote your area and tour packages that you can accommodate.

Developing The Group Tour

You or your organization has decided to explore the idea of developing a tour focusing on a special topic, theme, or set of attractions which will appeal to a selected audience. In most instances an organization rather than one individual is better prepared to undertake tour development due to the larger volunteer base required to explore the 
different elements required to put together a successful tour.  The following are steps 
and / or elements of developing a successful tour.  Each will be covered in greater detail following the listing.
· Generating Tour Ideas

· Defining Objectives

· Conducting Research

· Scheduling / Coordination


· Targeting the Participant 





· Developing the Market Plan

· Tour Details - meals, accommodations, guides, transportation, etc.

· Preparation of Support Materials

· Budget / Fees

· Risk Management / Liability Insurance

· Testing the Concept

· Potential Sponsors

· Quality Control / Exit Surveys

· Measuring Success

· Planning for the second tour
Generating Tour Ideas

Hopefully, the idea for a tour has come about due to some unique feature(s) / event(s) that are already in place and that there has been interest expressed in the development of a tour.  

That will help greatly as the basic elements are in place.  If the desire for tour development is based on the idea that it will help the community by increasing tourism - you will need to be careful and cautious.  The reason is that you will need to create the market and appeal for the public to want to attend.

Tour development should be based on a topic and / or asset that is unique to your region or is a first time tour, in the region, on a more general subject.  Brainstorming with community leaders to determine your most marketable tour potential is the best way to explore the opportunities.  Do an objective evaluation by prioritizing the list with the group or a larger body.  In addition you may want to test the idea with focus groups in your market area (see the section on research). 

Don’t overlook the obvious.  Many times a community is too close to the subject to see the potential.  If you have a church with a unique organ - exploring an organ tour with other sites having unique or special organs could appeal to a certain audience.  If your region has some special sculptural items in its cemeteries, that may also be a tour potential.  The topics can range from art to architecture to mill sites, music and museums.

Why Do It???  Defining Your Tour Objectives

Defining your objectives for the development of the tour need not be complex.  The best 
way to approach this is to answer some basic questions (the following are some examples and your will be able to think of more).  Is it to:

· Celebrate a special event?

· Commemorate a moment in history?

· Increase public awareness of your facilities and / or area?

· Respond to a previous commitment or promise made to a group?

· Focus on the uniqueness of the region?

· Commemorate a scenic, cultural or historic route?

· Share the skills and talents of artisans in the area?

· Educate, entertain, provide recreation experiences, or???  

· Raise dollars for your organization?  

· Train volunteers in tour development?

· Boost the local economy?

· Be a test / pilot tour for a larger tour planned in the future?

· A special theme tour?

Tours can have multiple objectives.  It is important to define these carefully and share them with potential participants, the community, your organization members and others.  Clarity of objectives will aid in the development of your marketing plan.

Tours are planned with the idea of repeating the event if the first one is successful.  In that context, planning for the second "annual" tour before the first one is completed is essential.  This helps to reinforce the idea of learning from everything associated with the first tour to avoid future repetition of mistakes.  


Diversity and uniqueness are key elements in planning a tour.  Focusing only on the main objective of the tour does not allow for diversity of participant interest and free time.  Too much of a good thing can be dangerous!  It is essential that some variety be planned in any tour that is different from the topic area or key objective 

Matching the tour objectives with those of the potential participant is the challenge.  The participants’ objectives can range from learning and education like an Elderhostel, to developing new experiences such as discovering a new part of the country, to motional such as tracing personal heritage or to recreational such as biking.  The range f personal objectives is wide and knowing how to find the participant with the specific objectives that your package offers is like a dating game in finding the correct match.

Do Your Homework!  Research Required

Spending the time doing your homework will increase the potential for success and pay large dividends.  Not only will you find what to avoid you will pick up tips that can help in shortcuts or ideas that you may not have otherwise discovered.  In some instances there may not be an existing tour that you can draw from.  In this situation your research will be focused on similarities from other tours even if they are not identical.  Additional research in exploring and understanding your potential target audience / participant is well worth the effort.  Words from Meredith Willson’s Music Man  come to mind - “You gotta know the territory.”  Knowing and understanding your potential participant and their interests will greatly improve the quality of the tour and gain you the respect of the participants.

1. EXPLORING IDENTICAL AND/OR SIMILAR TOURS:
Research can be as simple as finding locations or organizations that are/or have conducted identical or similar tours.  Visiting with these entities can save you from repeating errors or mistakes they may have made.  No need to "reinvent the wheel" if a good model exists.  When looking for that model try to explore areas that have similar socio-economic and cultural backgrounds.  This helps to make the similarities even closer to your conditions with a higher degree of potential for replication.  If similar conditions are not possible, at least identify the major differences and attempt to understand what these differences will mean to you in terms of the tour itself or in marketing.  For example, it may be that income levels and/or age levels may be different.  These will impact your fees and or general marketing appeal.
In some cases your competition is general in nature - simply all the other choices that the participants for groups have before them.  In that context you will need to work hard to “outshine” them and get the attention.  In other cases the competition may be direct.  It could be that an art tour you are conducting is in competition with an art tour from an adjacent geographic area.  In that instance on option is to join together or at a minimum work on joint marketing to draw a larger audience to both events.  In other words “turning lemons into lemonade”.  This could also be the case in the event of two or more festivals scheduled for the same weekend.  The potential for a package tour involving all the festivals would be an added bonus in appealing to a group tour.

2. RESEARCH FROM NON-SIMILAR TOURS:
Even though there may not be a similar or identical tour, a great deal of information can be obtained from other tours.  Learning how to deal with the participants, pricing factors, materials required, scheduling details, guide arrangements, volunteer training needs, meal and accommodation specifics, marketing ideas, etc. 

3. RESEARCH / INVESTIGATION OF PROPOSED TOUR:
Once a tentative schedule is established take the time to travel the route yourself.  Visit with the potential host stops, pick out the highlights that you want shared with your tour participant, determine whether the host can handle the full group or needs to work with smaller group sizes, confirm arrangements / costs, adjust the schedule accordingly.  Every time a coach unloads or loads, 15 minutes are lost each time plus the time allowed for the stop itself.  If the tour stop requires a breakdown into smaller groups the amount of time required increases significantly.  You may need to “run the route” more than once to confirm details of the changes and schedule modification.

4. DETERMINING YOUR MARKETING TARGET:
Drawing on experiences from other tours, use your group to explore and brainstorm about who it is that will be interested in your tour.  Matching the tour objectives with the individuals or group tour objectives as previously mentioned is key.  In other words define who your target audience as specifically as possible.  Find the easiest and least expensive ways to market to them.  If there is not a specifically identified group you can obtain mailing labels from the specific geographic area desired that have the interests that will have a potential for identifying with your tour.  Magazine mailing lists that identify with the group are readily available.  The other way of reaching this undefined group will be the need to advertise or use news releases to reach them.  MediaLink is an Iowa Falls organization that, for a relatively small fee, will electronically distribute your news releases to weekly and / or  daily newspapers in the area you determine.  
If the target is groups, is their a contact name or organization, or is there a newsletter for the group, or can you insert an item in one of their mailings to the group members.  If you are interested in people that have an affinity for your region or 
community don't forget the non-resident subscribers to the local newspaper (subscribers tend to be those that still have a fondness or connection to the area). 


5. UNDERSTANDING YOUR AREA ASSETS AND LIMITATIONS:
Make sure that you can’t be accused of misleading or false advertising.  Research the assets of your area so that you have a personal base of knowledge and a comfort level about the facilities.  This includes the restaurants, service providers, accommodations, and the stops that you are promoting (don’t forget to check for handicapped access and barriers to older individuals).  This personal research will help you more accurately 
identify both the assets and the liabilities of the area.  This step truly reflects the earlier mentioned Meredith Willson theme from the “Music Man” - You Gotta Know The Territory”.  


Timing is Everything!  Tour Schedule

1. SELECTING THE DATE: 
Determining the possible date of the tour is the first step in detail planning.  The selection of the date needs to be set for the convenience of your target audience unless there is a fixed date or event that defines the timing of the tour.  Other factors include weather, conflicting local, regional, state and/or national holidays or events that will detract from attracting your target audience.
If accommodations are required for the tour the second step after setting the date is to confirm room availability.  Availability of accommodations often becomes the key factor in establishment of a date.  You may find that the desired facility is already booked for the date you selected.  You will need to either change your date and/or modify the proposed tour route to find a facility that has the available rooms.
Conversely the lack of availability of a particular restaurant for a meal may be inconvenient, however, there are options available (picnic and / or sack lunch, catered, different location, etc.).  The further ahead a tour can be planned the more flexibility and potential of finding accommodations.  One year ahead may not be sufficient time!
2. DURATION/TIMING OF THE TOUR:
Length of the tour is based on the strength of appeal of the topic or elements of the tour itself and also on the availability of time by the target audience.  A retired audience may have more time available than a working  or family target audience.  Tour length can vary from one day to multiple days.  One-day tour planning geographically limits your target audience to those within an hour or two of the tour location.  An advantage with the one-day tour is the lack of need for accommodations.  One-day tours are relatively inexpensive as overnight accommodations are not required. 
The overnight and/or multi overnight tour requires additional detail in both the accommodations reservations/bookings and meal arrangements.  This also increases the cost of the tour accordingly.  Tours of longer than two days require major destination attractions/features.  Two and three day tours tend to be the most common, appealing and marketable.

3. DAILY SCHEDULING:
One day tours can normally require a full day or extended hours i.e. starting at 7:00 a.m. and returning at 10:00 p.m. or later.  Two or three day tours need to be more relaxing without heavy pressure on time.  In addition, every minute of each day does not to be filled.  Free time and / or a relaxed schedule provides the participant with a more acceptable use of time.  For example, on a two or three day tour, part of the time can be heavily scheduled such as the first day with the evening free and the schedule the next day more relaxed.  There is a tendency, by most first time tour planners, is to fill each and every minute of each day with activities - in essence showing the participant everything that you have to offer in the first tour.  It is better to slow the tour down and concentrate on the quality of experience and not the quantity of it.  You need to save some of your other features for future tours and to provide change that will be required in those tours.
Who is Your Client?  Target Participant/Audience

1. GENERAL FACTORS:
One of the most difficult elements of tour planning is determining who will be attracted to the tour you are proposing.  We can get trapped in the "Build it and they will come" concept.  The type of tour determines the type of participant.  An art tour is focused on those interested in design and art.  A fall leaf tour has a wide base of appeal to a much less defined but, much larger audience.  Conversely a tour of cemeteries will have a restricted and narrow target audience.  A tour based on historical elements and / or festivals and special events will have a wider appeal.  Defining and searching out your audience is somewhat like being a detective - it requires a lot of homework and footwork.

2. MOTIVATIONAL FACTOR:
Titling of the tour is critical.  It can help to create the image that will excite people or it can be one that discourages participants.  Remember that you must sell "the sizzle" - not simply the steak (ambiance is everything).  The tour title must paint an image and spark the imagination!
For example, if your idea is to pursue the history of barns, which title appeals to you?

“Touring Northeast Iowa’s Barns” 

or

“Haylofts and Hoe-downs”

3. Matching your tour / package objectives with the participant or the group is critical, however, there is more required.  What will now motivate this group or potential participant to sign on?  Knowing what motivates people is important.  Just as in the example of titling the tour, other motivational items become equally essential.  Some of those are identified in the following list: 

· Good Value

· Personal Service (We take care of everything)

· Customized (Tailored to your needs)

· Quality, healthy, wholesome food

· Easy and comfortable

· Safe

· Romantic

· Charming and Hospitable

· Exciting

· Rewarding

· Unique

· An adventure

· Meaningful

4. Phrases that you utilize in your marketing and promotional materials need to reflect those factors.  In addition active or action oriented theme phrases can make a difference.  Examples are as follows:

· Recapturing your rural heritage!

· Discovering your cultural heritage!

· Exploring the natural heritage!

· Uncovering the treasures!


GEOGRAPHIC FACTORS:
One day tours can draw from one to two hours distance or from 50 to 100 miles.  Two-day tours can draw from two to four hours distance or 100 to 200 miles.  This factor alone has a significant impact on the marketing plan and target audience.  An analysis 
of the population within the drawing area can help to determine if there is a large enough base of potential participants.

Selling the Product!  Marketing Development Plan

The key to success of any tour is based on the marketing efforts.  Accurately defining the target audience is not enough.  How to reach that audience most effectively and most efficiently is the true challenge.  Some efforts will be necessary to generally promote the region and to give it an image and/or identify. Those include working with the state tourism office and in the distribution of general materials to welcome centers.

For the specific tour, don’t overlook the media in terms of news releases when the tour is originally announced, when it has filled, or if there is something rather unique about it.  Use talk shows where possible and special features on one of the host stops or participants.
1. Group Target(s) (See Group Tour Operators Addenda on pages 19 & 20)
In some respects tours that target specific groups may be the easiest to market.   For example, if the tour has a focus on history then local historical societies within the geographic area should be one of the targets.  Tour Operators, bank clubs and selected Park and Recreation Departments are another target. In any event some brainstorming with a number of people involved with the tour will help to determine the appropriate groups (such as church groups, social organizations, etc.) and to prioritize the prospect list.  Contact names should be obtained through networking with friends, relatives and counterparts.
Once you have a name the determination should be made as to the approach to use.  Whether a specific direct mailing, phone contact, insert in an organizational mailing that the contact is a member of or associated with, or whether an article or advertisement in the same organizations magazine and/or newsletter is the most effective and appropriate.

2. Individual Target(s)
When the target participant is not involved with a more easily defined group the process becomes more difficult.  If the target is not affiliated with a specific type of interest, broader based marketing activities are required, i.e. public news releases, articles and/or releases to special interest publications, service club presentations, purchase of special interest mailing lists (by zip codes) and mailings to that list.

3. Conventions/Meetings in the Area
Keeping tabs on the calendar of scheduled meetings and conventions in the region can add an extra potential.  Talking with the coordinator for the event might lead to the possibility of adding a “before” or “after” tour on to the agenda.  This can be a “bonus” program and must be dealt with carefully so that the organizer doesn’t feel “pushed”.  Your approach is a value added service to their members and / or attendees.

Be Prepared!  Materials Required

Conducting a tour requires the development of a variety of printed materials.  The 
following is a checklist of items that may be required.  Not all items will be required for 
every tour.

Promotional Item(s):

· Brochure, 

· Mailer, 

· Inserts, and 

· Specialty items for participants. 



 

Press Materials: 

· News releases, 

· Press packet (release with support materials), 

      

· Contact name and information,

· Availability for interviews, and

· Photographs, endorsement statements, etc.

Participant Item(s): 

· Name tags, 

· Background research information on the tour subject or theme, 

· Tour memento, and

· Guidebook with tour details, times, places, events, names of other participants, etc.

Host Materials (for stops and visits): 

· Copies of the schedule,

· Exact schedule when at the stop, and 

· List of participants.

Survey Forms: 

· Quality control forms for the participant to complete at the end of the tour, 

· Surveys for the hosts / stops, and

· Surveys for the accommodation / meal providers.

In the case of self-guided tours, printed tour guides will be required along with standard signage to identify the “official” host sites.
You Can’t Do It Alone!  Volunteer Training/Staff Needs

A great deal of time is required to initiate and serve a tour.  In some instances step on guides are required to help "tell the story" of what the participants are about to see and/or experience.  This person is key to the success of the tour.  They must be personable and knowledgeable about the subjects to be seen or the theme of the tour.  Other volunteers are required to write materials, make phone calls, undertake the research, carry out the marketing, run the route, establish arrangements for meals and accommodations, prepares materials, develop survey forms, summarize survey results, etc.

What Are The Travel Plans?  Coach/Travel Arrangements

If the tour group is assembling or originating in the immediate tour area many options are available for transporting the group on the tour.  These include the local school bus system (if available due to timing), regional transit organizations often have smaller handicapped accessible coaches, many of the accommodation facilities have small coach units, often private corporations may have coach units and lastly the commercial coach companies have larger coaches available.  The key is to cost out each option and then determine the appropriate service. 

It is important to remember that most modern coaches have VCR's and tape or disk players.  These can be real assets, however, test them ahead of time before depending on them - technical difficulties can occur!  Appropriate videos while on the road are possible to help set the stage, audio tapes can provide background mood music, set the stage for the next item on the tour or for regional information.

What Have You Got To Show?  Attraction Review

Make sure that you have reviewed the details of any tour with the attraction manager/owner and clearly define what is expected.  This is the last place that you want any surprises!!!

The following are some key elements to review with the attraction:

· Make sure there is a greeter on arrival.

· Have the ticket arrangement handled for maximum convenience in order to eliminate any delay when the group arrives.

· Make sure that the facilities can accommodate the group (handicapped and older individuals).

· Have the payment method worked out.

· Clearly define the time limitation.

· Review the program to be provided at the site - quality is key!

· Have a “farewell” developed when they leave (possibly a small memento).

Where Are You Staying?  Overnight Accommodations

The key on accommodations is simple "Plan Ahead".  The longer the lead-time that you can get the greater the potential in obtaining the accommodation numbers and rate that you are interested in.  Many bookings are now done over a year in advance.  As previously mentioned, once the date is set the second step is to phone the accommodation facility to see about blocking the rooms needed before scheduling all the other items on the tour.  If you find out that you can't get the rooms when you want them, you can make the appropriate tour adjustments.  This is relatively easy to do at this point as you haven’t made or confirmed all the other arrangements.  

There are several bargaining points to consider when making accommodation arrangements:

· Rate: Because of the room volume you should obtain a favorable rate.  Items to include in the bargaining may be the provision of a breakfast (many already include a continental breakfast in the room fee - it may be possible to upgrade this to a hot breakfast if it has the facilities to do so), the use of a meeting room or rooms, provision of a meal at a favorable rate, etc.  Use your negotiating skills as they have room to bargain.  In some instances negotiating for a flat rate (single rate versus double or twin beds versus a king size) can be of an advantage by avoiding some confusion among participants about the different rates when putting the fee schedule together.

· Complementary ("Comp") rooms are a standard benefit of booking large tours.  "Comp" rooms range from one free room to every fifteen booked to one per 30 rooms.  In some instances the facility may provide a "suite" of rooms in place of the normal room.  This idea sounds good, however, if you do use it to capacity or as a hospitality room it may not be of value.



· Work out or assist in the payment arrangements with the facility ahead of the group arrival.

· Remember to book non-smoking rooms.  You can always switch rooms to accommodate smoking for the small percentage that will need them.  The non-smoking rooms are normally the first to be taken and the hardest to obtain.

· Some "fine points" to remember discussing with the facility: are they willing to help bring the luggage to the rooms or is it up to the participant.  This should be done as part of the original negotiation so that the participant doesn't feel that they need to tip.  Have the room assignments made and the keys or room cards in packages for the individuals when they arrive. 

· Check to see if complementary newspapers / coffee will be brought to the rooms of the participants.

· Encourage the hotel (restaurants and other commercial establishments) to welcome the group on the marquee and have someone ready to great the group when they arrive (possibly with a refreshment).

· Lastly, explore the idea of a host gift being placed in the room before arrival - either by the facility, a sponsor of the tour, and / or a local sponsor or organization.  The gift could be a memento, flowers, candy or some other token that says, "You have taken the extra step to care for your participants".

· Prepare a farewell for the group that encourages a return and that you truly appreciated them being at your facility.

Everybody Loves To Eat!  Meal Arrangements

The most flexibility is with meal planning, however, it is the next step after locking in your accommodations.  Remember with the fat conscious, salt free, vegetarian diet issues it is important to keep flexibility with the food provider.  Remember the basic rule – “Everybody is a food expert!” so this element is very critical to the success of a program.  The participant may forgive an error in timing, but not bad food.  

Your personal and physical review of the facility and the food is essential.  Check to see if the space is sufficient, if the ambiance is good, the service is congenial, are the rest rooms clean and if they might have a separate room for your group.

Again because of volume you can negotiate a bargain rate, however, remember that with a large group it is important to be on time.  Your schedule needs to be worked out to the detail for the convenience of the food provider so that when you arrive the food 
quality is high and either not prepared or that has been sitting out for some period of time.  Also determine the complimentary meal situation and the payment process ahead of arrival.

The provision of an alcoholic beverage is best left to the participant to handle on their own.  Many participants do not want their fees used to cover the purchase of alcohol but may not have a problem with it being around.

Desert is somewhat similar to the provision of alcoholic beverages.  Leave it to the option of the participant unless it is a part of the package meal arrangement.

The type of meal can vary from an elaborate sit down dinner to a basic buffet line.  A buffet can serve a large group relatively quickly and tends to be less expensive.  Make sure that a variety of meals are offered during the tour.  Include snack and/or coffee breaks that may have fruit and juices rather than coffee and cookies and/or doughnuts.  Remember the picnics and outdoor cookouts can also be fun.

What Is It Going To Cost?  Tour Budget/Fee Schedule

By this time in the planning you will have all the costs of the items that impact the tour - materials, lodging, meals, transportation, step on guide, marketing, host site fees, profit and or return to the organization.  Utilize the total and divide by the minimum number expected for the tour.  This is the break even number - if it is 20 participants any number that you recruit above this figure increases your return and/or profit.

Your next decision is to determine what you include in the base fee and what is left to the cost of the participant - for example, the accommodation fee can be excluded.  In that situation you can block out the rooms and let the participants make their own arrangements (this gets you out of the middle of potential problems and conflicts).  As a rule of thumb, if the all-inclusive cost exceeds $100 per day per person the fee may be too expensive for your client audience.

One-day tour costs generally should not exceed $35 to $50 per person for the day
(meals, materials and transportation included).  There are many variables to these figures so use them carefully.  Value is the key!  Participants expect good value for the fee paid.
Define carefully in your promotional materials what is included in the fee and what is excluded (tips, certain meals, alcoholic beverages, etc.)

Risk Management and Liability Insurance

Regardless of how well you plan there is always some degree of risk to the sponsoring body of a tour.  The tour operators carry their own liability coverage.  If you are the 
tour sponsor you will need to limit your risk by evaluating every element, the coach driver, meal service, accommodation quality and history, etc.  Keep your activities in line with the physical limitations of the participant.  Above all make sure that you have liability coverage insurance - either a policy that you have specifically arranged or one that is provided under the umbrella of another organization like Silos and Smokestacks, 
Festivals of Iowa of some other entity.  In any event make sure that you “have it in writing!!!!”  

TOUR BUDGET SAMPLE OUTLINE

EXPENSES


Administration / Management:



Office Supplies



Telephone



Postage



Printing (Stationary, surveys, name tags, schedules, 





     participant lists, etc.)



Travel Expenses



Research



Room Rental - Meetings



Equipment Rental


Tour Expenses:



Graphics / Logo Development



Host Stop Expenses 



Marketing Expenses




Brochure




Posters




List Purchase




Preliminary Mailing




News Release Distribution





Electronic





Mailed




Advertising



Coffee / Snacks



Decorations - meals or meetings



Meals



Entertainment



Audio / Visual Materials



Photography



Tour Booklet (Resource Guide) for Participants



Liability Insurance



Step on Guide Expense



Signs, banners, etc.



Coach Expense



Merchandise Development



Overnight Accommodations



Memorabilia / Memento Items



Survey Analysis

REVENUE

Sponsor Income



General Sponsor of Tour



Meal(s)



Fees for host sites or stops



Coach



Marketing / Brochure



Memorabilia / Mementos


Registration Fees


Merchandise Sales


Advertising Revenue (from brochure ads and other materials 



       produced for the tour.)
Test Your Ideas!  Feasibility Studies

Now that you have all the major details worked out it may be worth a final test before making the commitment to proceed.  There are a couple of ways that this can be done:

1. Focus Groups 
This process is not without some expense.  Assemble a small group of potential participants through contacts provided by friends or acquaintances.  It can be a small group of six to ten people from the market area that you expect to draw from.  Have the tour objectives, schedule and costs ready to hand out and review with the group.  Listen carefully to the input and if the process is done well you have probably recruited some participants or advocates that will help you recruit others.  As an incentive you may want to offer any one in the group a reduced tour rate for being in the focus group.

2. Test Marketing
Another method is to do a preliminary mailing or marketing approach to a small segment of the potential participant audience.  It is a true test as the response is enrolling as a participant with the payment of a deposit and/or full fee.  Like the focus group concept it also has some costs associated with it, but it has a realistic pay back.

Getting Financial Help!  Tour Sponsorship Potential

To aid in balancing the budget and costs associated with the tour it might be worth exploring the recruitment of potential financial sponsors.  The sponsor could be an overall sponsor or cover the cost of one segment or element of the tour such as the material, underwriting the cost of a meal, etc.  In return you provide name recognition in the materials and/or the opportunity to introduce the sponsor representative to the 
group at an appropriate time (to publicly thank them and to let them make a "brief" pitch).  This sponsor support can increase the revenue or reduce the fee charge to the participant - the choice is yours!!!  If you are a non-profit organization it can be an additional benefit to the sponsor.  In most cases the sponsor will provide the support to receive the recognition, i.e. marketing value regardless of whether a profit and/or non-profit organization.

Keep Up The Good Work!  Quality Control/Capturing Names
Marketing materials should request not only a registration or deposit for the currant tour but should also represent a brief type of survey.  For example questions can include, "If you can not attend this tour what would be your schedule preference?", or "If you can not attend this tour what changes would your want to make to the tour so that you could attend?"  Another question to ask is "Do you know of someone that might have an interest in this tour?"  These questions can be put in the concept of planning for future tours.  It can provide you valuable information as well as participants for the current tour.

One of the major trends over the past years is an increased demand for quality.  People come to expect quality at any level of expenditure - in fact there is no reason not to give people a quality experience whatever the fee level.  One sure way to measure your quality is to request the completion of an “exit survey” that requests specific information on the tour, marketing, meals, accommodations, materials, guide information, etc.  It will serve to keep quality issues in the forefront and to use with the various host sites, meal providers, accommodation facilities, etc.  You can summarize the surveys and provide the report to everyone involved.  It is useful to everyone.

On self-guided tours it will be important to have registration sheets at each of the formal stops to capture names and addresses for future marketing purposes.

If for some reason an exit survey can't be obtained at the end of the tour, another option is to mail the survey to the participant with a self addressed return envelope postage paid.  The return rate will not be as high, however, an incentive can often be included for a quick return.

How Was It?  Measuring Success

A couple of weeks after the tour and you have all the bills and survey results gather all of those that were involved in the original planning and hold a "debriefing" session:

1. To evaluate the tour, 

2. Critique what happened,

3. What went wrong and why, 

4. Look for ways to improve,

5. What went right and why, and 

6. Basically to determine whether there will be a second tour.  

Don't rush through the process and make sure that everyone has the opportunity for input.  Success is not simply whether you broke even or made money - the bottom line is how did the participant feel about it and did you meet the objectives set for the tour.  

If you feel that the tour was a success let the media know about it through a special release to appropriate locations.  Use the opportunity to talk about the next tour.  Above all keep records and notes from the session.
ADDENDA

MARKETING APPROACH FOR GROUP TOUR PROVIDERS/OPERATORS.

Approaching tour providers/operators is becoming increasingly difficult.  This group generally receives printed/video material/e-mail that can be measured in tons and hundreds of hours.  In other words they are "swamped" with "opportunities".  With this being the case how can you increase your odds of reaching them and capturing their attention.  The following are key points that can increase your chances for a successful contact:
· It is estimated that over 80% of tour bookings are completed as a result of personal contact and less than 20% because of a mailing.

· Given this situation a considerable amount of time and effort is required for the development of personal contacts and networking.  You may have the most creative and potentially sought after tour and / or assets in the world, however, if you don't have the contacts to the tour provider it will probably go unnoticed.

· This relationship building must be done by an individual that will be around for the "long haul".  The reason is that it may take two to three years simply to build your contact network, establish friendships, nurture confidence and develop business relationships.

· This individual must become the "lead" contact and:

1. be readily accessible, 

2. knowledgeable of the operators needs and the area being served, 

3. flexible in working with the tour provider, and 

4. instantly return calls, faxes, correspondence, and/or e-mails

· The expense of approaching tour providers is relatively high.  You will need to be prepared to join a number of State, regional and national tour organizations frequented by the tour providers.  A list is at the end of this item along with fees as of this date.  Along with the organization fee is the high expense of numerous travels and support materials to sell your area or tour theme.

· Spend the time to know your region and its assets on a personal basis - first hand knowledge is essential.  This also means that you need to be objective about the regions limitations whether it is in restaurants, accommodations, meeting rooms or other required facilities for group package tours.

· Tour providers are interested in knowing several specifics:

1. Services and quality at what price range,

2. Facility availability in terms of accommodations and separate dining/meeting room facilities,

3. The skill and /or energy level required on the type of tours that you are suggesting,

4. Quality of service you will provide to them on the tour, such as step on guides, quality brochures and materials, and the "extra touches" that make you special,

5. Availability for dumping stations and cleaning facilities for the coaches, and

6. Mechanics and service for coaches in the area.

7. Security for participants and the coach(s).
· Developing a printed contact support system is important to reinforce personal contacts.  The printed system needs to be:

1. High quality,

2. Pictorial and with visual uniqueness, and

3. Distinctive in content and appearance to stand out from the competition.

Be prepared to make a substantial investment in marketing if the group tour providers are one of your key targets.  The investment must be long term as the returns may be two or three years down the line.  In addition make sure you are objective about your regions ability to be a quality host to the groups.  One bad experience by a tour provider can be devastating, as they will "spread the word".  It is almost impossible to recover from a negative experience, conversely the good word spreads with equal speed!!!!  That "good image" lasts a long time if quality controls are maintained.
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