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Foreword



DEAR NUNAVUMMIUT:

I am delighted to be able to present this Product Development
Workbook as a practical guide to working in the tourism sector.

We know that tourism is a major industry; while Nunavut has

its unique challenges, | believe that with understanding and
encouragement we will be able to grow this sector and encourage
visitors from Canada and the rest of the world to visit us and gain a
deeper understanding of our people, our history and our culture.

| am very aware that local communities need support as they
look to find ways to join the travel industry. This workbook, and
the workshop series that introduce this work, is the first step to
expanding the range of tourism products throughout the Territory.

Tourism is fun and need not be complicated; this workbook will
show you the path that you can take from "an idea” to “a client".

Enjoy the book, and please let us at Travel Nunavut know as you start to
build new tourism products in your community. We really do want to help!

Best regards

Kevin Kelly
CEO - Travel Nunavut

51



Key Terms

The following are key
words used in this section,
and which may be new to
you. The Glossary lists all
of the important tourism
industry words used in your
Workbook. Both lists are

in alphabetical order.

Chain of distribution: The
different people who help
to make a tourism product
or service successful.

Clients/customers: People who
pay for a product or service.

Operator: Someone
with a tourism product
or service to sell.

Package: When you combine
several tourism products
into one experience for

your clients/customers.

Pricing: What you will charge
for a product or service when
you know what your expenses
are and when you know how
much clients/customers
might be willing to pay.

Product: A single activity or
service that you offer a client/
customer. This can range

from a free attraction to paid
activities such as a guided walk,
an airport transfer, a home-
visit with coffee, a boat tour, an
archaeological tour, storytelling
or a cultural exhibition.

Product development: Turning
tourism ideas into products
or services that can be sold.

Profitable: Able to provide
an income after expenses
have been paid.

Sustainable: Able to
exist for a long time.



0 'I Introduction to
the Workbook
What is Travel Nunavut's Product Developrment Workbook?

Overview

This chapter describes the structure and content of the Workbook. It also
lists the kinds of things you will learn. You can use the Workbook to keep
your notes as you begin to develop new ideas for tourism in your community.

The Purpose of the Workbook

Any new tourism product starts with an idea. Perhaps you have:

identified the need for a brand new activity or service for tourists?

seen something done in another community that you
think might also work in your own community?

a tourism product or service, but have an idea to change it?

Your ideas are the start of a process. The process of product development
will help you turn your idea into a viable, profitable, sustainable reality.
Going through a proper process will help save you time and money

on ideas which may not be viable, profitable or sustainable.

By the time you have completed the pre-workshop learning, read the
Workbook and completed the training session, you will be able to:

describe the chain of distribution in the
international travel and tourism industry

explain the roles and responsibilities of each of the professionals in
the chain of distribution, in other words "who does what, and why"

compare different types of tourists—the clients/
customers who may purchase your product

begin to use your knowledge and understanding to become an
effective operator in the tourism industry in your community

You will also have:

practical experience in product development

a practical toolkit to use each time you develop a new product

Travel Nunavut's Product Development Workbook 7|



LEARNING OBJECTIVES

explain why it is important
to understand the chain of
distribution in tourism

explain each part of the
chain: Product, Program and
Package, and give examples

explain the roles and
responsibilities of the operator,
programmer, and packager/tour
operator, and give examples

TOP TIPS

As an adult learner, remember
that you have a wealth of
experience and knowledge! Take
your time when learning this
new material. Think about the

ways that you best like to learn.

Always treat product development

as a step-by-step process. Use
the Workbook as a guide to

learn and master that process.

Test your ideas by talking to
friends and family. Ask them to
be critical. This doesn't mean
being negative, but being

honest and thoughtful.

The Structure of the Workbook

The Workbook is organized into a number of chapters. Each one includes not
only the chapter's topic area, but also questions to help you think about your
own experiences. You will find a list of learning objectives, an explanation
of new terms, learning activities, and “top tips" for you to put into practice.

In Chapter 2 you will be introduced to the market—the different
types of customers who may want to purchase your product.
Understanding your customers is very important because
without them, your business cannot make a profit.

Chapter 3 defines the chain of distribution and describes
the various people that are part of it. If you want to be a
successful operator by selling your products to customers,
you must understand the tourism chain of distribution.

Once you understand the chain of distribution, Chapter 4 guides you
step-by-step through the process of turning an idea into a profitable
customer experience. This chapter is the core of this Workbook.

Chapter 5 looks in more detail at pricing, one of the most
important decisions you will make about your product.

Chapter 6 then shows you how to market and sell your product.

Chapter 7 describes how products can be combined
together into programs and packages.

In Chapter 8 you will learn how Travel Nunavut can
help to make your business a success.

Chapter 9 explains the importance of making sure that
each visitor leaves with a little more awareness and
understanding of the Nunavummiut way of life.

The Glossary lists all of the important tourism industry words
used in your Workbook. The list is in alphabetical order.

Travel Nunavut's Product Development Workbook



How to Use
the Workbook

The Product Development

Workbook is designed to be
practical. In the pre-workshop
material, you became familiar
with new terms, and began to
work on some practical ideas to
bring to the workshop. Now, you
will work through the process
step-by-step, making notes in
the spaces on the pages.

If you can, use the Workbook with
other people. A critical friend can
ask questions to make sure that
you're not making assumptions
or, even worse, basing your

on wishful thinking.

Once you have completed the
Workbook, keep it in a safe place.
The notes you make on it will be
a good reminder of the process
you used to develop your new

. Or, it may remind you of
the reasons why you did not do so.

Finally, if you have other ideas,
use the Workbook step-by-step
for each of them. The more
often you follow the

process, the easier
and quicker it becomes.

Good luck!

Travel Nunavut's Product Development Workbook

1.0 PRODUCT DEVELOPMENT PROCESS

idea

component
parts

market
research

contingency
planning

pricing

TOP TIPS

1. As an adult learner, remember
that you have a wealth of
experience and knowledge! Take
your time when learning this
new material. Think about the

ways that you best like to learn.

2. Always treat product development
as a step-by-step process. Use
the Workbook as a guide to

learn and master that process.

3. Test your ideas by talking to
friends and family. Ask them to
be critical. This doesn't mean
being negative, but being

honest and thoughtful.

4. If it turns out that an idea is not
profitable or sustainable, put it to

one side and explore another idea.

5. Finally, remember that you know
your community well. You can
find many ways to show visitors
the rich culture, the plants and
animals, the special places and
landscapes, and the unique

experiences of life in Nunavut.

Make notes on the pages to

help you develop your ideas!
I e
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Key Terms

Clients/customers: People who
pay you for a product or service.

Business clients: People
who are already in your
community for their work.

Domestic market: Potential
clients from Canada.

International market: Potential
clients from other countries.

Leisure clients /tourists:
People who travel for fun.

Market: The group of potential
clients who might buy
your product or service.

Market research: The process
of finding out as much as

you can about the group

of people who might buy

your product or service.

Operator: Someone with
an individual tourism
product or service to sell.

Packager. A person or
organization that combines
different products and/

or services for different
communities so that the
visitor has less planning

to do. Another name for a
packager is a tour operator.
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Understanding

Clients

Clients as individuals

Overview

There are different kinds of clients/
customers who are interested

in life in your community. If you
understand the different kinds of
people who might want to visit
your community, you can make
better decisions when you are
planning or marketing your tourism
product. You can also make

sure that it meets the visitor's
needs and expectations. Market
research helps you to gather
information about the kinds of
people who might want to see and
experience more of the Nunavut.

LEARNING OBJECTIVES

When you have completed this
chapter, you will be able to:

describe different groups of
clients who make up your
market: those who are already
in your community, and

those who may come to your
community as tourists (business
or leisure travellers, domestic

or international markets)

locate sources of information
for your market research,
including Travel Nunavut and
online resources (websites,
blogs, discussion groups)

identify the characteristics of
tourists you have met or who
have visited your community.

identify typical reasons why
tourists would be interested
in visiting your region or
community (their motivation)

describe some of the adjustments

that operators need to make
for different client groups
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Showing Nunavut to People

If you are reading this Workbook, you have a passion for Travel Nunavut. You
have some ideas for tourism that you want to develop. But passion
and ideas aren't enough. You need to understand who will buy your
and how you are able to reach those potential or customers. Without
a there would be no point in developing any sort of tourism

The refers to all the potential who might buy your

. Potential are people who have an interest in the culture,
landscape, and history of your community. They will pay money to
have these things explained to them or to go out and see some of
your local area. are usually not able to do these things for
themselves. They do not have the experience, the knowledge, or the
equipment necessary. The makes these visits possible.

There are several types of . You can think of the as groups
of potential .The in each group have similar characteristics,
but the groups have different characteristics. For example, a group of
European biologists may take a week to see a special ecosystem, but
business people may only have a few hours to experience something.

Some are easier to communicate with than others. Generally, the
easiest to communicate with are those who are already in Nunavut.

Business people and government officials are people who are
already in your community. They have come for a number of reasons,
but the opportunity for you is that they are already there. They

often have time to spare while waiting for a flight, and are happy to
make use of their time. They may take a tour, for example, to learn
more about the community while they wait for their flight.

are different. They may come from all over the world,
and they choose where they want to visit and how they spend their
money. They have specific budgets and try to find an interesting vacation
that fits into their budget. They will also have different amounts of
time to spend. They may want to learn something new or just have an
interesting holiday that they can tell their friends about. They may be
travelling by themselves, with their friends, or with family members.

There are many who find the in Nunavut very high. It is
the role of the (you will learn more about this in the next chapter) to
work with all available and to create a that will
tempt the to travel to your community. This means that the

will be working with airlines, hotels, and even other communities to put
together an experience that is both interesting and good value for the

Travel Nunavut's Product Development Workbook



can come from Canada (the ) or from
other countries (the ). Each group will have different
reasons for wanting to visit and different abilities to pay. It is important to
remember that the may determine if people choose to visit or not.

It is also important to be sure about what the wants to see
or experience. It may not always be what you think they might be
interested in. Finding out what the want to see will come
from — an important part of this process.

Finding and Using
Market Research

Knowing what experience or activity visitors want to buy (and why)

is important. You need to do your research. You want to understand

your as groups and as individuals. If you are able to develop a
that includes all the elements that a visitor wants at a that

they are willing to pay, then your idea has some great possibilities.

You also want to understand your so that they will be satisfied
customers. If you understand a 's needs and expectations, you can
make better decisions about what to plan

and offer. This increases the chances of success for

you and the . will then tell others about

their amazing experience in your community.

Your should start with Travel Nunavut. Their job
includes listening to what say and letting their members
know what is and is not possible. Travel Nunavut regularly talks

to airlines, domestic companies, and international companies to
understand what is necessary to make a successful.

Travel Nunavut's Product Development Workbook

Travel Nunavut regularly talks
to airlines, domestic companies,
and international companies to
understand what is necessary

to make a product successful.
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Learning Activity

What types of visitors already come to your community?

Where do most of the visitors come from?

What activities or places in your community might business/
government clients be most interested in experiencing?

What activities or places in your community might leisure
clients be most interested in experiencing?

Travel Nunavut's Product Development Workbook



Travel Nunavut also knows which companies are interested in sending their
to the Arctic, in what style, and at what . They know what
are expecting, and they know what is necessary to help to sell the
They know who already comes to visit, why they come, and how long they stay.

Their website is: travelnunavut.ca

You can find additional sources of tourism information at the
websites from other provinces and territories, as well as:

www.destinationcanada.com

www.ttracanada.ca

You may also want to check out other websites that your potential

might visit. For example, you can check out outdoor recreational organizations,
professional associations, hobby groups, or special interest clubs. Sometimes
you can get great ideas for activities there. You can also get a sense of

what people expect and how much activities cost in other places.

Friends in your community and in other communities who have
worked with visitors are another source of . Have
they been successful? What worked? What didn't work?

2 - 2 Learning Activity

What kinds of things would be absolutely necessary to know
about someone who wants to visit your community?

What other kinds of things would be nice to know about
someone who wants to visit your community?

Travel Nunavut's Product Development Workbook
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2.

Learning Activity

List the most useful websites you have found. When you are on the
internet, you can copy and paste useful website addresses and URLs into
a document for later use. You can also bookmark them on your computer.

Describe what types of market research you would
do for any product you want to develop.

Travel Nunavut's Product Development Workbook



Understanding Clients
as Individuals

are often similar in many ways. They share a common
interest in travelling to the Arctic. They come to remote places
because they want to learn, and are interested in:

the beauty of such a remote landscape,
a cultural introduction to a fascinating group of people,
+ anintroduction to the wildlife of the region,
+ anintroduction to the geography and history of the region,

+ anunderstanding of the changes (social and
environmental) affecting Arctic communities, and

+ anintroduction to the art and carving of the region

Finding ways to offer these and other insights into your community
is key to developing an attractive and

While groups of may have similar interests,
each individual visitor is different.

The individual visitors will vary in age, mobility, language, cultural
background, specific interest, and their own understanding

of the Arctic. They may come with a deep knowledge of

the region or they may know absolutely nothing. They will

have different expectations about their experience.

Some will be able to walk all day, while others may have problems
with mobility. Some may have allergies or certain food preferences. The
must be aware of and ready to meet all reasonable needs of
. Each 's experience of your should be similar in
excellence. That's why it's so important to understand your group.

Travel Nunavut's Product Development Workbook

TOP TIPS

L

Remember that your clients
have chosen to visit you,

and they are your guests.

Find out as much as possible
about the characteristics
and expectations of possible

types of clients.

Talk to Travel Nunavut about

what your clients will expect.

Think about the ways that you
may need to adjust your tourism

product for different client groups.

Success depends on

understanding your market well.

While groups of clients may
have similar interests, each
individual visitor is different.

The operator must be aware
of and ready to meet all
reasonable needs of clients.

17 |



2.4

Learning Activity

List some of the ways that you can help visitors
experience the following in your community:

The beauty of the landscape
The culture, art and music of the region
The history of the community

How social and environmental changes affect Arctic communities

Hosting Visitors

Every tourist who arrives has made a choice. In the case of leisure travellers,
they could have chosen to travel to anywhere in the world, but they chose
Nunavut. For the individual communities, these tourists become guests.
Each has spent a great deal of their money to come and

learn about the way of life in Nunavut. Business travellers have also

made a choice to extend their stay or to buy a local tour in order to learn
more about the unique culture and heritage of the people of the Arctic.

If you know what they're looking for, you can offer them a great experience!

Travel Nunavut's Product Development Workbook



2.5

Travel Nunavut's Product Development Workbook

Learning Activity

What types of tourists have you met? Make a list of their characteristics.

What are some of the ways that you can find out more about
tourists who have visited your region or community?

Each visitor is different. How can you help accommodate
the variety of people who may be your clients? For example,
what would you need to consider if your clients are:

. an older couple, one of whom has limited
mobility (such as bad knees)

. a young couple with a baby
. university exchange students studying English

. professionals in town for business for two
days, with spare time in the evening.

19 |



Key Terms

Business licence: Formal
approval to operate
as a business.

Chain of distribution: The
different people who help
to make a tourism product
or service successful. The
way that different people
work together to find clients
for individual products,
programs and packages.

Commission: A small amount of
money paid to different people
in the chain of distribution in
exchange for services that

help to bring in new clients.

Down-payment: An amount
of money paid in advance to
reserve a seat or service.

Itinerary: The schedule of
things that have been planned.

On-demand: As requested,
possibly without much notice.

Package: A pre-arranged
collection of programs (perhaps
in different communities) in
combination with airfares and
hotel accommodation that is
offered by a tour operator.

Packager/tour operator: A
person or organization that
combines different products
and/or services for different
communities so that the visitor
has less planning to do.

Program: A local tourism
program that is made up
of different products. As an
operator, you control your
parts of the program.

Programmer: A local person
or organization who puts
together a program that
combines and coordinates
various activities offered by
one or more local operators.
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Chain of

Distribution

The chain of distribution defined

Overview

If you want to develop a good
tourism product, you need to
understand the different people
who are part of the chain that links
you to your client. The individual
operator, the programmer, and

the packager/tour operator are all
important in getting your product
distributed to its market. Because
everyone needs to get paid for their
work, this chain of distribution will
affect your pricing and your profit.
If you want people to help you
distribute information about your
product, you will need to pay them.

LEARNING OBJECTIVES

When you have completed this
chapter, you will be able to:

explain why it is important
to understand the chain of
distribution in tourism

explain each part of the
chain: Product, Program and
Package, and give examples

explain the roles and
responsibilities of the operator,
programmer, and packager/tour
operator, and give examples

draw your own chain of
distribution, and provide
examples from your own

experience for each part and role

explain the role of commissions

21 |



The Chain of Distribution

In every kind of business, individual can become part of
something bigger—something that a wants to buy. How does a
single engine become part of a boat purchased in Nunavut? How do some
tomatoes become part of a spaghetti sauce sold at the Northern Store?

Tourism is no different!

A tourism takes different tourism and combines them
in a way that is attractive to a . Each may be part of a few
different . Also, of course, each may be sold by itself.

A community walk, for example, may be sold in the community to a
visiting business/government traveller. It may be added to two other
local tours and accommodation, and sold to a domestic tourist.

Or, it might be combined with tours in other communities, tours in
Ottawa, and a flight from England for an international tourist.

However, the walking tour itself never changes. It is simply included
with other to make different and

A community walk, for example, may be sold in the community to a
visiting business/government traveller. It may be added to two other
local tours and accommodation, and sold to a domestic tourist.

Or, it might be combined with tours in other communities, tours in
Ottawa, and a flight from England for an international tourist.

However, the walking tour itself never changes. It is simply included
with other to make different and

The Different Roles

Itis also very important that you understand the different roles

required to create a tourism . Different responsibilities come
with each role. One person may even operate in more than one role.
For example, someone may be an and a . By

taking on more roles, people can take on more responsibilities.

| 22 Travel Nunavut's Product Development Workbook



PARTS OF THE CHAIN

OF DISTRIBUTION

Product

A single item offered to visitors within a community.
This can range from a free attraction to paid activities
such as a guided walk, an airport transfer, a home-
visit with coffee, a boat tour, an archaeological

tour, storytelling or a cultural exhibition. It can be

any activity or service that you want to offer.

Program

A combination of two or more local products creates a local
program. For example, you can combine the flight transfers,
a walking tour and a boat trip - all for a single price.

Offering programs makes the destination more attractive
to a visitor. It allows visitors to see all the things that
they can do at once and with a single price.

Package

Programs and products can be combined with
accommodation, airfares, and perhaps activities in more
than one community. Packages can be of different
complexity, and may even include an airfare from overseas.
Packages are designed to make a destination simple to
sell. They also offer tourists an advantageous price.

ROLES OF THE
CHAIN OF
DISTRIBUTION

Operator

The person who offers a product
is an operator. They offer their
product on an on-demand or

a scheduled basis, and offer
prices for individuals or groups.

Programmer

A local person or organization
that will combine and coordinate
activities offered by one or

more local operators.

Packager/Tour Operator
The person or organization

that combines all elements of
atravel itinerary for sale to the
general public or travel industry.

Travel Nunavut's Product Development Workbook
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THE OPERATOR

The is the person who offers a tourism or service
toa . The needs to be available and prepared
when someone wants to purchase the or service.

There are a lot of things to think about when you want to

offer a tourism or combineitinto a . Here
are some questions that all need to ask:
You need to ask yourself each * Doyouneeda ?
of these questions, and know + Do you need a special licence to run your ?
what the answers are. + Do you need special training?

Do you need insurance?

Do you need special equipment?

Do your need special equipment?

Will you always be able to offer what you have promised?
Do you need any back-up?

What happens if you cannot offer the ?

How do book with you?

How can you take payment from your ?

You need to ask yourself each of these questions,
and know what the answers are.

Travel Nunavut and your local Economic Development Office (EDO) will
have details about all the licences and permits that you would need for
any that you want to offer. If you need special equipment, like
a boat or Skidoo, they will let you know of any additional requirements
that may be in place. They will let you know what sort of safety
equipment you will need. They will also tell you if you need insurance.

You will need to be able to take payments by cash or credit card. Travel
Nunavut has a list of payment cards that will work with your mobile phone.
Above all, your want to know that you are reliable. They need to
know that when you agree to take them on your tour, you will be there to
do so. If anything changes, you must find a substitute to take your place.

| 24 Travel Nunavut's Product Development Workbook



Case
Study

Lou, local expert on Arctic
clothing, carving and art.

Lou is a local expert on Arctic clothing, carving and
art. She works as an operator to offer sessions
where tourists may see Arctic clothing and carving
being produced and explained in the community.
She will sell some of her artwork here, but not
much. She will sell most of her work to the local
co-op, which will buy from many different artists.
The co-op will send all of the art to a distribution
centre in the south. Then, major companies will
buy a lot of artwork from the distribution centre

to sell it in the galleries in New York or Toronto.

This story is an example of the “chain of
distribution.” The chain of distribution is a
business concept. It helps to describe how products
link to the client or purchaser. It is very important to
understand this concept, because if you are going
to develop a new product and make it successful,
you need to work with other parts of the chain.

In the story of Lou, each step in the chain is
separate: Lou > Co-op > Gallery > Client. At each
step, there is a chance to sell artwork to a client.
However, the more places that the artwork is
displayed, the more clients will see it. Each level is
important in making sure that Lou can sell her work.

Tourism is the same. The more people who show
the product, the more likely that a

client will buy it. And each level is paid for by

a “commission”. This idea, which is described in
more detail below, is simply that each level in the
chain buys the product for a slightly lower price
in exchange for the work that they do to help
distribute the product to new and more clients.
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THE PROGRAMMER

Programmers are the individuals or organizations that will
combine two or more tourism products and sell them as a single
program. The programmer will be familiar with all of the products
and their operators, and be able to combine the appropriate
elements into something that is sold for a single price.

The programmer will take the initial reservation enquiry and then:

confirm each product with each operator
confirm the program with the client
take payment for the whole program

distribute the money among the operators, usually
after the client has finished the program

The programmer gets paid by each operator for this service.

The payment is usually a percentage of the price of the individual
product. In turn, the programmer will be responsible for
marketing the program and coordinating all the products.

The programmer will also need to make sure that every product meets all
the licensing and permit requirements and that suitable insurance is in place.

THE PACKAGER

(also known as Tour Operator)

The packager will take a variety of programs and products, and will bundle
them together to create a single package. The package will usually start
and finish in the South. It may also include elements in other Canadian
provinces and territories, and may even include an airfare from overseas.

These packages are the most common way for travel to be sold. Clients
like to know that a packager has pulled together the products that
suit their interests, and has offered this combination at a fair price.

Packages are usually sold from a brochure, which can be paper
or online. Packagers usually offer clients a variety of options,
so there may be competition between different options.

The packager is also paid by each one of the programmers and operators.
Each of the programmers and operators is paying a percentage of their
price. This pays packagers for their role in taking the program to the market.

Travel Nunavut's Product Development Workbook



3 - 1 Learning Activity

Make your own drawing of the Chain of Distribution.

Then, put in examples so that you have your own list of
different people that you will need to work with.

Travel Nunavut's Product Development Workbook 27 |



Operator

Sells at $200/
person

11

Programmer

Earns S20/person
(10% of $200)

Pays Operator
S$180/person

]

Packager

Earns S40/person
(20% of $200)

Pays Operator
S160/person

Programmers and
packagers help you find
clients you may not have
been able to by yourself.

While you earn less selling
through a programmer or
packager, you earn more
than having unsold seats!

| 28

The Role of Commissions

Each ina has a ,and can be sold directly to
a

For example, might have a half-day boat tour priced at $200.
They might try to sell it directly to as many as they can at this
However, often cannot sell all the spots on something like a boat
trip. An additional way to sell the boat tour would be to ask a to
include the half-day boat tour

ina for other , like visiting business people.

The would charge the a fee for doing this, usually 10%.

The would then receive $180 for the tour ($200
- 10%), but is satisfied with the arrangement. Without the
's help, she or he could not have found these
and the seats might have stayed empty.

If the boat tour becomes part of a , the will charge

a higher fee. In exchange, the is taking care of more costs

that the or the would have had to pay. For
example, a will create new advertising, translate into another
language, and advertise to a new audience. The will find
people who would otherwise never have come to the . Generally,
the fee is 20% for a toinclude an 's

The would now receive $160 for the tour (5200 -

20%), but is satisfied with the arrangement. The new
who probably come from much farther away, would not have
found out about the local without the

These fees, or ,are only paid after a
has committed to traveling to the community.

Payment for service happens in every business, and the travel industry
is no different. If you don't plan to pay other people in the
to sell your or , they may not want to sell it.
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CHAIN OF DISTRIBUTION

"o @ 3y

Operator Programmer
Offers a Product. Combines one or more
Boat owner :> products and offers them

for a single price.
Community Co-op

Product Program

Single component Combination of two or more
activity. local products, offered by
Half-day boating :‘\> one or more operators.

excursion Day out on the land:
Half-day boating,
watching auroras

4 4

Client Client
Pays Operator. Pays Programmer.
TOP TIPS

1. Understand each part and role of the chain of distribution
2. Know the role you have in each tourism project

3. Tourism is a collaborative business; it is much easier
to work with people you know and trust

4. Understand who can help you to sell your product
5. Make sure that you have enough money in your price to

pay the people in your chain of distribution

Travel Nunavut's Product Development Workbook

=
S

=

=2

Packager (Tour Operator)

Combines a variety of programs

with other elements

(i.e. airfare, hotel, meals) and
offers them for a single price.

Great Canadian Travel Company

Package

A larger collection of

i
< >

programs and products in
one or more communities
in combination with airfare
and hotel (usually starting
and ending in the South).

4 day winter and spring

adventure:

Begins and ends in Ottawa,
Ontario (flight to Iqaluit from
Ottawa included in price), 3
nights accommodation in
Igaluit, all lunches included,
igloo building, snowmobiling,
town tour and fishing excursion.

Client

Pays Packager.
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Key Terms

Calculations: Arithmetic,
flguring out costs and prices.

Competition: Businesses
that offer the same or
similar products to those
you are developing.

Economic impact: A change
in the economy experienced
because of certain activities.

Legal regulations and
requirements: Rules or laws.

Liability: A legal responsibility
that means you may need

to pay someone who
experienced a loss or an injury
because of something you

did (or neglected to do).

Marketing: All activities

that let people know that
your product is available
(advertising and promotion).

Price: The amount of money
that an operator charges a
client to provide the product.

Product: A single activity or
service that you offer a client/
customer. This can range

from a free attraction to paid
activities such as a guided walk,
an airport transfer, a home-
visit with coffee, a boat tour, an
archaeological tour, storytelling
or a cultural exhibition.

Reliability: How sure people
are that someone will do
what they have promised.

Strategies: Specific steps
you can take to get to
a particular goal.



From Idea to
Profitable Client
Experience

A guide for operators

Overview LEARNING OBJECTIVES
When you have completed this

Itis exciting to turn ideas into a chapter, you will be able to:

business, but there are a lot of . explain why not all ideas

things that need to be considered. become successful businesses

In this Workbook, there are 12 outline the 12 steps in

steps to turning an idea into a product development

proﬁtablg pusmess. Two Qf the apply the 12 steps to your

steps (pricing and marketing) are own tourism product idea

covered in more detail in Chapters
5 and 6. Following the 12 steps
will take you through the product
development process. It will help
you think about the things you
need to do and the different people
that will be involved. Note: This
chapter is designed for operators,
not programmers or packagers.
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From Idea to Business

In the first chapters, you learned some key terms and concepts from
the tourism industry. In this chapter, you will explore how ideas can
turn into a business. This is the most exciting part of the

process, and the key to success. You will look at how ideas
are formed, what needs to be considered to build ideas into a )
and identify who else will be involved in the process. You will look at
the important parts of a tourism , and how they come to life.

Wouldn't this be
a good idea?

We have all sorts of tourism ideas, all of the time. We think about
how much we would like to take visiting friends to see our favourite
places, enjoy our wildlife, learn about our culture, and enjoy many
other snapshots of our daily lives. By sharing our own experiences,
we hope to broaden and enrich the experiences of our visitors.

Tourists also want these experiences, and they want to
better understand the communities that they visit.

But only one or two ideas may actually develop into a
successful business. All too often, ideas die because:

we do not look at them closely enough,

do not talk with partners,

the idea is too difficult or too expensive,
we run out of time to follow up on the idea,
the idea wasn't a very
good one first place, or
time passes, and new
ideas and projects
present themselves.

But sometimes, an idea grows into
a that can be included
ina ,and it eventually
finds its way into a
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The 12 Steps in Product
Development

is about turning your idea into a business. It
is a step-by-step process during which you will find the answers to
a series of questions. The 12 questions are listed on the following
pages. Use the Workbook to guide you through these questions
whenever you want to try out an idea, and make notes as you go.

Remember that Chapters 5 and 6 have more details for
pricing and marketing (Steps 6 and 7 below).

Step 1: What is my product idea?

A tourism is any activity that can be offered to tourists. It can be
very simple, such as arranging for visitors to visit local houses for coffee
and a chance to meet local residents. It can also be more complex, like
a full-day boat tour to see the wildlife and landscapes of the area.

The idea should be interesting and uncomplicated. It must have a beginning
and an end, and it needs to be simple to put together. The idea needs to be
appealing, and let visitors learn something new about your community.

Step 2: Why would a visitor
like my product idea?

Once you have an idea, you must ask yourself, "Why would
a visitor like to do this?" If you cannot think of reasons, it
may not be worth developing the idea into a

Travel Nunavut's Product Development Workbook

4.1

Learning
Activity

In a few sentences, describe
one of your product ideas.

If you completed the pre-
workshop handout, you can
choose one of those ideas.

33 |



4 - 2 Learning Activity

List reasons why a visitor would like your product idea.
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Step 3: What will be included as part
of the product?

Imagine taking the tourists out for the activity that you have
planned. What will happen before, during and after the activity?
This is the point where you decide if you can do it all by yourself
or if you need to have partners and friends working with you.

For example, if it is a boat tour, ask yourself...

Who will pick up from the hotel?

Do | have a car?

Do | have a boat? Is it licensed for tourists?
Do | need life-vests?

How long will this take?

Will my need lunch? Who will make it?
Will it be food that tourists like?

If it is a tour in the community, ask yourself...

Who will help me to write the history of the community?
How long will spend walking?
Will we make a stop at a local crafts shop or a local house for coffee?

Will I introduce the visitor to a member of the
council or an elder? Who will this be?

What will happen if the weather is bad?

Remember to consider the timing of your community’s
air service when you think about your product.
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4.3

Learning
Activity

For all products you are
thinking about, make a list of
every part of the idea, and who
you will need to help you.

It is important to think this
step through carefully,
because a lot of important
details are decided at this
point. These details will affect
your market, your expenses,
and your possible profits.

Product:

Parts and who will help:

35 |



Sharing Costs

If two or more boat operators
work together, they can share the
costs of marketing. As well, it may
only be necessary for one person
to get a licence or other permit.
The others can all work together
under the same permissions.

Step 4: Does anyone else in the
community already have this idea?

While can be a good thing, businesses in a small
community often do best when they work together and do not work
in with each other. If someone else in your community
already has this idea, you need to ask yourself if there is room in
the market for two similar .If there is, would it be better to
have two separate or could you work best together?

For example, for visitors, the important thing is the boat tour. They don't
know the difference between Panik’s Boat Tour and Noatak's Boat Tour. Yet
if two or more boat work together, they can make sure that one
of them is always available. They can also share the of marketing.

As well, it may only be necessary for one person to get a licence or other
permit. The others can all work together under the same permissions.

4 . 4 Learning Activity

Is somebody else already offering your idea?

If so, can you work together?

Is there enough work for two similar businesses?
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Step 5: How do | test my idea?

By now you may be feeling confident about your idea. You've
thought about how it can work, whom you might need to
work with, and if there is already somebody doing it.

With the answers to these questions, you can start
to talk to other people about the idea.

Talk to your family, your friends, hotel manager, elders, and others whose
opinions you trust. Talk to people who already work with tourists, and
ask them if they think visitors will find this interesting. Talk to Travel
Nunavut and ask if somebody is already doing this in another community
and how they are doing. Above all, keep talking and keep listening.

Step 6: How much should | charge?

You have had an idea and written down everything you need to make it
work. You have figured out whom you need to work with, and you have
talked to a lot of people who tell you that the is a great idea.

What next?
You will have to work out the for your . This s
the most important decision that you will make. If the is

too high, then nobody will buy the .If itis too cheap,
you will not make any money by offering the

This Workbook provides more details on pricing in Chapter 5. If you don't
want to work through the complete pricing process from Chapter 5 right
now, just choose an imaginary for the moment. Once you have
learned how to set your , you will do the properly.
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4.5

Learning
Activity

Who will you talk to
about your idea?

Who has experience with
this activity or tourists?

Who can give you advice?

Remember:

There is very seldom a truly

"new idea."” Ideas come from
watching other people doing
something that you find interesting,
and changing it to fit your
community and your lifestyle.
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4 . 6 Learning Activity

Make a quick list of the people you would need to pay, and how much you would need to pay
them for their time or skills. Don't forget to include yourself. List any costs for equipment, fuel, or
supplies that you would need. Do you need to pay for any licences or special permissions?

Think about how much you think you can charge for this product. Can you sell your product to several people
at once (like a boat tour), or can you only sell to one or two clients at a time (a visit in someone's home)?

How many people do you need to sell your product to in order to cover your
costs? Is there enough left over to pay yourself for your time?
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Step 7: Who are your clients?

In Chapter 3, you thought about the general idea of who the are,
and you saw that the market can include a lot of different people. Now

you need to see exactly who the potential are in your community.

Your possible clients include each and every visitor
in the community at any one moment.

Business travellers, leisure travellers, visiting relatives, and friends are
all possible . They are all interested in your community and you
are ready to teach them new things about your hamlet. Anybody and
everybody who is new to town is a possible client. You now need to
think about how to tell them that your exists. You need to think
about how to get your potential to purchase your

That is called . Without marketing, an idea
remains an idea and does not evolve into a successful
because very few people know about it.

4 . 7 Learning Activity

Who might be interested in my product?

List as much information as you can about these people.

List reasons why they would be interested in the product.

Travel Nunavut's Product Development Workbook

Remember:

Each and every visitor in
the community at any one
moment is a possible client.
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Step 8: How will I market my product?

Once you have decided who your likely will be, you need
to consider how you can let them know about your

Telling people about your idea and getting them to pay you to
experience your idea really turns the idea into a

There are many ways to market your . You will find more
information about in Chapter 6. For now, think about
different ways that you could get the word out to potential

Different client groups will respond to different kinds of marketing.
You can use what you know about your potential to choose
the marketing ideas that you think will be most effective. This will also
keep your down, because you won't spend time or money
on to people who are not likely to buy your

4 . 8 Learning Activity

How can you tell everybody who visits your community about your product?

What are some of the ways that you have learned about
events or activities in your own community?

Which methods are least expensive? Which methods reach the most people?
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Step 9: Who are my competitors?

In Step 4 of this process, you found out if anyone else in the community

is offering the same .If there is, you may have talked to them

and perhaps you decided to work together. If not, it is because you feel

there is enough opportunity for two of you to offer the same

In general, there will not be obvious business in a small
community. Instead, your will be anything else that
visitors might choose to do during the time that they are visiting
your community. Or, your visitors may choose to do nothing instead
of buying your . Your competitor might be TV or a book!

You can overcome some of the reasons that a
visitor may not choose your

Mostly, a visitor's decision not to buy your
will be because of these reasons:

the (they may not feel the is worth
the money that you are asking);

the weather (you can't do much about this, unless you have some
other ideas about that can be offered indoors)

they are uninterested in doing anything special
they have not heard about your

In each case, you can think about the reasons. See if you

can come up with ways to address these client concerns.
These reasons can become marketing
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4.9

Learning
Activity

What are some of the reasons
why a visitor might watch TV
in the hotel instead of joining
your program? What reasons
can you use to convince them
to try your product instead?
How can you make your
product extra appealing?

List these, and add any
reasons that you have
learned from others.
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4 'I 0 Step 10: Who can | work with in my
= community to promote all tourism?
Tourism is about everybody. It is about whole communities. It is

Learnl ng about everybody who lives and works in any community.
ACtiVity Successful tourism activity is always proof that there is strong

community-based support for the . Itis good when
develop new . However, if an entire community

supports the , more visitors will buy their and

others begin to benefit. More economic activity will take place.

Who do you know in your

community who is a leader

in supporting tourism?
Tourists not only bring new money into a community. By learning more
about a community, tourists come to respect the people, culture, wildlife
and individuality of the hamlet. Tourism builds community awareness.
Tourism encourages communities to discover or rediscover what
makes each location so special. It brings each cultural history to life.

In other words, the small number of visitors who will reach each
community may not make a major . However, they are
able to make a major social impact with their curiosity about the culture
and traditions that are the cornerstone of each community's life.

Every community member builds the tourists' experience into a complete
memory. Everyone is important, from the elders who encourage the
ideas that turn into to the young children who ask visitors
questions about theirhomes. These tourists, once they head home,
become ambassadors for the communities that they have experienced.
They quietly expand the knowledge, understanding and appreciation

Who does not see tourism for the special lives that are lived in the remote regions of the world.

positively? How can you work with This means that each and every person in a community can be
leaders to change their minds? a collaborator. Community members may be direct helpers who
make bookings, pick up your from the hotel, or enjoy

coffee with your tourists. Or, they may be indirect helpers, like
the members of the community who open their arms to visitors
and make sure that their whole experience is positive.

Tourism is everybody!
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Step 11: What licences and
other permits are needed?

Many tourism activities in Nunavut are regulated by the
government. These can seem
overwhelming. However, it is important to make sure that visitors
are safe in a region that can be dangerous from time to time.

Everybody who has an idea and wants to develop a must learn
about the to operate different kinds of
businesses. must also check the insurance and issues

that may be involved. These change from time to time. The best sources
of current information are your local EDO and the Travel Nunavut staff.

Make sure that Travel Nunavut knows what you are trying to do. Make sure
that you understand all of the government licences and permits that you

will need. The Travel Nunavut Business Aftercare Guide is a very important
resource that you will need to use in the development of your
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411

Learning
Activity

List the licences that you will
need to offer your product.

Write down offices and people
who can help you to find out
if your list is complete.
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Know yourself:  Step 12: What do | do when
If you cannot be reliable, ’[hlngs go WrOﬂg?

do not offer tours. . . . .
It is one thing to become excited about developing a As

you have seen, it is sometimes a different matter to deliver it.

Sometimes, things go wrong. People don't show up on time, the weather
is terrible, there is only one tourist when you wanted four, an outboard
motor breaks down, or a car has a flat tire. There are many things that
can go wrong, and you must plan in advance for these problems.

The most important characteristic of your is . If you say
that you will offer an activity at a certain time, you must be there. If you are
not, everybody will lose confidence in you and stop supporting your work.

Everyone understands that from time to time unexpected things
can happen. Your plans will not always be followed as you would
like. However, it is your responsibility to have a back-up plan:

Do you have a friend who can deliver the if you can't?
How will you let the know if you have to cancel an activity?

Can you offer an alternative?

Always have a back-up plan in mind, and don't promise things that
you cannot control. Sometimes the problem is the weather:

Can you change the order of events?
Can you supply protective clothing?
Can you offer a new that can be done indoors?

You will find community support most useful in the development of
the back-up plans. If you have a problem, you will need all the friends
that you can find. Visitors are understanding and know that problems
occur. What matters most is how you react to the issues that occur.
If you do have to make a change, always let your know what
is going on. Do not leave them waiting with no information. Make
sure that they understand what you are trying to do for them.
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. Learning Activity

List at least 10 things that might go wrong with
a client's experience of your product.

For each one, describe how you will deal with
it. What is your back-up plan?

TOP TIPS

1. Use the product development
process step by step. Time
spent now will save you time,

and possibly money, later.

2. Try to understand what clients
want. If clients don't want your
product they will not buy it,
no matter how much money

you spend on marketing it.

3. Be honest with yourself as you
think about your idea. Don't
be afraid to decide that an
idea is not a viable, profitable,
or sustainable product. There

are plenty of other ideas.
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Key Terms

Agent: A person who sells
your product on your behalf.

Commission: A small amount of

money paid to different people
in the chain of distribution in
exchange for services that
help to bring in new clients.

Cost: The amount of
money it will take you
to offer the product.

Expenses: Things you need
to spend money on.

Fixed costs: Costs that remain
the same no matter how many
clients are coming, like a boat
rental or a tank full of gas.

Price: The amount of
money you are charging
clients for your product.

Profit: The amount of money
that you will make after
subtracting your cost from
what clients have paid (price).

Overhead costs: General
costs that come up for your
business as a whole, not
just for a specific activity.

Variable costs: costs that
change every time you offer
your product, like meals
you provide on a trip.
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Pricing
How do | set a price
for my product?

Overview

Itis very important to price your
product well. You need to know
what your fixed and variable costs
are. You need to think about other
types of costs, like advertising

and commissions. Then you need
to think about how many clients
you need in order to cover those
costs. You want to make sure
that you do your calculations
carefully and don't forget anything,
so that you have some profit at
the end to grow your business.

LEARNING OBJECTIVES

When you have completed this
chapter, you will be able to:

Define and give examples of
the following terms: price,
fixed cost, variable cost,
total cost, and profit

Explain the relationship of
cost to price and profit

Discuss the variable and
fixed costs that you have
identified for your product

Describe other costs such as
advertising and commissions

Consider ways to
increase your profits

Estimate a price for your product

For the product you have
priced, explain the relationship
of the cost, price and profit

Remember:

Just because a product may
cost you S500 to put together
does not mean that anyone
will pay $500 to buy it.
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Price and Cost

Deciding how much to sell your tour for is a key decision
that you will make. If it is too expensive, nobody will buy
it. If it is too cheap, you will not make any

Just because a product may cost you $500 to put together
does not mean that anyone will pay $500 to buy it.

Toseta fora , you first need to work out how
much it will cost you to make the available.
EP[%HGE ?Rﬁ; I? +  The is the amount of money you are charging for the
—— %‘, + The is the amount of money it will take you to offer the
@ @Slﬁ & The , or the money that you will make, is

the difference between the two.

In general, there are two kinds of

These are the that remain the
same no matter how many people are coming.
For example, you need one boat for one person

or six people, and the cost is the same.

- Liceny

Profit = Price - your Cost
These are the that change

depending on the number of you have.
For example, fewer tourists on your boat trip
means that you will bring fewer lunches.

You need to add up your and your
before you can decide on your pricing. You will also need to
think about some items that are considered

First, you calculate the for the activity and divide
that number by the number of you expect to have for the
activity. It's better to do this calculation with a lower number of

to make sure that your basic can be covered.
Then you add the to each person's portion of the
Finally, you add a percentage for , which covers things like
insurance, advertising, or the business portion of your
phone bill.

That gives you a sense of the per-person pricing for your

If this per-person already seems too high, you can try to
make adjustments in your at this point. Or, you can make
sure that you have more each time you offer your

This reduces the portion of that each client needs
to pay, and reduces the per-person of your

Let's take a look at these in more detail.
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Fixed Costs

Some are necessary no matter how many people show
up. For example, to offer your tour, you may need to:

rent a boat or car
fill the tank with gas

hire a friend to help you

All of these are the same for one tourist or six
tourists. That is why they are called

You also need to calculate how much you hope to be paid for every
hour of your time. You could pay yourself from the at the end,
but if there's no for some reason (for example, if some

don't show up), you wouldn't get paid anything for your time.

You can always make adjustments in your plan later, but it's better
to include your time in the to figure out pricing.

Once you know your , you need to make a decision: How
much should | charge each person to cover my ?

You can make sure that you "cover your " by guessing the low-
average number of people who will likely participate each time you offer the
activity. Then you can charge each person a portion of your

For example, if you think that you will get two people as a low average
every time you do your activity, you can charge each person half of the

. If this per-person is too high, you may need to set your
minimum number of participants higher and find more tourists! Perhaps
dividing the fixed cost by four would be a more reasonable ?

Next you need to add the

Travel Nunavut's Product Development Workbook

49 |



5 - 1 Learning Activity

Think about your everyday life. Put an" X" beside those things in
the list below that are fixed costs. Put an “O" beside the variable
costs. Beside each one, jot down why you made that choice.
Sometimes an item can be either fixed or variable, depending
on how it's used, so be prepared to explain your choice.

___Buying a car, truck, boat or snow machine
___Renting a car, truck, boat or snow machine
___Buying gas for a vehicle

__Buying groceries for your family
___Renting a movie

___Getting a fine for hunting out of season

Having friends over for dinner

5 - 2 Learning Activity

Think about the tourism product you've been working on.

List all of the fixed costs that might be part of that product.
Then, add up these costs.
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5. 3 Learning Activity

Think about the tourism product you've been working on.

List all of the variable costs that might be part of that product.
Then, add up these costs.

Variable Costs

You can think about as "per person” . These
are that go up if you have more ,and go down if you
have fewer . Will your tourists have coffee or lunch? Will the
elder charge each person who comes to the presentation? Do you
need to buy each person a souvenir? These are all

that need to be written in a different list from the

Overhead Costs

In addition to there are that you
might not think about at first. Do you use your telephone for some
of your business? Do you use office supplies or make photocopies?
Do you have to make extra repairs on your vehicle because you
use it for your business? How much will it cost you to sell your

? You cannot rely on people selling your for nothing.
If tourists don't know about your ,they can't buy it.
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These kinds of are called , because they are necessary
to run your business, but they're not linked to each

individual . Advertising can be a simple flyer that you put up

in the community or an advertisement in a magazine or on

the internet. You may think of paying people a commission

to promote your tour. Insurance, licences and even repairs

to equipment may be considered

Often, it is easier to add a percentage than to identify all
the individual . Many people calculate
as 10% of the total activity

You can now add up your costs:

_ | individual per @
i person cost @

(variable cost)
fixed costs overhead amount per
person to

cover costs

low-average number of participants

You have been introduced to the types of that you will need to consider
for your . These included items you must buy or rent, people you will
pay (hourly or by commission), and , as well as your own time.
Beyond these, you have also estimated a , based on all of your

The next steps are to determine the for your

and make sure that the is reasonable. In other words,

your must cover all of your and make a

but also be a that your are willing to pay.

We will be working through these steps in the workshop. In the
meantime, please complete the following Learning Activity.
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2.4

Learning
Activity

It is important to define what
your cost per person will be
for the tourism product that
you've been working on:

Add together your total fixed
costs (Learning Activity 5.2),
and your total variable coats
(Learning Activity 5.3).

Add the 10% overhead percentage.

Divide that total by the number
of people you expect will to
buy your product. This figure
is your total cost per person.
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To review, to this point you have:

1. Listed all of your

2. Divided these by the minimum number
of that you expect to participate

3. Listed all of your

4. Included a percentage to cover
such as advertising and

5. Worked out a total cost per person
6. Worked out a

Next, you will learn about adding in your

Now for You: The Profit

You can make money two ways:

1. Add more . If you can cover your with
two people and then four people take your tour, your
is the extra money you receive after you pay your

2. Reduce your . You can look for ways to reduce some of
your or to plan your a little differently so
you don't need to spend as much money to offer it. Usually
the are the easiest to reduce.

You may also be able to get a from people in the community
for bringing to them. For example, in the art tour example, the

artists may give you a commission if they are able to sell some artwork.

When you have worked out a for your , ask yourself:
Is the reasonable? You should ask people if it is too low,
too high or just right. Asking the same people that you talked

to about your original idea (Chapter 4) may be helpful.

When you have a and a , what comes next? In Chapter
6 you will think about the best ways to sell your
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= Learning Activity
Estimate a price per person that you think would be reasonable for your
product, by answering the following questions about those prices:
Does the price cover all of the costs that | have identified?
Did | remember to include costs for all of my overheads?
Have | paid myself?

Will clients be willing to pay this price for the product? How do | know this?

TOP TIPS

1. Take care when deciding on the
price of your product, and make

sure you can make a profit.

2. If you cannot cover your expected

fixed costs, your product will fail.

3. Be realistic when deciding on
a price. If clients cannot afford
your product or do not think
they will get good value for their
money, they will not buy it.
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Key Terms

Agent: A person who sells
your product on your behalf.

Calculations: Arithmetic,
flguring out costs and prices.

Collaboration: Working
together, partnering.

Cost: The amount of
money it will take you
to offer the product.

In-person marketing:
Marketing that uses word-
of-mouth, presentations,
radio announcements, etc..

Inventory: The list of clients
who have booked with you.

Marketing: All activities that
give people information
about your product.

Online marketing: Marketing
that uses the internet (websites,
Facebook, Instagram, blogs,
or online discussion groups).

Paper-based marketing:
Marketing that uses posters,
leaflets, or brochures.

Sales: turning a potential
client's interest into a booking.
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Marketing and
Selling Your

Product

Making people aware of your product

Overview

Getting information about your
product out to potential clients

is another very important step

in making your idea a business
opportunity. You need to make
people aware of your product, and
then you need to convince them to
commit to it by making a purchase.
There are many options for you

to choose from when it comes to
marketing: paper-based marketing,
in-person marketing, and online
marketing. You just need to choose
the right method for your market.

LEARNING OBJECTIVES

When you have completed this
chapter, you will be able to:

Define and give examples
of marketing

Present a list of organizations,
businesses, and tourism
offices where you could
market your product

Discuss your plans about
website and online marketing

Present your ideas about
opportunities for local marketing

Evaluate the parts of marketing
that you already have in

place, and those that you

may need to develop

Describe what information needs
to be recorded for
each sale

Discuss the role of agents
Identify people who might
be good agents for your

products, and evaluate why
you would choose them

57 |



Marketing

Is about letting people know
that an opportunity exists. It
creates an awareness and
interest in your product.

85% of business
travellers mix
leisure with
business trips.
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It is great to have a fantastic idea, share it with friends, and have them tell
you that your idea is great. It is also a big accomplishment to work out all
of the details and decide on a . Now, how do you get to buy

your product? Well, first of all, they have to know that your product exists.

Making sure that your potential know
about your product is called

If no one has ever heard about your product, nothing will happen.
Nobody will “look” for it because they do not know it is there. It is
up to you to make sure that they can find out all about it. Visitors
to your community need to hear about your product, see what it is
about, and be excited by it. Only then will they think of buying it.

is all about letting people know that an opportunity exists. It
creates an awareness and interest in your product. , which we will deal
with a little later, are about turning an interest into a paid commitment.

Who Might the Market Be?

You may be thinking, "How am | going to tell everyone about my idea?" and
“Who is going to come here? Airfares are so expensive for tourists.” These
are real concerns, so maybe your business should first focus on those
people who are already in your community on business or working for the
government. There are many potential arriving every day who do not
personally pay for their airfares, but who do spend time in your community.

Here is an interesting fact: in a survey by a Business Travel
magazine, travellers were asked: “Do you mix leisure travel with
your business trips?” Amazingly, 85% of those asked said yes.

So, let us turn our attention to those people who are visiting for
business, government, construction, medical, educational, and
dozens of other reasons. These are all people who are your

and who can form the base of for your tourism product.

They are already in your community, and many would love to
learn more about what is around them. They might enjoy a
short tour, to learn something about your language, to try local
food, and perhaps even to experience your tour product.
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Some Practical Things to
Know About Marketing

Every product needs to be seen in a lot of different places.
Tourists may decide to buy the product at any time. They may
decide to buy your product before they visit. Or, they may decide
to buy it after they have arrived in your community.

In small communities, there often isn't money to spend on a big
marketing campaign, so you have to look at how to let every visitor
know about your product. For example, you could have a small
poster designed and put it up in the airport, the community centre,
the hotel, or anywhere else that you think that a visitor will see it.

You need to find out all of the places that you can add your product to

the lists of community activities. Start with the local EDO, community
organizations, visitor centres, and Nunavut Tourism. All of these may have
websites that will list local activities, and yours should be there as well.

What about the places where visitors stay in your community? Is there a
bulletin board in the local grocery store where you can hang a poster? Can
you put a notice with some photos on a community Facebook page?

You can involve your friends and others in the community in helping
to make your idea successful. Perhaps, pay people in the community
a commission to send to you. You can help others in the
community benefit from the product, and start to help everybody
realize that tourism is a community effort, and that all can benefit.

Encouraging the community to work together can be very effective.

If the people in the hotel, café, airport or anywhere else encourage a

visitor to take your tour, and you pay them a small fee (say $5 - 10)

for each person that comes, you may be surprised at how many extra
you get. Keeping track is easy, and involving everyone in the

process will help your community to build its tourism presence.

If you work with the local hotel, they can also help you with the
marketing and may even take reservations for you. With a sign-
up sheet at the hotel, it is easy for visitors to book the product
and it makes it easier for you to manage the list. You just have to
keep in touch with the hotel and show up at the right time.
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Every tourist is a potential client

and everybody in your community

can help you sell your product.
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Marketing on the Web

There are many reasons to be on the internet, and a good website or
Facebook site is important. Remember, though, that a website needs to
be kept up to date. Unless somebody is searching for you, they may not
find you. It is possible to work with companies such as Search Engine
Optimization consultants to make your website more visible when
people search for it, but unfortunately this can be very expensive.

Having a website or Facebook site can be a very valuable tool, but it

is not the only one. Imagine that you have one book in a library full of
books. How will people actually find it? Just being there is not enough.
Is there something you can do to make your product stand out?

If a tourist makes the effort to search the internet and they find your product,
they will need to contact you. Do you have email? Do you have a phone
number listed? Can you answer in English? Will you commit to operating

the tour when they come? How will you keep a record of bookings?
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Learning Activity

List all the places where you might be able to market your product.

Which community organizations might post your
advertising or refer potential clients to you?

Which businesses might post your advertising
or refer potential clients to you?

How could your local EDO and Nunavut Tourism assist
you in getting the word out about your product?
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- 2 Learning Activity

If you think that you will use a website to market your product,
write down some ideas to answer the following questions:

Do you have reliable high speed internet access to maintain
your website and respond to clients' questions?

What information needs to be on the website?
Who will develop the website and maintain it for you?
What will it cost to develop and maintain the website?

How will you make sure that people find your
website? What sites might link to yours?
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Here are some other questions to ask yourself about online marketing:

Do you have email? Is there a phone number
that can also record messages?

Do you have fast and reliable internet access?

If you're often away, who will respond to clients' questions?

Can clients' questions be answered in English?

What record-keeping system will you use?
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For example,
your poster
might say
something like:

2-Hour Walking Tour

1:00 p.m. / Monday to Friday
Start at the Co-op

$40

No reservation required

Further information:
Contact Harriet at
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Other Marketing Opportunities

Another way to increase your chances of being found is to join in the

that we talked about in Chapter 4. Find out who
the tourism are in your community or region, and ask
them to include your product. Also, find out who the are for
your community or region, and ask them to include your product.

Each of these will need to be paid, but you will only pay them if
they give you a customer. As you know, this payment is called
commission and must then be included in your pricing.

For small though, the best chance of finding isto
look to the visitors who are already in your communities. You can
make sure that you display information at community events, so
that people who come to the event find out about your product. You
can prepare an article for a local newsletter, or contribute photos of
your activities on the community website or blog. However, if you
plan to use a client's photo, you need to get their written permission.
Is there a local radio station that can make announcements in the
community? If a group of visitors are in town for a special event, you
can contribute a prize that gives someone a chance to win one of your
products. Talk to as many people as possible about your great idea!

Arranging the Details

As part of your marketing, potential need to know
when your activity will happen and how much it costs.
This is basic information, but very important.

This tells your everything they need to know. As the ,you
will need to be at the Co-op a little bit before 1:00pm, ready to take tourists
around the community. Some days there will be tourists and some days
there will be none, but you have a responsibility to make your tour available.

Remember that most southern cell phones probably don't
work in the Nunavut communities, so it can be hard for
to reach you. Think of ways to make this easier.

Travel Nunavut's Product Development Workbook



Of course, if you have a more complicated tour, such as four
hours in a boat or a trip to the Floe Edge in the spring, you
will need to know at least a day before how many people are
going. In this case, a little more information is needed.

means that you need a place to keep your list and
somebody to keep count. This is now Ifthe sign up for your
product, the interest in your product has turned into a commitment. However,
you may lose the sale if you don't keep a good record of the booking.

The Practical Side of Sales

Keep a single list of every client who has booked your tour, along

with their contact information. This is in case you need to reach

them for any reason. If you are often away from your phone, you

must have someone available to take booking information for you.
Otherwise you will lose the client. Keeping " contact information
will also help you market new products to them in the future.

The list of who have booked is called an twill tell
you how many people you are taking, and who they are. If you like,
you can also keep a record of how they found out about you.

On some days, there may be nobody booked, and on other days, you
may have too many. This is normal. It happens to all from
time to time. If you have too many people, you can use the "first-
come, first-served" rule, and give the others another option.

Once a client has contacted you to make a reservation, and you
have exchanged necessary information, you will need to ask them
how they want to pay you. If you are meeting in person on the
same day as the activity, you can take the payment then. If you
are making a booking the day before the activity, you still need to
get the client's commitment that they are coming on the tour.

may give you cash or offer you a credit card. If you are
not able to take credit cards, will have to give you cash.
Be sure to give them a receipt. You can prepare these in advance.
Once all of the listed on the are with you, and you
have been paid, it is time to take your for their tour.
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A more
detailed poster
might say:

4-hour Floe Edge Tour

900 a.m. / every Monday
(add dates!)

Start at the Co-op
$250

Booking at the Co-op
required

Further information:
Contact Harriet at
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The receipt can simply say:

"The operator (name) has
received (S__) from the client
(name)", and the date.
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6 . 3 Learning Activity

List every place in your community where you might put up a poster.

Which would be the best places? Why?

What information must be on the poster?

How big will the posters need to be? In colour? With photos?

How many will you need?
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Collaborating with other TOP TIPS

1. People who are already

people to Se].]. your prOdU.Ct visiting your community

are the easiest market to

A big part of an 's come from . If more people )
. ) ) o ) reach with your product
in the community encourage a client to buy a product, it is more likely
that the client will do so. This sort of can be rewarded > If dverti

) o ) ) . you advertise a tour at a
by paying a commission. Often this payment is 10% of the of the

certain day and time, you

product. This commission should be included in the cost must always be ready to do it

are able to ask all of their friends to help sell the product,

and when they do, they will receive a small payment. Although 3. Always pay commission

to people who sell your

the gets less money than if the client had booked
directly with them, the is likely to get more product for you
The person who sells the product on behalf of the is called an 4, Remember to include
.The will make the reservation for the client and, once the the costs for this kind of
has been paid, the will pay the commission to the : marketing as overhead costs.

This system works really well. It allows a whole community to
work together to help an find . It also rewards
those people who are actively helping. Finally, it makes sure that
the client has a lot of opportunity to hear about the product.

can book directly with ,or can find
and lead them to . The important thing is
that the are encouraged to buy the product.

6 .4 Learning Activity

List people in your community What are the reasons why
and elsewhere who might they would be good agents
be your agents. in selling your product?
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Key Terms

Agent: Someone who helps Product offerings: Tourism
operators to market and products that are being
sell products, usually in offered to clients.

exchange for a commission.
Programmer: A local person

Commission: A small amount of or organization who puts

money paid to different people together a program that

in the chain of distribution in combines and coordinates
exchange for services that various activities offered by
help to bring in new clients. one or more local operators.

Packager: A person or
organization that combines
different products and/

or services for different
communities so that the
visitor has less planning

to do. Another name for a
packager is a tour operator.
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From Product
to Program to
Package

How to collaborate with the
chaln of distribution?

Overview LEARNING OBJECTIVES

When you have completed this

Operators create tourism chapter, you will be able to:

products, but these products . describe products already
can be combined into programs offered in your community
and packages. This requires . identify products offered in
collaboration with other people your community that could
. . . . be combined into a program
in the tourism industry. It's very

helpful to understand the role that : explain reasons why the

products you've selected

programmers and packagers can might work as a program

play in marketing your product,
because good collaboration
can benefit everyone.
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From Product > Program

The creation of products is the heart of the tourism business. It
offers an opportunity to learn about the places they
visit. It gives them an understanding of the local people and culture.
This kind of experience of a community is very special indeed.

For business and government visitors working in Nunavut, participating in
one or more products is also a valuable way to spend time in the North.

The tourism industry, however, is larger than individual visitors
purchasing single products. So, we need to look beyond those
people who are already in the community. If we want to persuade

to make a journey to Nunavut, we need to make their
experience as comprehensive and easy to purchase as possible.

As you have seen in Chapter 3, one way to do this is to collect a
number of products together to create and sell a

Simply, this is a way for a community to tell potential visitors what is
special and particularly interesting. It shows clients how they could
best spend their time during a visit, before they even arrive. Often,

a will last one or two days, but sometimes longer.
This process needs one person to be the . will
create the by taking other people's products (perhaps including

their own product) and presenting them as a single combination.
For example, the might select:

A half-day walking tour
A half-day boat tour
An evening story-telling

A morning introduction to Inuktitut and the local history
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7 . 1 Learning Activity

Thinking about your own community, which products
could be combined to form a program? Please list these.

Beside each product you have listed, explain the
reasons why you think these might fit as a program.

Explain the reasons why the program would
interest potential visitors. (Hint: You've
thought about this in Chapter 2)
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The must make sure that these products are offered on
days and at times that they can be combined. must
also make sure that the fit with the community

air schedules. Once the collection of products is combined, it can be

given a new name (for example, The Best of Our Community).
The will look after:

1. Marketing the new
2. Taking the reservation from the client or the

3. Letting the local know the names of
the when they will be coming

4. Coordinating all of the arrangements
5. Taking payment from the client

6. Paying all of the local

For doing all of this work, each will pay

the a commission.

The client will buy the whole for the same as they would

pay for all of the items individually. The will receive a little

less than they would if the traveller had booked directly. However, the
is reaching people who the could not reach.

As the community looks for visitors to come from farther
and farther away, new will want to create
that offer visitors even more choice.
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From Program > Package

As the work to attract visitors continues, professional travel industry
packagers will combine programs to create new and interesting
reasons for people to visit. This is the chain of distribution in action.
It connects individual operators with the global tourism industry.

In tourism, the greatest success will come from the greatest
cooperation. It is important to work together in the community
to develop a product. Working together to combine these
products to create a program is the next step.

By developing interesting programs, you can make it easy for visitors to
experience your community. Then, as tourism to Nunavut grows, you will
find more people visiting you. They will learn about the unique culture
and heritage that makes Nunavut so fascinating and unforgettable.
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TOP TIPS

L

Communities can work together to
combine products into programs.
The greatest success will come

from the greatest cooperation.

Offering programs to clients
can make it easier for them to
buy several products at once.
However, clients are unlikely
to buy a program if it is more
expensive than buying the

products individually.

Programmers and operators
must work closely together
to make sure that the client

has a good experience.
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Key Terms

Board: A group of experienced Regulations: The laws and rules
people who provide guidance which everyone must follow.

to an organization. .
Territorial: Spread out

Market intelligence: Facts and across the whole territory.
information that have been
gathered to help the tourism
industry with marketing.

Travel-world: All the people who
are either involved in tourism

or who travel themselves.
Policy: Rules, regulations

and guidelines that

describe what's allowed.
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Working with
Nunavut Tourism

An essential partner

Overview

Nunavut Tourism will be an
essential partner as you start

to develop and offer your

tourism product. It has staff and
information that can help you

with regulations, marketing, and
advertising. You will also meet
other people like yourself who have
ideas, experience, and expertise
for interesting product offerings.

LEARNING OBJECTIVES

When you have completed this
chapter, you will be able to:

Explain the ways in which
Nunavut Tourism can help
you as an operator by:

Providing experienced feedback
on your product ideas

Offering directions on
licensing, insurance, permits
and government reqgulations

Helping you to market
your product

Travel Nunavut's job is to let
the travel-world know that
Nunavut exists and that there
are a number of individual
operators working there.
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Nunavut Tourism is an essential partner for anybody who wants to
develop tourism products in the Territory. Its role is to be a link to
the outside world, and it is involved with all aspects of tourism from
development to marketing. Staff members in Igaluit, Rankin
Inlet, and Cambridge Bay form a team with knowledge, experience,
and contacts. Their job is to help you build your tourism operation.

Their advice will be very important to you as you develop your product,
whether your ideas are small and local, or broad and

You should contact them right at the beginning of your process
to let them know about your ideas. Ask for their reaction, and ask
whether they already have experience with similar

Nunavut Tourism staff will help you find the that affect you.
Then they can help to complete the documentation that might be required.

Nunavut Tourism has a very big marketing and advertising .

Their job is to let the know that Nunavut exists and that there
are a number of individual working there. They will let people
outside the Territory know that your product is available, and how people can
contact you. It is just one more piece of marketing, but it is an important one.

Nunavut Tourism also provides This means that
they are always gathering facts and information on tourism products
that people want to buy in Nunavut. This is very important because:

“More people buy what they want to buy than what you want to sell!”

If Nunavut Tourism knows that people want historical walking tours, they
will tell you. Then, you can decide if you want to offer this product. They
may say that people are asking for fishing, or floe-edge . Their
information is reliable and can be very helpful in making decisions.

Finally, working with Nunavut Tourism gives you a community of
industry colleagues. You will meet other tourism people, receive
updates, and find out about new ideas that may spark your own

. You will also have a resource to help you
build and market your product. They can offer guidance and support
throughout the time that you are working with your tourism product.

And, if you want to get more involved, you can run for the

The Nunavut Tourism needs local to help them understand
life in the small communities. Your participation would help them to
understand the issues that face you as you build and develop

your products.

Nunavut Tourism is the only tourism
organization, and it is there to help you.
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8 .1 Learning Activity

List the ways in which you would most like
Nunavut Tourism to help you regarding:

. experienced feedback on your product ideas

. directions on licensing, insurance, permits and
government regulations

. marketing your product

Travel Nunavut's Product Development Workbook
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Conclusion

What you ve learned

This Workbook has covered the
knowledge and process required
to develop a tourism product. It
has looked at how ideas get turned
into products, who to look to for
help, and how to set a for
your product. It has also provided
some basic ideas about marketing.

Of course, things can change.
When you go out onto the land
or onto the water, you have

an idea of your journey and

the reason that you are there.
But, as you know, the direction
may have to change because
weather can be unpredictable.

In the same way, you will make
adjustments to your original idea.

It is the same with tourism.

You hear new stories, you have
feedback from , you get
new ideas, you see how you

can improve. You may need to
change your (up or down!).
You may get more people than
you thought, and need to find
help. You may decide to do even
more marketing. Each change
and adjustment needs thought.

And, as with the hunter on the land
or the boatman on the water, these
changes will become natural.

Before you make changes,

however, don't forget that there
are resources to help when you
have problems or difficulties.

From Nunavut Tourism to the

local EDQOs, there are people who
understand running a business
and how to make the adjustments.
You should always feel free to ask.

Nobody has seen it all. Nobody
has all of the answers. It is only
through sharing ideas, problems,
and successes that we can all
grow. And business is no different.
Always talk, always ask, always
listen, and always keep thinking.

The tourism business is wonderful.
It gives an opportunity to welcome
people to your community from

all over the world, and lets them
learn a little about your language,
culture, heritage and landscapes.
Itis a window to the outside world.
As more people become aware

of the North and its peoples,
tourism offers a fine opportunity
to tell your story in your way.

Enjoy and welcome tourists,
and make sure that every visitor
has a little more awareness

and understanding of the
Nunavummiut way of life.

In business, there is no such
thing as a stupid question.
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Glossary



Every industry uses certain
words in its own way. In
alphabetical order, here are
most important words that we
will be using in this Workbook:

A person who sells a
product on behalf of an operator.

A group of experienced
people who provide guidance
to an organization.

People
who are already in your
community for your work.

Formal approval
to operate as a business.

Arithmetic,
figuring out costs and prices.

The
different people who help to make
a tourism “product” or service
successful. The way that different
people work together to find
clients for individual products,
programs and packages.

Customers—the people
who buy your services or
products. (Related term: leisure
clients, business clients)

Working
together, partnering.

A small amount of
money paid to different people
in the chain of distribution in
exchange for services that
help to bring in new clients.

Businesses that
offer the same or similar products
to those you are developing.
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The amount of money it will
take you to offer the product.

Potential
clients from Canada.

An amount
of money paid in advance to
reserve a seat or service.

A change
in the economy experienced
because of certain activities.

Things you need
to spend money on.

Costs that remain
the same no matter how many
clients buy the product.

Marketing that uses word-of-
mouth, presentations, radio
announcements, etc..

Potential
clients from other countries.

A list of people taking
your product on a particular day.

The schedule of things
that have been planned.

Rules or laws.

People who travel for fun.

A legal responsibility
that means you may need to pay
someone who experienced a loss
or an injury because of something
you did (or neglected to do).

The potential clients
who might buy your product.
(Related term: market research,
domestic market, international
market, market intelligence)

Facts and
information that have been
gathered to help the tourism
industry with marketing.

The process of
finding out as much as you can
about the group of people who
might buy your product or service.

All activities that
let people know that your
product is available.

As requested,
possibly without much notice.

Marketing
that uses the internet (websites,
Facebook, Instagram, blogs, or
online discussion groups).

The person who
offers and operates individual
products. Operators offer their
product on an on-demand or
a scheduled basis, and offer
prices for individuals or groups.

Expenses (like insurance, licences,
advertising or commissions) that
are related to running a business,
not just to certain products.
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A larger collection of
programs (perhaps in different
communities) in combination with
airfares and hotel accommodation
that is offered by a tour operator.
Packages can be simple or
complex, and may even include an
airfare from overseas. Packages

are designed to make a destination

easy to sell. Packages also offer
tourists an advantageous price.
For example: Round trip airfare,
hotel, meals, boat trip, guided
tour and tea with elders are all
sold to a tourist for one price.

Sells a tour program,
made up of different products,
to tourists or the travel industry.
The packager, who is sometimes
known as a tour operator, is
responsible for ensuring the
program is delivered, and that all
the components are delivered.

Marketing that uses posters,
leaflets, or brochures.

Rules, regulations
and guidelines that describe
what's allowed.

The amount of money
that an operator charges a
client to provide the product.
(Related term: pricing)

What you will charge for
a product or service when you
know what your expenses are and
when you know how much clients/
customers might be willing to pay.
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Any single activity or
service offered by an operator. This
can range from a free attraction
to paid activities such as a guided
walk, an airport transfer, a home-
visit with coffee, a boat tour, an
archaeological tour, storytelling or
a cultural exhibition. Products can
be combined together to make a
program and/or package. (Related
term: tourism product, product
development, product offerings)

Turning
tourism ideas into products or
services that can be sold.

Tourism
products that are being
offered to clients.

The amount of money
that an operator will make
after subtracting costs from
what clients have paid (price).
Profit is the difference between
the total cost and the price.
(Related term: profitable)

Able to provide
an income after expenses
have been paid.

A local tourism program
that is made up different products.
As an operator, you control your
parts of the program. A program
is offered by a programmer
and is a combination of two or
more products offered by one
or more operators. Example:

a boat tour with lunch and a
guided walk and transportation
to and from the pick-up point.

A local person
or organization who puts
together a package that
combines and coordinates
various activities offered by
one or more local operators.

The laws and rules
which everyone must follow.

How sure people
are that someone will do
what they have promised.

The process of getting
a commitment from a client
to purchase a product.

Specific steps you can
take to get to a particular goal.

Able to
exist for a long time.

Spread out across
the whole territory.

Another term
for packager. The person or
organization that combines
all elements of a travel
itinerary for sale to the general
public or travel industry.

All the people who
are either involved in tourism
or who travel themselves.

Costs that
you have for each client.

Travel Nunavut's Product Development Workbook
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