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Part of the Holston Conference

Camping and Retreat Ministries

August 18, 2007

1.  Our Mission and Core Values

Buffalo Mountain Camp, Retreat and Learning Center (hereafter referred to as Buffalo Mountain Camp) is an outreach of the Holston Conference of the United Methodist Church whose mission is to offer Christ’s love to all people by: 

· Providing opportunities for Christian education and fellowship

· Encouraging spiritual birth, growth and renewal

· Sharing the wonders of God’s creation

· Providing Christ-like hospitality in a place of beauty and healing

· Developing and nurturing Christian leaders

The core values for Buffalo Mountain Camp are the same as those embraced by the Holston Conference Camp and Retreat Ministry:

· Distinctively Christian

· Teaching God’s Love

· Missionally Relevant

· Quality Based

· Accessible

· Outdoor-oriented Settings

· Financially Viable

2.  Our Current Ministry Offerings

Buffalo Mountain Camp provides ministry to various groups in a variety of ways:

a) Summer Camp – Buffalo Mountain Camp offers a variety of summer camp alternatives for children, rising 1st graders through 5th grade, and middle school and high school youth.  Current program consists of 8 weeks of camp throughout months of June and July.  Camp offerings include:

a. Day Camp (Mon-Fri)

b. 2 and 3 night Test Your Wings Camp

c. Overnight Camp (Sun aft – Fri)

b) Retreats – Buffalo Mountain has facilities that allow it to serve as a year-round retreat setting.  These facilities are used to support a variety of ministries and other uses of three types:

a. Camp provided programming.

Buffalo Mountain Camp provides two offerings of Celebration Camp each year for mentally challenged children and adults.  BMC also provides staffing support and facilities for two Strength for the Journey weekends for those afflicted with HIV/Aids disease.

b. Ministry programming provided by others

Buffalo Mountain’s Retreat Center is used for Conference, District and Church Retreat programming.  Examples include Local Pastor’s School, Confirmation retreats and Sunday School Retreats.

c) Environmental Education – Buffalo Mountain takes advantage of its natural setting to share the glories of God’s creation with elementary school classes.  Such programs are typically daytime offerings that take place in the spring and fall of the year.

3. 3.  Evaluation of Current Facilities

a. Do residential overnight capacities meet current ministry requirements?

Current overnight capacity includes the following:

In-post (cabins) as follows:


Facility
No. beds
No. Campers

Cabin 1 
8/4/8 = 20
        10


Cabin 2
8/4/8 = 20
        10

Cabin 3 
8/4/8 = 20
        10


Cabin 4
8/4/8 = 20
        10


Cabin 5/6
10/10 = 20
        10


Cabin 7/8
12/12 = 24
      10-20






      -------


Total

           124
      60-70

Outpost “beds”:


Facility
No. beds
No. Campers


Eagles Nest
    8/8=16
         12


Hammock Huts   8/8=16
         12


Tree House
    8/8=16
         12


Farm Barn
    8/8=16
         12






         --


Total



         48

Total Campers                                         108-118

The maximum number of campers we have served in recent years has been approximately 900 campers for a summer with 120 campers the maximum that can be accommodated in a given week.  Typically there will be one day camp offering for 10 children and thus the need to accommodate 110 overnight campers.  The above figures would indicate that at 110 campers nearly every bed would be filled.  However there will generally be some camps more popular than others and hence we do not expect to see 100% filling of camper beds.  Because of changes in the school-year calendar we find that we now have an 8-week summer camp window versus the 9-10 week schedule we used to have when schools began in late August.  Hence to serve the same number of campers we need to increase our weekly maximum capacity and hence need more beds.

Retreat Center                                              34 beds

One of the challenges with the Retreat Center is establishing a rental policy/fee structure that allows us to accommodate groups of varying size in and equitable and economical manner.  When we have groups that are larger than the Retreat Center can accommodate we can use Cabin 7/8 which is located nearby to provide additional sleeping quarters.  Cabin 7/8 is a year-round cabin (with heat/air conditioning) with in-cabin restrooms.  However, other than Cabin 7/8 we do not cabins that can accommodate smaller groups. Cabins 1 - 5/6 are not heated and do not have in-cabin restrooms.  Hence we are currently limited in our ability to accommodate additional weekend retreats.

b. Do dining facilities meet current ministry requirements?

The capacity of the Allison Lodge dining hall marginally meets current needs during the weeks that camp is at capacity.  The situation is currently handled in part by staggering eating times, scheduled cookouts, etc.  However, if we were to increase weekly capacity, we will exceed dining room capacity.  Our current fire code capacity is 120 in our dining hall.  

The dining room at the Retreat Center has sufficient space to accommodate all of those staying in the Retreat Center as well as additional residents staying in Cabin 7/8.

c. Do kitchen facilities meet current ministry requirements?

We have had an increasing number of maintenance needs in the Allison Lodge kitchen and, most significantly, have an urgent need associated with rotted flooring beneath the walk-in refrigerator/freezer.  Any renovation is likely to require upgrading of existing electrical wiring.  Allison Lodge is not air conditioned which can make working conditions in the kitchen quite uncomfortable on certain days of the year.  In our Retreat Center some of the cooking equipment is in poor condition and frequent maintenance is needed.

d. Do restroom and bathing facilities meet current ministry requirements?

Cabins 1 to 5/6 do not have in-cabin restroom facilities but rather use the bath house located behind Allison Lodge.  The bath house is an older facility.  Both the age of the facility and its distance from several of the cabins make it one of the less appealing parts of our camp offering.  In addition, today’s heightened concern with insuring camper safety make long distance from cabins to restrooms more difficult to manage.

Because of the length of the in-post grounds there is also a greater than desired distance from the swimming pool area to the bath house.  This is currently alleviated by rental of portable toilet facilities.

e. Do maintenance facilities meet current ministry requirements?

Our current maintenance space is a portion of Allison Lodge basement, which houses power tools, hand tools, plumbing material etc. and our maintenance shed that has three opened bays.  These bays are opened aired and currently used to store wood and lawn mowing equipment.  Our current space is sufficient for current needs. 

f. Does office space meet current ministry requirements?

A building that once served as the Director’s residence now serves as the camp office, reception area, infirmary, etc.  It is less than adequate from the perspectives of size, location (far from entrance) and layout (multiple functions within single main room). 

g.  Does staff residential space meet current ministry requirements?

A new director’s residence was built on-site about years ago.  The residence adequately meets our current needs.

h. Do health care facilities meet current ministry requirements?

As mentioned in f. above, the infirmary is a part of the camp office.  As such it is subject to some of the chaos and distractions associated with multiple use of common space.

i. Do program facilities and equipment meet current ministry requirements?

One of Buffalo Mountain Camp’s greatest program related needs is replacement of the existing swimming pool.  Leaks in the pool have been an on-going problem and expense over the last several years. 

We also believe that we need to provide more adventure programming to appeal to older youth at summer camp.  We believe that such facilities would also help attract more year-round usage from both youth and adult groups.

j. Does the infrastructure meet current ministry requirements?

For the most part, the current infrastructure is adequate for our current ministry, though we also know that some of the changes referenced above will require infrastructure changes.  One of the primary needs would be treatment of waste water from a new swimming pool.  Filter blowdown as well as emptying of pool would need to be done through field beds in a manner that would protect the water quality of Ramsey Creek.  Provision will also need to be made for handle of sewage from any in-cabin restroom facilities.

k. Do furnishings in various facilities meet current ministry requirements?

Though much of the camp reflects the many years of hard use, most of the furnishings are very basic and yet adequate for continued use.  Our Retreat Center beds and couches are as old as the building, and will need to be replaced in the near future.  We are in need of commercial grade washer and dyer to more effectively keep up with our fast change overs in our Retreat Center.  We currently replace a certain number of mattresses in the cabins each year and replace other items as needed. 

4. Evaluation of Staffing Levels and Current Ministry Requirements

Current staffing levels are a reflection to cut cost while still being able to offer a quality ministry experience.  With minimal staffing, providing the quality experience and service we strive for is an increasing challenge.  Buffalo Mountain Camp employs:

· Camp Director (Year Around Conference Employee)
Responsible for directing the overall mission and site operation in concert with the Holston Conference vision for ministry, under the governance of the local Camp Board.  This responsibility includes ministry design and direction, and supervision of the business operation, including: personnel management, property and facilities management, and financial planning and management.

· Director of Hospitality Ministries/Learning Center (Year Around)                                This general description includes coordinating the food service and housekeeping and beautification operations of camp, by either hiring and supervising staff or by directly cooking or cleaning.  Hosting responsibilities included in conjunction with total full time staff.  Undergirds learning center operation (Environmental Education).  During our summer camp season will manage as many as seven full time kitchen staff.

· Director of Property and High Adventure (Year Around)                                                 Responsible for all aspects of site maintenance and for overseeing the high adventure program during the non summer season.  These duties include management of property and high adventure personnel (maintenance, recreational and high adventure staff).

· Administrative Assistant (Year Around Part-Time)                                                                          Assist and support the Buffalo Mountain Camp Director in the administration of the daily camping operation.  

· Part Time Staffing (As needed)                                                                           A pool of  around 10 part time that help with year around programs, hospitality, food service, maintenance, publicity, recruitment, etc.  

· Summer Staff                                                                                                     For our summer season 35 full time staff are hired to support our summer camping program.       

5.  Targeted Ministry Goals for Next 10 Years

1) Provide opportunity for increased summer camp ministry through both paid campers and outreach (scholarship) campers.

Although we have had nearly 900 campers in past summers, notably 2002, 2003 and 2005 (See Section 8), attendance was aided either by 9-week summer camping season (exclusive of Celebration Camp) or unusually large numbers of scholarship campers.  The following goals would represent increases for an 8-week summer camp season.

Goals:  

a)  700 paid campers/summer

b) 
200 scholarship campers/summer

2) Provide increased retreat ministry opportunity via more flexible, accessible year-round retreat facilities (overnight accommodations and meeting space)

Goals:  

a)  Provide facilities to be able to accommodate at least 40 additional overnight year-round retreat participants as part of the Phase 2 implementation.

b)  Offer one spring and one fall event for older adult groups.

3) Develop additional programming options to appeal to youth and young adults.

Goals:

a) Develop specific new programming plans for middle school, high school and college-aged youth for potential 200 implementation.  

b) Include a 50’ climbing wall and a high ropes course as part of the Phase 2 implementation
c) Schedule an intensive Language Retreat during fall or spring break weekend for high school students.
4) Develop additional special-focus camps and/or retreats in partnership with other supporting organizations.

Goals:

a)Develop 1 additional week long special ministry offering every 2 years for the next 10 years.

b)  Evaluate the need to offer a summer Medical Needs camp.

5) Evaluate the potential for an expanded Environmental Education ministry.

a)  Identify and assess interest from potential groups that an expanded Environmental Education program might serve:  public and private schools, home school groups.

b)  Evaluate the requirements and benefits of being a state certified program.

c)  Develop a 5-year vision of ministry and supporting program plan.

6.  Operational Requirements Addressing the Targeted Ministry Needs

Overnight Camping/Retreat Sleeping

The summer camp attendance goal indicated in Section 5 was a total of 900 campers.  Translating that number of campers into related “operational” requirements requires that some additional assumptions be made:

1. Number of day campers vs. overnight campers

2. Number of weeks of summer camp

3. Utilization of camp offerings

These assumptions impact operational requirements as follows:

1. Day campers impact dining hall requirements but not needed overnight sleeping capacity.

2. Traditionally certain weeks of the summer have attracted more campers than others with the week of July 4th and the week before the start of school having lower attendance than other weeks.  Thus attendance of other weeks and hence also total camp capacity must be greater to help offset the low attendance weeks. 

3. Because of the special nature of many camp offerings (age range, gender, in-post vs out-post accommodations) some will have greater or lesser appeal than others for a given week.  As a result it is not realistic to plan for 100% utilization (i.e. attendance) of summer camp offerings.  Our average utilizations for our “high attendance” years has been 70% of available space.  We have used that utilization for our planning purposes.

Master Plan Capacity assumptions for Summer Camp requirements:

1)  120 day campers (similar to current levels)

2)  775 overnight campers (similar to high attendance years)

3)  Requirements based on 6 weeks of plan attendance (allows for 2 weeks of reduced attendance)

4)  70% utilization of overnight camp offerings



Plan Capacity

Planned Attendance

Planned Capacity



   (Summer)

         (Weekly)

    



Day Camp
        120

       120/6 =   20

                    20*

Overnight Camps    775

       775/6 = 130

  130/0.7 = 185

Total

        895


        150


      205

* 70% utilization is not applicable to Day Camp because there is a single offering with

no gender restrictions.

Current overnight capacity (reference Section 3 for breakdown) is:

In-post cabins


      60-70 campers

Outpost sites


           48

Total



108 – 118

Thus to achieve the planned Overnight Camp capacity of 185, we need space to accommodate 67-77 additional campers.

Additional overnight camper space can be achieved via a combination of additional in-post cabins as well as additional outpost offerings.  The breakdown between in-post and outpost reflects a balancing of the need to upgrade in-post facilities with the overall size and economies associated with the outpost offering.  Ultimately, potential locations for new in-post cabins are limited by the topography of the site so that future cabin upgrades are likely to require replacement of existing cabins.

The 67-77 additional camper beds could be achieved either through:

Addition of 1 outpost site + 6 in-post cabins

Addition of 2 outpost sites + 5 in-post cabins 

For purposes of Master Plan development we have opted to identify potential locations for 6 additional 16-person in-post cabins.

Although the overnight camper capacity requirements have been dictated by summer camp needs, to enhance our ability to provide year-round ministry and better utilize camp facilities, we want the new cabins to be functional for year-round usage.  In addition, to provide further flexibility for retreat usage some cabins will be isolated units, while others will be paired to accommodate a greater number of people in close proximity.

The following are desired features for the new cabins:

1) Each cabin to have 2 separate, 8 (or 10) person sleeping areas connected by a commons area.

2) Cabins are to be suitable for year-round stay, i.e. heated and air conditioned.

3) In-cabin toilet and shower facilities for each 8-person (or 10) unit.

4) Cabins to be in reasonable proximity to Alison Lodge or new dining/meeting facility.

5) Cabins are to be reasonably accessible for drop-off and pick-up of luggage.

Although the ultimate plan would be to upgrade and/or replace the existing cabins and bathhouse, the new cabin space is considered to be in addition to that provided in the existing facility.

Dining Facility

Our initial thoughts and desires were to upgrade the kitchen and dining facilities of Alison Lodge to provide for our future needs in a way that would retain its current look.  However the recommendation of the architect was that the functional requirements could be best provided in a new building.  Not only would this better satisfy our functional requirements, but would also allow construction of the new facility while we continued use of Alison Lodge.  This would be less disruptive to Summer Camp/Retreat offerings during construction.  Under this scenario, Alison Lodge would ultimately be converted for indoor meeting and programming space.  The following are the functional requirements/desires for the new dining facility:

1) Have summer dining capacity (max) for 300.

2) Have year-round dining capacity (max) for 150.

3) Preference would be for 2-150 person dining areas, 1 for year round and the other summer only.

4) Summer dining area does not need to be heated but needs to be protected from the weather (under roof).

5) Kitchen and year-round dining area are to be heated.  The kitchen is to be air conditioned.  Consider providing air conditioning for the year-round dining area. 

6) Have kitchen on a concrete pad (to avoid current problem with rotted flooring).

7) Provide storage space for tables and chairs.

8) Have full restroom facilities.

9) Be handicapped accessible.

The maximum dining capacity requirements are related to summer camp capacity and a desire/need to accommodate everyone at camp in a single seating.  Thus we would need to accommodate the following number of people:


Campers
150


Counselors
  40


Support staff
  20


Others/guests
  10


Total

220

Year-round dining requirements are based on full occupancy of the new in-post cabins:


6 cabins x 20 persons/ cabin = 120 

Meeting Rooms

To support year-round utilization of the new in-post cabins, we determined there would be a need to have 4 separate meeting places.  Ideally two of the meeting rooms would accommodate up to 40 people and the other two would accommodate at least 20.  This assumes a maximum group size of 40, associated with the use of 2 adjoining cabins.  Such meeting space should be in reasonable walking distance from the new cabins.

We consider a renovated Alison Lodge and the new dining facility as the best ways of addressing this need.

Large Worship/Program Pavilion

With the need to accommodate increased weekly camp attendance comes a need to provide enhanced under-roof worship and activity programming space.  The following are the functional requirements for such space:

1) Able to accommodate 300 people (seated).

2) Movable seating

3) Concrete floor

4) Elevated stage area

5) Some storage capacity.

6) Fireplace/ fire ring.

7) Reasonably close proximity to restrooms.

8) Reasonably close to parking (for closing).

Swimming Pool

A key need for the upgrading of the current facility is to replace the existing swimming pool.  The current pool is undersized and a continuous maintenance challenge.  The following are the functional requirements for a new swimming pool.

1) Ability to accommodate 75 people.

2) Adjacent to new bathhouse and reasonable proximity to restrooms.

These were the main initial functional requirements.  During the course of initial discussions on swimming pool placement, the following factors also influenced the design and proposed location of the pool.

1) Zero depth entry to allow handicapped accessibility.

2) Location that would maximize exposure to sunlight.

3) Off-season out-of-sight location.

High Adventure

We have planned to build a 50’ climbing tower that has over 2,500 sq. ft. of climbing surface.  It has a variety of features and challenges from which to choose, including a zip-line.  It features access for individuals with disabilities and is programmable for all ages.  In addition, we plan on adding a high ropes course that will have the versatility to have half-day or full-day programming. 

Parking

Providing for ample and convenient parking is a challenge at Buffalo Mountain Camp because of the limited amount of open, flat space and the desire for out-of-sight parking which will not detract from the overall appearance of camp.  Enhanced parking capacity has been considered for three situations.

Summer staff parking:

1) Accommodate up to 60 vehicles

2) Reasonably out-of-sight (not on the main road through camp).

3) Do not need ready accessibility.

Year-round retreat parking:

Although the hope is that much of the increased year-round retreat ministry usage will come from youth groups who will travel in church buses/vans, it is also hoped that some of the usage will come from Sunday School classes and other adult groups that are more likely to travel in individual vehicles.  Hence additional year-round retreat ministry will require additional parking facilities.  The following are parking requirements associated with this need:

1) Desire drop-off and pick-up areas in reasonable proximity to new cabins.

2) We do not expect to have at-cabin parking but plan to have parking in reasonable walking distance from the cabins.  

3) Under most situations, expect those staying at camp to walk and not drive between cabins and dining/meeting facilities.

4) Ultimately need to parking to accommodate 10 vehicles in reasonable proximity to each cabin, or 60-75 vehicles in all.

Summer Camp Registration/Closing: 

We currently do not have adequate parking lot space to accommodate all of the cars during summer camp registration/drop-off and closing.  We expect that to continue to be the case as we provide the ability to handle more summer campers each week and strive to preserve the limited open recreational space available to us.  The long range plan would include additional parking in conjunction with a new dining facility and would move closing ceremony to the new pavilion in a more central location.  However it is still unlikely that there would be sufficient parking to handle all vehicles.  Thus we would plan to continue to use open recreational field space for temporary, high-volume parking needs.  Although a loop round was proposed as a way to improve traffic flow during such situations it also consumed additional open recreational programming space. 

7.  Staffing Requirements Related to Targeted Ministry Goals

With the said additions and improvements to increase our summer camp capacity, it would be expected that an additional 12-14 more counselors would need to be hired for the summer season.  This should reflect an additional cost of around $24,000 for staffing during the summer season.  We understand these changes would not have a tremendous effect on immediate increased numbers, but rather be able to phase the additional summer staff in over a 2-3 year period.  In addition to this our year around programming would have great potential for further growth that would warrant a year-around weekend manager at a cost of around $8,000.  Currently we hire a weekend manager during the summer months at a rate of $170 per weekend to better handle hospitality needs.  With the potential of our Adventure Education and Environmental Education programs a full time position would be needed to plan, market, and under gird these two areas..  In addition to these two programs this person would integrate into our summer program as the program director for Adventure activities.  A base salary for such a position would need to be in the $18,000-20,000 range.  Additionally, with the projected minimum wage increases, we would increase our overall wage expense

8.  Business Operational Strategy

The following background information was used in establishing the basis for the business operational strategy that follows:

Year



2000
2001
2002
2003
2004
2005
2006
2007

Summer Camp Attendance
  830
  854
  899
  870
  833
  898
  732
  728

 (Total no. of campers incl Cel. Camp)

Wks of Camp




      8
      9          8
      9
      8
      8

Ave Campers/Wk



  108
    93
  102
    98        89

Summer Camp “Revenue”

2004

2005

2006

2007











     (Budget)

· Paid registration
     $178,407         $182,520         $161,689
     $170,000

· Camp scholarships
         39,405
         51,345
         29,475             30,000
Total


     $217,802
     $233,865
     $191,164         $200,000

Annual Camp Income


2004

2005

2006

2007











     (Budget)

Registration Fees

· Summer Camp (paid)
      $178,407
     $182,520
     $161,689         $170,000

· Retreat Ministry
          94,039
         84,985           100,688           100,000

· Environmental Ed
            6,128
           4,518
           7,156               6,200
Total


        278,574
       272,023
       269,533           276,200

Fundraising

· Golf Tournament (net)          21,165
         24,450
         25,692             24,000

· Annual Campaign
          50,165
         42,185
         31,132             31,000

· Grants








           7,000

· Other



       0
                  0
           5,600 
           6,200
Total


          71,330
         66,635
         62,424
         68,000

District Support

          15,000
         15,000
         20,000             40,000

Gen/Church Scholarship 
          13,049
         18,561
         13,460 
         15,000

  Support

Totals



      $377,953
     $373,219
     $365,417
     $399,200

Annual Camp Expenses
      $402,441
     $435,827
     $401,220
     $395,772

- Adjustments*

        -10,280
       -10,710
         -7,000
         -4,000




      $392,161
     $425,117
     $394,220
     $391,772

*Roll through expenses and insurance adjustments

“Unfunded” difference

 Annual Income – Expenses        ($ 14,208)
     ($52,898)
      ($28,803)           $7,400


Thus we required additional income of the amounts shown above to break even for the years shown.

b.  On-going level of operational fund raising.  (Note that Section 8a follows.)

Our 2007 budget was designed to generate revenue in excess of expenses in order to reduce the carry-over deficit from 2005/2006.  The 2007 funding also benefited from additional District support for the operating budget.  This was money that the Districts had budgeted in previous years to repay a Camp capital expense obligation.  Annual Campaign fundraising has declined over the last several years and it is not clear that current levels will be sustainable, especially in conjunction with a capital funds campaign. 

For purposes of Master Plan development we project the following to represent a sustainable level of fundraising support:


Golf Tournament:   
$20,000/yr (net)


Annual Campaign   
$25,000/yr


Special Fund Raisers    $5,000/yr


Total                            $50,000/yr

This amount is $68,000 - $50,000 = $18,000 less than the Fundraising Revenue used for the 2007 budget.  Since the 2007 budget is projected to generate an approximate $7500 surplus, one could assume that there will be on-going need to generate $18,000 - $7500 = $10,500 of additional revenue for Buffalo Mountain Camp to operate on a break-even basis with a sustainable level of fundraising support.

We have not included grants as an on-going source of operating budget revenue.  Grants often require that expenditures be made for designated purposes which may not be part of our current operating budget.  We consider grants to be very desirable ways to supplement and enhance our overall ministry.

In addition, if we desired to reduce the District support of our operating budget to the previous $20,000 level ($10,000 per District) we would need to generate an additional $20,000 in revenue from camp operations. 

These figures will serve as the basis for determining participation levels needed for sustained levels of revenue production.

a.  Participation levels required to sustain needed levels of revenue production.

In addition to the revenue needed to offset reductions in long term fundraising and support, it is also necessary to consider the impact of staffing changes associated with different phases of Master Plan implementation on camp operating expenses.  This impact is summarized below.

For planning purposes we have assumed an average registration fee/camper of $265.  It is understood that both registration fees and camp expenses will increase in future years.  However it is assumed that fees will be established to offset increased expenses and will not have a significant impact on required participation levels.

The following "Plans" represent different components of the overall Buffalo Mountain Camp Site Master Plan.  They have been broken down in the manner shown to help assess and convey the additional operating expenses and hence the different participation levels associated with implementation of different parts of the plan.  The recommended combination and phasing of the Plans is discussed further in Sections 12 and 13.

Plan A.

Scope:  Provide for the funding of capital improvements needed to address immediate and urgent maintenance needs and to provide additional programming.  Assume additional marketing focus can increase the utilization of the existing facility with little or no additional summer camp staffing.

Capital Improvements:


New pool and bathhouse

$400,000


Allison Lodge stabilization

    10,000


Climbing wall



    75,000


Ropes course



    25,000







-----------


Total




$510,000

Additional staffing/expense requirements:


Marketing/publicity intern

$    5,000


Marketing materials


      5,000







-----------


Total




$  10,000

Potential Revenue Impact:


Summer Camp 


(incr utilization from 70->80%)
$  25,440


((120 campers/wk)(8 wks/summer)(0.8-0.7) = 96 campers x $265)


Retreat Ministry (Allison)


(6 groups x $400)


      2,400







 -----------


Total




$  27,840

Potential Net Impact:


Revenue



$  27,840


Expense



 -  10,000







------------


Net




$  17,840

Break-even point (based on Summer Camp only):


($10,000) /$265 = 38 additional campers (5 campers/wk)

Participation needed for sustainable operation:

($10,500 (add revenue needed) + 10,000 (add expense))/$265 = 

77 additional campers (10 campers/wk, 8% util increase)

Plan B.

Scope: Provide increased emphasis on Environmental Education (EE) programming.

Capital Expenditure:
None

Additional staffing/expense requirements:  

Part-time staff position focused on Environmental Education marketing and program development.

Option 1
Single ½ time person responsible for both marketing and 



  program development,  $10-15,000/yr      

Option 2
Cover EE marketing/PR with Plan A staffing.  Add additional

part-time staff for program development and state certification,

3 months per year, $5000.

Potential Revenue Impact:

Current Environmental Education programming generates approximately $5000/yr in revenue with $2000-2500 from a single overnight trip and the remainder from day trips (11 groups at $275/grp in 2006 and 13 grps at $260/grp in 2005).


Overnight Trips


(incr from 1/yr to 3/yr)

$  5,000


Day Trips


(incr from 12 grps/yr to 24 grps/yr)
    6,000







----------







$11,000

Potential Net Impact:

Revenue Impact 



$11,000

Expense Impact (Option 1)


  12,500







----------

Net




           -$  1,500

Thus Option 1 is not quite break-even with a two-fold increase in EE activity.

Revenue Impact



$11,000

Expense Impact (Option 2)


    5,000







----------

Net





$  6,000

Break-even point for Option 2:




($5000 add expense)/$5000 current revenue = 100% incr in revenue

This could be derived from

1 additional overnight trip






 and     6 additional day trips 

Participation needed for sustainable operation


($5000 add expense + $10,500 add revenue needed)/$5000 = 310 % incr


This could be derived from

3 additional overnight trips







   (4 total per year)






and    36 additional day trips







   (48 total per year)

Plan C.

Scope: Assumes implementation of Plan A.  Expands year-round retreat ministry options and flexibility through 2 (connected)-20 person year-round cabins. 

Capital Expenditures:


2 (connected)-20 person year-round cabins

$270,000


Pavillion





  100,000


Office/Welcome Center



  250,000


Summer Staff Parking




    50,000









-----------


Total






$670,000

Additional staffing/expense requirements:


Additional summer camp counselors


  (4 counselors) ($2000/summer)


$    8,000


Weekend Manager




      8,000

Potential Revenue Impact:


Summer Camp







  (20 campers/wk)(8 wks)(0.8 util) = 128 campers


   128 campers x $265/camper =


$  34,000


Retreat Ministry


  (40 wkends/yr)(2 cabins)(2 nights)(0.25 util)


    = 40 nights/yr x $250/night



$  10,000

Potential Net Impact 


Summer Camp



Revenue Impact
  


$  34,000



Expense Impact



 -    8,000









-----------



Net





$  26,000


Retreat Ministry



Revenue Impact



$  10,000



Expense Impact



  -   4,000*










-----------



Net





$    6,000

* Expense shown is for half of week-end manager expense, assuming a 50/50 split with Retreat Center.  Presumably there would also be additional housekeeping expense which is not shown.  Cost of year-round Adventure Staff is not included since there would not be sufficient justification for this position with the 2 year-round cabins and the assumed utilization.  Presumably at this scale of operation Adventure Staff support could be provided through existing staff or through contract services.






Break-even point for Summer Camp:


($8000 for add. Counselors)/$265 =  30 campers/summer







       =
4 campers/wk

Participation needed for sustainable operation:


($8000 add expense + $10,500)/$265
= 70 campers/summer







=   9 campers/wk

Break-even point for Retreat Ministry:


($4000)/ $250.
  = 16 nights/yr




  = 50% incr over current util

Utilization needed for sustainable operation:


($4000 add expense + $10,500)/$250
  = 58 nights/yr







  = 180% incr over current util

Plan D.

Scope: Full implementation of all phases of the Master Plan including a new dining facility/kitchen, 4 new creek-oriented year-round cabins (in addition to those included in Plan C), renovation of Allison Lodge to provide additional meeting and program space, 1 additional out-post site, and creek-side walking trail, 

Capital Expenditures:


Kitchen/Dining facility (new)



$1,000,000


4 20-person year-round cabins


     550,000


Renovation of Allison Lodge



     250,000


Creek-side walking trail



       50,000









   -----------


Total






$1,850,000

Additional staffing/expense requirements:


Additional summer camp counselors


  (8 counselors) ($2000/summer)


   $  16,000


Year-round Adventure Coordinator

               $  20,000


  (compensation shown is in addition to Summer Camp)


Year-round Marketing Coord/Program Dev
               $  25,000


(Note:  The amount shown is in addition to the amount


 included for Marketing/PR in Plan A and is based on


 $25k/yr in total compensation and $10,000 in marketing


 related expense.  Assume the following total allocation:

 Summer Camp Markt $15k, EE Markt $5k,

 Retreats Markt $5k, Prog Dev $10k)

Potential Revenue Impact:


Summer Camp







  (30 campers/wk incr)(8 wks)  = 240 campers


   240 campers x $265/camper =


   $  63,600

(Note:  Weekly summer camp attendance is currently

 limited to approx 120 campers by dining room/kitchen

 capacity and programming space.  The modifications

 included in Plan D will increase weekly capacity to at

 least 150 campers/wk.  This represents an increase of

 30 campers per week or 240 campers over an 8-week

 summer.)

Retreat Ministry


  (40 wkends/yr)(4 cabins)(2 nights)(0.25 util)


    = 80 nights/yr x $250/night



   $  20,000

Summer Camp


Potential Net Impact



Revenue Impact
  


   $  63,600



Expense Impact



    -  16,000 (Counselors)









    -    5,000 (Marketing)









   -----------



Net





   $  42,000

Break-even point:

Once the capital expenditure has been made the break-even cost associated with another camp offering is very minimal, primarily the cost of additional counselors.

  ($21,000/summer incl 8 add counselors)/$265   = 80 additional campers







      (=10 campers/wk)  

Retreat Ministry


Potential Net Impact



Revenue Impact



$  25,000



Expense Impact



 -    5,000 (Marketing)

-  20,000 (Yr-round Adven)










-----------



Net





$           0

Expense shown does not include additional week-end manager expense (see Plan C). Presumably there would also be additional housekeeping expense which is not shown.  






Break-even point:



$25,000/$250 night 
= 100 nights additional overnight stay





= 310% incr over current util (in add. to Plan C increase)

c.  On-going marketing strategies 
We recognize that one of the keys to sustainable healthy ministry at Buffalo Mountain Camp is for us to do a better job of informing potential users of all that we have to offer in terms of:

1. Summer Camp

2. Retreat Facilities

3. Environmental Education Programs

Such communication requires:

1. Design and preparation of printed materials

2. Distribution plans for getting materials to potential users.

3. Distribution implementation and follow-through

4. Training and nurturing of the communication network (Camp Coordinators)

5. Identification and contact of new potential users.

6. Making presentations to church groups

7. Organizing events that help introduce others to Camp

Recent experience has been that either we have not had the time and/or have not placed priority on the development and implementation of a marketing plan.  Much of the work for the marketing of Summer Camp needs to take place in the spring of the year at the same time that attention is focused on the Golf Tournament, staff recruitment, Environmental Education groups.   Therefore it is not reasonable to expect the Camp Director to tend to all of these marketing activities and there is too much that needs to be done and the need is too critical to rely on volunteer efforts.  Hence we believe there is an immediate need to add some paid staff to guide the development and implementation of a marketing plan.  Although we do not expect this to begin as a full time staff position, we do believe it could become a full time Marketing/Program Development position as Master Plan implementation progresses,

Our initial plan would be to staff the position as an internship (of some limited duration) either for a college student or for a recent graduate or as permanent part-time staff position. 

We would plan to develop a more detailed job description and include it in our 2008 staffing/budgeting plan.

9.   Placement of Current and Proposed Facilities

A topographical map showing the placement of current and new proposed facilities is attached.  The following factors were taken into account in developing the plan for the layout of the new proposed facilities.

· Recognize of the natural beauty of the site and endeavor to preserve and feature the beauty of Ramsey Creek, the hiking trails and timber

· Recognize that open recreational space is limited and strive to preserve the little available to us

· Preserve the “theme” of mountain cabins and continue to honor that aspect of our heritage

· Acknowledge the tremendous importance of Allison Lodge to Buffalo Mountain Camp and continue to use it as an integral part of camp life even if it is no longer used as a dining facility

· Provide new year-round cabins to serve both summer camp and retreat ministries with

i. Heating/air-conditioning

ii. In-cabin restrooms/showers

iii. Close proximity to roads

iv. Close proximity to central camp

· Locate swimming pool to be out of main view during off-season

· Provide alternative to main road for walking from one end of camp to another

· Retain space for possible later expansion of Retreat Center

· Provide out-of-sight parking for summer staff vehicles

· Locate Camp office closer to main entrance but still close enough to center camp to service summer camp

· Provide central camp site (with adequate parking) for closing

10.  Utilities of property (existing and proposed) described and mapped.  

Utility service (electricity and water) already extends through the main down-the-mountain part of Camp in order to service the Retreat Center on one end and Allison Lodge and the bath house on the other.  Sanitary waste from existing buildings is handled through septic systems and field beds.

The proposed location of the new swimming pool was dictated in part by the discharge requirements for the filtration system blow-down which will handled by its own septic system.  Electrical power is already available at the swimming pool site and there are no other utility requirements associated with the Phase 2A and 2B plans.  Phase 2C includes construction of 2-20-bed cabins and a new Office/Welcome Center.  Utilities for these facilities will be handled via tie-ins to existing utilities.

The ability to handle all of the utility services required for full Master Plan implementation will need to be verified in conjunction with preparation of better Phase 3 implementation estimates. 

11.  A building diagram of all facilities (current and proposed) described and 

      mapped.

Existing
Allison Lodge


· 3,501 sqft (not including basement)

· Utilities include gas, electric, and water

· Furnishings

Cabin 1

· 495 sqft

· Utilities include electrical and gas

· Bunk beds and mattresses are only furnishings

· Rough cut wood siding and a tin roof make up the exterior 

Cabin 2

· 495 sqft

· Utilities include electrical and gas

· Bunk beds and mattresses are only furnishings

· Rough cut wood siding and a tin roof make up the exterior

Cabin 3

· 495 sqft

· Utilities include electrical only

· Bunk beds and mattresses are only furnishings

· Rough cut wood siding and a tin roof make up the exterior

Cabin 4

· 495 sqft

· Utilities include electrical only

· Bunk beds and mattresses are only furnishings

· Rough cut wood siding and a tin roof make up the exterior

Cabin 5/6

· 544 sqft

· Utilities include electrical only

· Bunk beds and mattresses are only furnishings

· Rough cut wood siding and a tin roof make up the exterior

Cabin 7/8

· 850 sqft

· Utilities include electrical, water, and gas

· Bunk beds and mattresses are the only furnishings

· 1 full Bathroom is located in each cabin

· Central Heat and Air

· Rough cut wood siding and shingled roof make up the exterior

Office

· 845 sqft

· Utilities include electrical, water, gas, and phone

· 4 twin size beds, office desks, washer and dryer and kitchen appliances make up furnishings

· 1 full bathroom

· Central Heat and Air

· Satellite internet 

· T-111 siding, shingle roof, and deck on front and back make up the exterior

Craft Cabin

· 385 sqft

· Utilities include electrical

· Tables and shelving are only furnishings

· A covered side porch, log siding and shingle roof make up exterior

Retreat Center

· 8,300 sqft

· Utilities include electrical, water, gas, and phone

· Furnishings include beds, desks, chairs, tables, full kitchen appliances.

· Wrap around decking, rough-cut siding and shingle roof make up the exterior.  

Proposed:
Dinning Hall

· 5,758 sqft inside dinning area

· 2,830 sqft out dinning area

· Utilities will include electrical pulled off existing lines, water pulled off existing lines, septic, new phone line, new gas tank.

· Furnishings will include a full service kitchen, tables and chairs to serve 320, men and women bathrooms.

· Exterior finishes will include a covered entrance, wood siding, metal or shingle roof.

20 Bunk Cabin X 6

· 1,352 sqft

· 299 sqft covered deck

· Utilities will include electrical, and water pulled off existing lines, and septic.

· Furnishings will include bunks, kitchenette, couches, and shelves for storage.

· (We propose 6 new cabins to these specs giving a total of 8,112 sqft of new cabin space)

Office

· 1,882 sqft

· Utilities will include electrical, and water pulled off existing lines, new septic and gas

· Furnishings will include desks, full kitchen area, 5 twin size beds for infirmary

· 1 full bathroom, 1 half  bathroom

· Exterior finishings will mimic that of the new dinning hall with wood siding and metal or shingle roof, small covered entrance and a deck on the back.

Bath House (attached to new pool)

· 1,466 sqft

· Utilities will include electrical and water pulled of existing lines, new phone line and septic system.

· Furnishings will include shelving in storage area.

· Boys side will have three sinks, two urinals, two toilets, and two showers.

· Girls side will have three sinks, four toilets, and two showers. 

· Exterior finishings will mimic that of the dinning hall and office with a metal or shingle roof.   

Pavilion

· 5,000 sqft covered space

· Electrical only utility

· Furnishings may include benches

· Exterior finishing will be open air with metal or shingle roof.  

12.  Priorities and Elements of Each Project Phase

The targeted goals for enhancing and extending the ministry of Buffalo Mountain Camp were outlined in Section 7.  An evaluation of the underlying support (facilities and staffing) needed for achieving these goals was presented in Section 8.

The information in Section 8 shows that while significant potential opportunity exists to extend the ministry of Buffalo Mountain Camp through increased Environmental Education programming and additional year-round Retreat facilities, the Summer Camp ministry remains the best near-term way to further the impact of the overall Buffalo Mountain Camp ministry as well as improve its financial health.  Not only is the Summer Camp program central and core to the mission of Buffalo Mountain Camp, but it needs immediate attention to address urgent maintenance and facility upgrade needs.   In addition, an increase in summer camp participation offers an immediate way to reduce our fundraising requirements, which in turn would allow both the Staff and Board to focus more attention and energy on ministry. 

Ideally, the remainder of Plan A, as well as Plans B and C could be implemented during the initial Capital Funds Campaign.  However, if sufficient funding were not available, then Plan A needs would be given the highest priority. 

Likewise, we would like to provide additional staffing to further develop Environmental Education programming (Plan B) in addition to having marketing/PR resources to more effectively promote overall camp ministry.  However, if adequate funding were not available to initiate both, priority would be given to additional marketing/PR for summer camp (Plan A).  

Phase 1:  
Work immediately to provide additional focus on Marketing/PR.

Phase 2A:  
Implementation of remainder of Plan A.

Phase 2B:
Implementation of Plan B.

Phase 2C:
Implementation of Plan C.

Phase 3
Implementation of Plan D (could be divided into additional phases)

13.  Costs Associated with Each Phase of the Project

Phase 1
Immediate marketing/PR focus

Capital Expense


None



Additional operating expense

$10,000  (2008 budget)



Other needs



Quickly implementable new program








  possibilities

Although the initial justification and focus of the marketing/PR resourcing is summer camp, it has the potential to impact all aspects of camp ministry. 

Phase 2A
Urgent facility upgrades and additional programming

Capital Expense


$510,000



Additional operating expense

None

           2B
Environmental Education program development



Capital Expense


None



Additional operating expense

$5,000/yr (2008 budget, if possible)

           2C
Enhanced site development, initial year-round cabin



Capital Expense


$670,000



Additional operating expense

$16,000/yr (added as needed)

The proposed elements of Phase 2 allow the expansion of the Buffalo Mountain Camp ministry with staged increases in staffing as the ministry grows.   We do not anticipate additional year-round staffing beyond what is shown until we have seen increased levels of activity and need.  Phase 2C allows us to evaluate the utility of our year-round cabin design and the potential impact and opportunities for year-round ministry.

Phase 3
Full implementation of remainder of Site Master Plan



Capital Expense


$1,850,000



Additional operating expense

$16,000/yr (Summer)








$45,000/yr (Retreat)
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