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Foreword

The Office of Special Education and Rehabilitaiive Services
has for many years recognized the value of ‘camping as an
important aspect in the lives of handicapped youth and adults.
Since 1971 when the former Burecau of Education for the
Handicapped provided funding to help sponsor the National
Conference on Training Needs and Strategies in Camping,
Outdoor and Environmental Recreation for the Handicapped
at San Jose State University, there has been a nationwide
movement toward including handicapped children and adults
in organized camping programs.

The material contained in this book and other volumes that’
make up the Camp Director Training Series are the result of a
three-year project funded by the Division of Personnel Prepa-
ration. In funding this effort, it is our hope that the results of
the project will help make camp directors.and other persons
more aware of ‘the unique and special needs of disabled
children and adults; and to provide information and
resources to better insure that those needs are met.

The Office of Special Education and Rehabilitative Services is
committed to the goal of equal opportunity and a quality life
for every handicapped child in the United States. Opportunity
to participate in camping programs on an equal basis with
their non-handicapped peers is a right to which all handicapped
children are entitled. However, this goal can be achieved only
if those responsible for the provision of camping services are
likewise committed to this goal.

William Hillman, Jr., Project Officer, 1979- 1981
Division of Personnel Preparation,

Office of Special Education and Rehabilitative Services
Sept. 1981 .
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Emblazoned across the mantle of the fireplace at its National
Headquarters are the words ‘‘Better Camping For All.”’
Nothing more easily sums up the basic purpose of the
American Camping Association (ACA) in its 75 years of
existence than do these words. From its very beginning, the
Association has been ‘concerned about providing ‘‘better’’
camps. That concern has led to a continuing study and
research for the most appropriate standards for health, safety,
and better programming in the organized camp.

That concern for standards of performance in the operation
of the summer camp led to an awareness of the necessity of an
adequate preparation and continuing education of the camp
director. Various short courses and training events were
developed in local ACA Sections and at ACA national con-
ventions. Many institutions of higher learning developed
curriculum related to the administration of the organized
camp.

By the late 1960s, the American Camping Association
began the development of an organized plan of study for the
camp director that would insure a common base of knowledge
for its participants. Three types of camp director institutes
weire developed and experimented with in different parts of
the country. In 1970, the Association adopted a formalized
camp director institute which led to' certification by the
~, Association as a certified camp director. Continuing efforts
were made to try to expand and improve upon the program.

After the first decade, it was recognized that the program
must be greatly expanded if it were to reach camp directors in
all parts of the country. Centralized institutes of a specified
nature often prevented wide participation by camp directors.
This led the Association to consider the importance of.
documenting a body of knowledge which needed to be
encompassed in the basic education of any camp director and
to explore methods by which that information could be best
disseminated. :

During the years 1976-78, the Bureau of Education for the
Handicapped, U.S. Department ‘of Health, Education, and
Welfare, funded a three-year project to determine the basic
competencies required of a camp director who worked with
the physically handicapped. Under the leadership of Dr.

o C. .

.

»
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Dennis Vinton and Dr. Betsy Farley of the University of
Kentucky, research was undertaken that led to the documenta-
tion of the basic components of such education. It was deter-
mined that 95 percent of the information required in educa-
tion of a director of a camp for the physically handicapped
was generic. Only 4 percent or § percent related specifically to
the population served.

Meanwhile, the American Camping Association had begun
to recognize that the word “‘all”’ in its motto is an obligation
far beyond its extensive e¢fforts over a number of decades tc
insure oreanized camping experiences for children of all racial,
ethnic, ana socio-economic backgrounds. Camps began to ex--
pand their services to a variety of special populations to-.'ncom-
pass all age ranges and persons with a variety of phys:cal and
mental disabilities. The message soon reached the Association
that any camp director education program must help all camp
directors to understand and explore the needs of the new
population the camps were serving. Chief among those new
populations were the campers with physical and mental
disablements. .

In 1978, the Association approached the Office of Special
Education. U.S. Department of Education. and reauested
funding for a project to expand its education program based
on the materials developed by Project REACH, a research pro-
ject funded by the Department of Education at the University
of Kentucky; the intent was to include training for directors
working with the handicapped and develop a plan for wider
dissemination of camp director education opportunities.

A subsequent grant from the department resulted in
Project STRETCH and three years of monitoring camp
director education programs, revising and expanding the
basi¢ curriculum for such programs, and developing new
materials for use in expanded programs.

As we near the end of Project STRETCH, the American
Camping Association is pleased to find that the project has
helped to greatly heighten the level of awareness of the handi-
capped and their needs in the camp director community.

This volume is cne of severai volumes that wili insure
“Better Camping for All’* in the decades ahead.

Armand Ball,
Executive Vice Presiden:
American Camping Association
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A Brief Overview

As you prepare to embark on an ACA Home Study Course, Lt
A8 Ampontant to nemember that as in othern ACA educational
opportunities (Linstitutes, seminanrs, managerials, ete.),
there 45 a core cwwiculum upon which the course is
based. The core cuviiculum has been approved by the
cwviiewlum commitiee of the American Camping Association.

Through home study, you will have the opportuity for a
one-on-one relationship between you and your {nstructon.
The instructor will be able to give you his/hen undivided
attention to facilitate yourn undenstanding and masteny

0f the study material. You will also be able to work on
your own time schedule at your own pace.

A unique featurie of ACA Home Study .(s owr individualized
approach. Recognizing the special needs of adult
Learners and differences between individuals and their
preferences forn certain types of activities, ACA Home
Study Counses have incorporated an approach to allow each
Learner some independence in designing his/hen own plan
0f study with the Anstructonr.

Instructons. Instructons gor ACA Home Study Counses

are selected and assigned by the National Office on the
basis of thein experience as camp directors on educatons
An the area of camp administration and thein ability to
effectively facilitate the study of other adults seeking
to increase thein knowledge Ln the §ield of onganized
camping. Modt Anstructons are happy to confer by phone
showld you nun into a problem. Your instructorn's phone
number 48 Listed An youn Letter of acceptance.

Counse Onganization. Each courtse consists of four
phases. Phase 1: Becins with a needs assessment to
determine where your strengths and weaknesses Lie in
terms of the areas to be covered, nesources you have
available, and questions on buwning issues you wish to
have andwered .in-addition to the curiculum. You are
also asked to complete a vita detailing your experience
and previouws education.




Phase T11: Consists of the development of a plan of study
to be followed by you and completed within twelve (12)
months of {ts approval by your insthructor. 1§ necessary,
an extension may be approved by your insthuctor gor an

additional six (6) months. The plan of work (s developed -

by cooperation between you and your instructor and Lt 44
based on a set of recommended Learning assignments
provided (Lessons). Note: ALL materials grom the
student required forn Phase 1 and 11 should be sent to
youwr Ansthuctor within one week of the notification of
youwr ansthucton's name and address.

Phase 111: Tnvolves the actual study. The instructon
assigned 45 avadclable to you any time you need him/her
by Letter on phone to answer any problem areas on Lo com-

“ment on your work agter yow have completed an assignment.

You may Send in yourn assignments one at a time, cr all
at once. A balef discussion on each area of the cowise
L8 adso provided 4in Phase. T11.

Phase 1V: Concludes the course with an evaluation of youn
work by the instructon, of the instructor and cournse by
the student. )

Texts: There «s more than one text wsed for each course.
Because 0§ the Lack of a comprehensive text in the field
0§ camping for most areas, headings are required ghom a
variety of sowrces. Agreement on readings which are
requined for the course s one of the tasks of the plan
0§ work which s developed 4in Phases 1 and 11,

Begin Course: As soon as you recedve your materdials fon
the cowwse, begin work. Leaf through the study guide to
get a 4eel for the cowrse. Complete Phase 1 and 11 within

a week of recedving the study guide and mail all requested

materials (needs assessment, vita, heading Liszt, and

_plan of work) to your assdigned insthucten.

Youn instructorn willd review your materdals and approve oh
add areas to your plan of work. This should be =eturned
to you by your instructor within one fo Atwo weeks. You
will then have a maximum of twelve (12) months to complete
your plan of study (L§ needed, you may request a s4ix (6}
months extension from yourn Ansthucton). As soon as you
recedve your approved plan of work, begin study. You may
find Lt easien to put yourself on a time schedule to
complete one area ¢f the cowse per week and return Lt to
yourn insthuctor forn his/her comments, or you may find Lt
simplen to send in all assignments 4n Phase 111 at once.

&



Cireuct time (time between your mailings uﬁté@ youn
nsTwclon returns a mailing to you) takes about two
(2) weeks.

Evaluation: Once you have completed all assignments
satisgactonily, complete the evaluation gorm «nd send
&t directly to the National ACA Office. A course
certificate of completion will then be sent {o you.

Cancellation and Settlement Policy for ACA Home Study Courses

We are congident you will be datisfied with your program of study through
the American Camping Association. Should you decdde to cancel, we provide
you with this Liberal cancellation Jolicy.

A student may terminate an ennollment at any time by notifying the ACA
National Office.

. A student nequesting aanae,&é’,af/ion within 7 days agten the date
on which the enrofldment application is A(gned shatl be given a
negund of all monies paid to the Amesican Camping Association (ACA).

2. When cancelling agtern this 7-day period, and until yourn instructon
necelves the §inst completed assignment (Needs Assessment), an
administrative fee of 20% on $25 (the Least amount) of the tuition
shall be netained by the ACA. '

3. Aften your Anstructor neceives the it completed assignment
(Needs Assessment), and prion to completion of a Plan of Study,
upon cancellation of an enrollment the ACA will retain an
administrnative fee of 30% of the tuition.

4. Aftern the student has completed the Plan o4 Studg, the student
shatl be Liable fun the fuld tuition and there will be no refund. -
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The Desired Outcomes of Camp Director Education,

A CAMP DIRECTOR SHOULD BE ABLE TO:

1.

IT.

I1T1.

1V.

VI.

VIT.

VITT.

1X.

XT.

XIT.

X111,

Demonstrnate an understanding of the Life span characterdisties
and needs of the constitutencles which he/she serves and directs
ineluding the effects of biological, psychological, and socio-

“cultunal systems on the growth and behavior of these persons.

To determine which persons he/she could serve and (dentify the
Amplications forn his/her camp. :

Assess his/hern strengths and weaknesses n relation to his/hen

own philosophy and the philosophy of other persons i the camp-
(ng professicn, community, and camp, his/hes nelations with othens,
and his/hen professional eompetencies.

State. interpret and defend his/hen camp philosophy, goals and
chiectives and how they relate to the constitutencies which he/
she seaves and the soclety n which he/she Lives.

Design a camp pregham to achieve the goals and objectives of
his/hern camp n temwms of campen development.

To develop and justify the orgaizational desdign mest conducive

Cto the achievement of his/her camp's philosophy and objectives.

Develop a comprehensive stafsing plan :n a manmes which (mplements
fuis/her camp's goals and adds his/hern staff's personal and pro-
fessional growth.

Know the values ¢f caganized camping and be able to interprete them
to prospective parents and campers, stafh, and the non-camp com-
munity utilizing vardied rescwrces and methods.

Design a continuows and comprehe:. e evaluation progham for
luis/hen camps.

Analyze and develep a comprehensdive camp liealth and- sagety system
which 48 consistent/supportive of the camp philosophy, goals and
objecteves.

Analyze and develop a camp's food service system which L8 con-
sdstent and supportive of the camp philosophy, goals and
obfectives. :

Analyze and develop business and financial systems consistent and
supportive of the camp philosophy, goals and objectives.

Analyze and develop a comprehensdive plan for sitels) and facilities

management consdistent and supporntive of the camp philosophy, goals,
and objectives.

1




"ACA Home S:ady: Student Instructicns

Phase 1: Needs Assessment, Reading List, and Vita
Attached are the forms you need to complete fon Phase 1. These
Lnclude: ’

1. A Needs Assessment Form: Each cwwiicidum area 0§ this
cournse 45 Listed on the form with a 1 to 10 scale
‘underneath the statement.

PLease nate yowrself as follows:
1 %0 7 - 1 have insufficient hnowledge in this arca

3 %0 4 - 1 have knowledge to {dentify some nesowrces

520 6 - 1 have performed some work An this area
with assistance

7 to & - 1 have penformed (ndependent work on Ainstructed
othews in this area
9 Lo 10- By virtue of tradining and experience in this area,

I cowld be called upon to apply my expertise
Lo Anstruct on consult any camp on constituency

Space 45 also provided fon you to comment as o Whg you
rated yourself An such a manner on each topic.

2. Reading Checklist - T¢ enable your {nstructon to make reading
assignments, a necommended reading List 45 attached. Please
mark with a check (V') those materials you own or could get

i access Lo, :

3. Vdta: To give yowr {nstructorn a better understanding of
youwr tackground, you are also asked to complete the vita
attached.

Phase 1 and 11:
Phase 1 and 11 Ltems should be mailed to the course inathucton

(Listed 4n yourn course acceptance fLettern) within one week of the
date you hecedved Lt. '

poosk
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NEEDS AS?(\'_I,SSMENT FORM
'\

Name

. ‘ . To be comnleted orior to training by
Camp N .
p Name : participant and returned to Instructor

No. years camp experience

Below is a listing of the competencies identified for the managerial you will be taking in BusineSs Management. For each competency, please
indicate how you would rate yourself in relation to a) your present ability at performing the task; and, b) the amount of training you feel you need
in this area. Use a scale of 1 = low to 10 = high, putting an "X" through the number that best describes your response in each category. Please
add any additional comments youv feel necessary to clarify why you rated your abilit as you did.

——

R com EfEQC" Your Present Ability Amount of Training
: PETENCY : I Need Comment.s
low - high {low high
1. Knowledge of and ability to identify (1) resources for securing appropriate '
federal, state and local laws and of (2) ACA Standards relating to camp .
business management. 12345678910 12345678910
. <
2. Knowledge of business management systems, including fiscal operations. ' 12345678910 12345678910
. ’
3. kKnowledge of office management, record keeping and reporting procedures. 12345678910 12345678910
4. Ability to identify various patterns of ownership and financial arrangements. 12345678910 1234567809 10
5. Khowledge of various types of insurance coverage available to camps and ability
. - l «
1.0 identifyv professional resources, ; 23456780910 123456780910
6. Anility to establish a system for the camp's business operation, § 12345678910 12345678910
i
7 Ability  t ' lyze implicati £ th al business o atio hen servi; :
. |3 o a e cam usin 'peration whe :
LAty %O anatyzeé implications for P op  12345678.9 10 12345678 9.10
the nanhdicapped. : a




The goal of this managerial is "to help the participant gain an

understanding of how to establish and supervise the camp's business
management program." Please describe what you would like to learn
in this area (special concerns or problems)




READING CHECKLIST

Please check (V) those publications you own or can get access to.

AVAILABLE THROUGH ACA PUBLICATIONS

CM 07 Wilkinson, Robert E. 1981 Camps, Their Planning and Management.
St. Louis. The C.V. Mosby Company. -Chapter: 9. .

CM 01 Rodney, Lynn S., and Ford, Phyllis M. 1971. Camp Administration.
New York. John Wiley and Son. Chapter: 12, -and 13. o

CM 36 Armand B. and Beverly H. Ball. 1979. Basic Camp_Management.
Martinsville, IN. ACA. Chapter: 8, T3, and 15

L)

(M 39 Robb, Gary. 1979. The Camp Secretary. Lexington, KY.
Project REACH. .

CS 01 Camp Standards With Interpretations for the Accreditation of
Organized Camps. 1978. Martinsville, IN. ACA. .

© MT 01 Herron, Douglas B. 1977. Marketing Manacement for Social Servica
Agencies. “Association of Professional YMCA Directors.

Tips: American Camping Association, Martinsville, IN.

CM 22 Tip #3: Model for An Affirmative Action Policy. .

CM'23 Tip #4: Check List of Items To Be Included in A Camp Lease
. Agreement . :

CM 24 Tip #5: FICA/FUTA Tax on leals and Room

CM 27 Tip #7: Guidelines for Application of Federal Minimum Wage.

CM 30 Tip #8 Equai Opportunity Regulations . ’

'

OTHER RESOURCES:

"ARMA." Association of Records Managers and Administrators, Inc. 4200 Somerset Or.,
Suite 215, Prairie Village, KA 66209 »

Edginton, Christopher R. and John G. Williams. Productive Management of Leisure
Service Organizations. New York: John Wiley and Sons.

"IRM." Information and Records Management, Inc. 250 Fulton Ave., Hempstead, N.Y.
11550 '

"Modern Office Procedures." The Magazine of Management. Information Processing
.and Work Environment. 612 Superior Ave., W. Cleveland, OH 44113.

Rodney, Lynn S. and Robert F. Toalson. Administration of Recreation, Parks and
Leisure Services. New York: John Wiley and Sons, 1987.
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ARTICLES IN CAMPING MAGAZINE:

Caden, Curtis. "Risk Management Insurance.: V50#6 (May, 1978) p.15
“Car Leasing Plan.: V49#1 (Sept.Oct. 1976) p.27 .

"Cost of Camping Survey." V53 #4 (March 1981)

ET]is, Jan. "Camping Outlook Good, Says I.U. Economists.

“The Cost of Camping." V48#4 (March 1976) p. 17 _

Doucette, Robert. "Tuition Rate Setting for Organized Camps: An Economic

Analysis." V61#6 (May 1979) '

Eustic, Dr. Warren. "Legal Access Helps Lessen Director's Worries." V49#2

- (January 1977) p.10

Levine, Frank. "Reduce Camp Property Taxes." V51#4 (March 1979) p.10

Poulter, Glenn. "Starting A Camp." V50#4 (March 1978) pl12 .

“Report Studies Economic Impact of Maine's Organized Camping." V49#3 (February 1977)
. p.7. s '

Rolfe, Stephanie. "Computers in Camp Management." V50#4. (March 1979) p.12

Washburn, Frank. “Sound Budgeting: Key to Successful Camp Operation." V52#4

(March 1980) p.9 :

ARTICLE(S) IN JOURNAL OF CHRISTIAN CAMPING::

Angelo, Dick. "Camps and Interns Helping Each Other." V10#6 (Nov./Dec.1978)
"Contacting Commercial Suppliers." V.11#2 (March/April 1979) p.35
"Discards and Computers." V12#3 (May/June 1980)

"Do I Need a Permit to Eat My Lunch:" VI0#1 (Jan./Feb. 1979) p4.

Dodd;idge, Ben. "Adaption of Business Tools by Christian Camps." V9#3 (May/June
1977) p.13 : ' .
Drucker, Peter, "How To Develop A Growth Strategy." V12#1 (Jan./Feb. 1980)
Frem?]ing, Robert. "How Not Too Look a Gift Horse in the Mouth." V9#5 (Sept/Oct.
1977) p.14 _ o . , '
Gluck, Harold. "When Are Depcsits Not Deposits.: V12#5 (Sept./October.1980)
Haslam, Larry. "Balancing a-'No Gifts'Budget." V10#6 (Nov./Dec. 1978) p.10
"How To Purchase For Your Camp." VI10#1 (Jan./Feb. 1979) p.38
"Is Social Security Best For Your Camp Employees." V10#1 (Jan./Feb. 1978)
.Johnson, Sam. "Future Seems -Bright For Camps.w v.12#1 (Feb. 19871)

June Stump. "When Do You Need a Consultant.: V13#1 (Jan. 1981)

_Kraning, Bob. "Concerning Taxation In California." VI12#1 (Jan./Feb. 1980)
Pearson, John. "Going Year Round-Some Things To Consider." V11#5 (Sept./Oct. 1979)
"Pricing Dilemna." V.10#1 (Jan./Feb. 1978)

Poddridge, Ben. 'Changing Society Needs New Horizons." V12#5 (Sept./Oct. 1980)
“Toward the Development of a Practical Approach For a Solution of the Pricing
Dilemna." V10#1 (Jan./Feb. 1978)

"Should Camps Pay Property Tax." (May/June, 1979)

“What Suppliers-and Purchasing Agents Say ABout Competitive Buying." VI2#1
(Jan./Feb. 1980) ]

"Why Camps Add Parrallel Industries." V10#4 (July/Aug. 1978)
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N ACA Home Study Course Vita

VITA

Please complete the following Angormation:
NAME : Phone -

ADDRESS - : Age

Education Name of School Location Dates Majon

College (s)

|
|
{
Othen ?
Education j

Expernience | Youn Position/Responsibility | Location Dates Comments

A. In Onga-
nized
Campding

B. With Dis- - I
. abled Pen-
S0nA

-11-




Home Study Course - Vifa (Continued)

II. Special Training Dates Location Sponson

IV. Why do you want to take this counse?

V. What is your present occupation and your Long-hange career goal?

‘ [
W
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Phase II: Plan of Study for ACA Home Study Course

On pages 17 and 18, you will find a list of recommended learning
activities for this course. You are nét limited to these activities
in developing your proposed plan. Howéver, you must select or
propose at least one activity for each competency listed ahd
dgécribe how and when you will report it to the instructor on the

Plan of Study form attached.

Your instructor will reviéw your plan and make any changes or
additions he/she deems necessary to'apprdve it. Once your plan is
approved by your instructor and returned to you, you have 12 months
from the date the work plan was approved to complete all assignments

and return them to your instructor. If you cannot COmplete_the work

by the end of the 12 months, you may request a 6-months extension

from your instructor.

Your Plan of Study for Phase II should be Submitted to your instructor

with the items requested for Phase I.

v

Q)
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ACA HOME STuUDY

INDIVIDUALIZED PLAN OF WORK

NAME

COURSE BUSINESS MANAGEMENT

Below is a listing of the competencies required for this course. For each Competency please identify what you would
like to do to gain knowledge and demonstrate your understanding of this area, This should be returned for your In-
structor's approval. Your Instructor will make additional suggestions on your Plan of Study. You then have 12 months
to complete all work. PLEASE BE SPECIFIC AS POSSIBLE IN COMPLETING YQOUR PLAN.

COMPETENCY : STUDENT*'S PROPOSED PLAN INSTRUCTOR COMMENTS AND ADDITIONS
A (To. be completed by student) (To be completed by Instructor)

Knowledge of:
1. Federal, State, Local Laws and
ACA Standards related to camp
business management

2. Business Management system in-
~cluding fiscal operations.

3. Office Hénagement, record keep-
ing, and reporting procedures,

4. Various types of insturance
coverage available to camps
and professional resources.

. AoTTity to:

1. Identify various patterns of
ownership and financial
arrangements,




COMPETENCY

STUDENT'S PROPOSED PLAN
(To be completed by student)

INSTRUCTOR COMMENTS AND ADDITIONS
(To be completed by Instructor)

0

2. Establish a system for the
camp's business operation

-16-




FOR STUDENT INFORMATION ON PLAN OF WORK FOR BUSINESS HANAGEENT MANAGERIAL

The fd]]owing is a list of suggested learning activities for the Business
Management Mangerial. :

You are not limited to these activities in developing your proposed plan. How-
ever, you must propose at least one activity for each competency listed, and
describe how you will report it to the Instructor.

1.

Knowledge of Federal, State, Local Laws, and ACA Standards Related
to_Camp Business Management.

a.

Prepare a list of all laws and standards which effect the
camp business operation. '

Visit representative(s) of the various state/federal/county
agencies which enforce laws and regulations required, when
operating a camp. Develop a list of those which must be
handled periodically (yearly, monthly and those which must be
handled on a regular basis). : -

Knowledge of Business Management Systems Including Fiscal Operations.

a.

cr

Prepare a chart of your camp's business management systems
(purchasing, budgeting, personnel, record keeping etc.), who

is responsible, frequency or date to be prepared, key procedures
involved.

Read Braumback’s How to Operate a Small Business, or another
book on business management. Summarize the principles of office
management you learned which you feel would -be helpful to your
camp's business operations. :

Knowledge of Office Management, Record Keeping, and Reporting

Procedures.

-

Visit a Camp business manager/director and discuss their ‘usiness
management system and office management practices.

Attend a’ demonstration of a minicomputef and evaluate the app-
licability of a new system (such as a computer) to facilitate
your camps' office management and record keeping.

Knowledge of Various Types of Insurance Coverage Available to Camp

And Professional Resources.

a.

Contact an experienced insurcnce broker who handles camp insurance
and determine various types of insurance coverage available for
a camp-risk management plan,

Visit two other camps and determine what types of insurance
coverage and limits their camps carry.




Page Two-

Business Management

5. Ab1]1ty to Identify Various Patterns of Ownership and F1nancna1

Arrangements

a.

,Call your camp attorney and find out what options an agency or

pr1vate1y owned camp can select in terms of ownersh1p (incorporat-
ing, nonprofit, etc.), and f1nanc1ng.

Visit a private and an an Agency Camp Director. Discuss their
pattern of camp ownership, its strengths and weaknessess.

6.  Ability to Establish a System for the Camp's Business Operation.

aﬁ

SS.(4/81)

Study the camp business operation of two camp operations
Evaluate their business systems consistency and support for their
camp ph1losophy. goals, and objectives.

Summarize, anzlyze, and discuss the relationship of your canp's
business management system to the total camp operation.

L
>
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Phase III. Learning Assignments

: o
A brief introduction/discussion has been written for you to réad along with

each area you will study.

This information is to be used as "food" for thought as a starting point
for information. Itiis ﬁot'the extent of the information you need to know

from each area of study.

Also contained in this section are copies of the ACA Home Study Learning
Activity Report. Please attach a copy of this form to-the front of each
assignment as listed on the Plan of Study approved by your instructor. You

may send in more than one assignment at a time.

Should you have problems with an assignment, your instructor is only a phone'

call away. The instructor's name is listed on your letter of acceptance.

You have one year from the date your plan of work was approved by your

1nstructor to complete a]] work unless he/she has granted you an extension.

Good luck!




BUSINESS MANAGERIAL

> N
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/Lesson One/

Competency Area(s): Knowledge of business management ‘systems, including
fiscal operations.

Ability to establish a system for the camp's business
operation, '

Suggested Réadiqg§; Camps: Their Planning and Management, p- 16-60,
' 257-277 »
. Marketing Management for Social Service Agencies
) Camp Administration, p. 28-48 ‘
"Computers in Camp Management", Camping Magazine, ’
March, '1979 (Appendix)

Objectives: 1) The student will analyze him/herself in terms of the kind 4
. 'of administrator that he/she is. and will be able to assess
the management skills which are needed to improve upon the
administration skills.

2) The student will list the five basic administrative pro-
cesses and explain how each is important to the camp-
operation.

3) The student will diagram the ideal organizational structure
for a camp which ha/she is familiar.

4) The student will describe the management system used in
his/her camp.

Discussion:

To reach the goals and objectives of any camp, it is necessary to
have a management system which makes the best use of the resources which
are available for the camp. The role of the manager is éo meet the goals
of the organization. To do this, the manager must use the resources and

tools which are available.

To be an effective manage? and to create a real management system
. within a ¢amp, the"pénager must possess a numbér Of‘qonceptual,.hqman, .
“and technical §kilié.‘ As a camp mahager,;aﬁfiﬁdividuglimuét become éware
of .the kinds of skilis needed .and seek to find how to better reach the

organization's goals. Taking this course is an excellent way to begin

The previous numbered page W
tha orisinal document was blank
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to dorjust that;
No matte; which particular system one uses to maﬁage the camp (MBO, -
PERT, PPBS or whatever), there a;e/several specific administrative pro-
cesses which ﬁust be addressed. The first process iAvolves planning of
looking ahead and déveloping a‘carefdlly organized course of action. ’This
doesn'; just'ﬁéén responding.to problems whgn they occur but anticipa?ing
them and tryinévto identify and plan for poséible situations. The éémp
director is ulti;ately.responsible for what’ﬁﬁﬁﬁgﬁ; at cgmp,dbut it is
always a good idea to involve the staff‘as much as pésﬁibie in planning
for the camp session. .
Organi zing is a second adminzstyative process. It consists‘of !
dividing and grouping the work that should be done and defining the.
established relationships between individuals who do this work: An
important part in the“o;ganizing process 1is delegating. Obviously

the camp'airectdr can't be everywhere all the time, so he/she must

know how to delegate and supervise others in performing many‘of the tasks.

~

Closely ;elated to the process of organizing is ﬁhat of coordiﬁation.
Coordination within the camp means uﬁifying énd integrating the numerous
parts of the camp into a sﬁooth wofking order. The larger and more com-
plex the camp, the greater the need for good coordination between units,
specialties, and staff positions. The coordination process can be
strengthenea by instituting effective communication means, using organi-
zational charts, and regular supervision.

The fourth process is the process of initiating action and is re-

ferred to as directing. This is the act of translating the plans into

*

.ACTION. There are many ways which this can be approached; but the key

element is‘leadéf§hip which is needed to feach;fhé camp's goals,i

v D ' ! . . i

. - | o2y
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. . The last process most commonly done in an%gmanagement system is
evaluation. This may be one of the most'important processes, yet research

shows us that &t is the least often done. Many methods for evaluation

‘exist and it is essential that a camp set up some kind of plan for evalu-

b

ation of its program as well as its staff.

Every camp has as part of its managément system some kind of organi-
zational séructqre. Some of these are highly informal.and others ére
very formal. A system of organization shows the relationship of people
to each other and indicates the functions andtduties of thé individuals.
A diagram for the camp organizational system is often very hélpful in
depicting the relationships which exist.

The development of a management system and the implementation ofhsuch_
a sysiem into a camp may be an evolving process. New systems are con-

tinually tried by creative managers. In addition, new technologies,

such as computers, are becoming helpful in the process of updating

management systems. Many good books exist on the various kinds of

management systems and. each camp must determine what is best for that

- .

particular camp.

Activities:

‘a. Prepare a chart of your camp's business management systems
(purchasing, budgeting, personnel, record keeping, etc). Who.is respon-
sible, frequency or date to be prepared, and what key procedures are
involved? o

b. Read Brauback's How fo Operate a Small Business, or another book
on business management. ‘Summarize the principles of office management
you learned which you feel would be helpful to your camp's business
operations. ' _ ‘ C ‘ .

'c)'étudy the camp business operatidn of two camp operations. Evalu-
ate their blusiness systems consistency and support for the camp philo-

~ sophy, goals, ‘and objectives.

d. Summarize, analyze, and discuss the relationship of your camp's
business management system to the total camp operation.
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Review:

Can you 1)
2)

3)

4)

Describe what is meant by technical,’ conceptual, and human
skills? ‘ ‘ _

Give an example of how you use the five administrative
processes in your camp?

Draw your camp's organizational structure.

Explain the philoscphy behind the management system used
at your camp?

Describe five ways which could make your business oOperation
more efficient? c




o
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BUSINESS MANAGERIAL

/Lesson Two/ L

Competency Area: Knowledge of office: management, record keeping, and
reporting procedures.

Suggested Readings': Administration of Recreation, Parks, and Leisure
. Services
Camp Secretary
Camps: Their Planning and Management, p. 212-218
Camp Administration, 310-324

"Sound Budgeting: Key To Successful Camp
Operation." Camping Magazine (March 1980) ' (Appendix)

Objectives: 1) The student will identify the kind of tasks which occur in
a camp office setting. :

2) The student will list the kinds of office equipment that
are necessary for effective office operations.

3) The student will design appropriate office records which
are needed in a camp operation.

4) The student will write appropriate job descriptions for
office staff including the secretary, business manager,
and the camp director.

Discussion:

Because very few camps possess all the resources which are needed to
reach all the camp or agency goals, it is especially important that the
available time and resources are managed wisely.  An efficient<office ,
management system ‘can reflect very well on the camp" and the administrator.

hY

'Besides that, 1t is’ just plain good business practice to conduct business

in an orderly and efficient manner. ,This orderly and efficient practice

includes defined office.procedures, usable ednipment, record keeping

procedures, and methods for procuring reports and information easily.
Most camps have some kind of administrative center~at.camp. This

center should serve as the place where a large number of. the business

functions are carried out including correspondence, preparing reports,

-25-
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filing materials, ordering equipment and supplies, and maintaining count-

>

less records. The business office also may serve as the reception and

communication center for the camp. Regardless of the size of the camp,

all these kinds of activities are required.

Many camps will have a camp secretary and/or_a business manager who
take care of many of the administrative record keeping procedures. The
busieess manager is generally responsib1e>for the business aspects in-
cluding food service, health center, and property management. The job
can be very extensive. This Jjob, however, may also be the camp ditector's
or camp‘administrator's depending upon the staff used. The camp secretary
is an essential jab. He or she is ueually responsible for such business
operations as buokkeeping, maintaining‘files, clerical duties, recep-
tionist, manaéing the telephone, and managing supplies.

'The use of modern office equipment is an important censideration as
a sound business investment. The size of the camp and the amount of work
transacted may affect Qhat.is reduired fot equipment. In addition to
equipment, the camp administrator should also consider the physical
environment of the camp and‘the uee of space within the office which can
lead to greater efficiency.

Every.camp-uses recogd and reportsl They are used to provide data B

for appraisal and evaluation to show the scope of camp ‘program service,

B3

to give statistical comparisons of serviceﬂ and to provide the basic
S - : . ! v -

infofmation needed to meet the goals and'objectives of the camp. Recerds
are of many types and kinds, but can generally classified into six cate;
gories: .Administrative, program, personnel, pfoperty, financial, and
miscellaneous. Exemples of these include buying guides, health reports,

present and past camp activity schedules, personnel records of staff,

3.3
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‘accident and first aid treatment reports, lists of camp properties, budget

data) purchase orders, and many more items such as these. Each operation
of the éamp requires certain records. The ACA standards outline additional

items which should be considered in setting up the office management system.

Activities:

a. Visit a camp business manager/director and discuss their business
management system and office management practices. '

b. Attend a demonstration of a minicomputer and evaluate the ap-
plicability of a new system (such as a computer) to facilitate your camp's
office management and record keeping.

Review:

l. If you were planning the orientation for your camp secretary,
what are the key things which you would definitely want to cover?

2. Your camp has suggésted that you may be able to buy a mini-
computer for use at camp. What are some of the ways which this could
be used?

3. Develop a filing system procedure for your camp and justify why
you have arranged it as you have.

o’
(P
[
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BUSINESS MANAGERIAL

/Lesson Three/

Competency Area: Ability to identify various patterns of ownership and
' financial arrangements. i

Suggested Readings: Productive Ménagement of Leisure Service Organizations
. Camp Administration, p. 258-278 .
- Camps: Their Planning and Management, p. 219-233

"Tuition Rate Setting for Organized Camps", Camping
. Magazine, May, 1979 (Appendix) ’

Objectives: 1) The student will list the variety of sources from which
income comes.

2) The student will describe the kinds of items which fall
under the headings of capital income and current or

operating income. s

3) The student will explain the value to the camp of
budgeting. '

4) The student will complete a hypothetical -budget using
the prescribed steps.

5) The student will set up an accounting system for a
budget which has been completed.

Discussion:
In today's day of accountability, inflation,. and concerns about
T
econoamic issues, it becomes extrenely important that camp administrators
be concerned with sound fiscal management and various forms of financial
_arrahgementsf l“ ‘ .
. o Financing a camé-entgrpfise is cpncerned p%imarily Qith two elemenﬁs: ’ S

" the securing of income and the expenditure of income. The receipt of in-

come may be dependent on the kind of camp and the purpose of the dperation.

However, as time goes on, the "balancing 6f the budget" or profit motive

subsidized in the past. Fiscal accountability is likely to become a
. 7

o . 35
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a greater issue in the future.

Camps generally receive most of their income fromicamper fees.
Additional source§ of income may comé from agencies, comﬁunity chests,
serviée clubs, foundations, governmental programs, reptals, and other

sources. Every camp director should know where the money is coming from

and how much is available for meeting expenses and/or making a profit.

Getting the most for the money by eliminating waste and developing staff

‘efficiency is important.

Camp expenditures generally fAll into the areas of current or oper-
ating expenditures and capital improvements. :Operating expenses are
those day to day spending which are necessary to‘cérry on programs;
capital expenditures are meant for outlays of items that result invthe
acquisition or addition of fixed assets such as land, buildings, remod-
eling, equipment, etc. Capitgl expendi tures may be financed by cqrrent
income, loans, speeial fﬁnd drives, sale of stock, lease agreements, or
foundations.

Budgefing is an essential activity for any camp. The camp budget
is basiéally a plan‘which'is based upon an analysis of the camp and its
needs. The budget substitutes planning for mere chance in fiscal oper-
ations and écts as a fisca; control.

The: budgeting process consists of three stages: preparation, au-
thorization, and control. Some guidelines to consider in budget pre-

N
paration include early preparation, realism and accuracy, eguitable
. A
N .

" distribution, coopefative bgepa:ation, flexibility, and good supportive

'
k ¥ N N N
.

data.  Most ofganizations hayé\sqme kind of Sudgeting system.established
pertaining to line items or program budgeting. The process must be begin'

early since good budget preparation takes a great deal of time.
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To ensﬁre that camp administratqrs do not overspend in budget catz~
gories, some kind of careful-aécounting procedures must be established.
The accounting system must classify all revenue Qn‘the.income side of
the budget and reflect any change that had not been anticipated when the
budget was established. Regular balance sheets must be provided and con-
trol éheets should be kept for every budget account so the budgét admini-
strator knows exactly what budget balance remains. Another facet of:good
accounting 1s a regular audit. It serves to check on how well the "ad-
ministrator has managed the budget.

Budgeting and budget control may be one of the most important
functions of the camp administrator if camps are to have the fiscal re-

sources necessary to operate. Each camp will have a different process,
—
but the value and outcomes are universal. A
Activities:
a. Call your camp attorney and find out what options an agency or
privately owned camp can select in terms of ownership (incorporating,
nonprofit, etc., and financing). '

b. Visit a private and an Agency Camp Director. Discuss their
pattern of camp ownership, its strength and weaknesses.

c. Study your camp's budgets and expenditures over the past five
years. What changes have occurred in fiscal management of your parti-
cular operation. :

Review:

1. How might camps be financed?

2. What options cre available‘in terms of ownership?

3. Where might money be procured for capital improvements?

4. What are'théipracfica; advantages of a buage;?

5.  what-k;ndsIof bﬁééeting are therg?

6. What are the most widely used accounting classifications for
recreation type enterprises?

7. How does one go about collecting data for developing a budget?

« | - _30- 37



BUSINESS MANAGERIAL

/Lesson Four/

Competency A;ea: Knowledge of various types of insurance coverage available
to camps and ability to identify professional resources.

Suggested Readings: Camp Admlnistration, p. 279-293
' Camps: Their Planning and Management, p. 233-239

// : _ " "Risk Management Insuranc:"
‘ Camping Magazine (May 1978) (Appendix)

Objectives: 1) The student will differentiate between the major klnds of
camp insarance: liability, property, medical, and workers
compensation.

2) The student will identify the kinds of coverage needed in
a camp.

3) The student will identify where more 1nformat10n about
insurance can be found.

Discussion:

Bécause of the rise in kinds, numper, ana sizes of lawsuits involving
camps, camp insurance premiums have risen to a high level in recent years.
No camp can afford to be without adequate covefage, but the camp director-
must know what is considered "adequate" for tﬁe particular camp and its
needs. In general there are two kinds of coverage: 1) coverage to‘pro—
tect in case of litigation against the camp -and the staff, and 2) coverage
to profect the physical property including the site, facilities, énd
equipment.

Comprehensive liability is widely accepted today as the most vital
area of well~-planned insurance prpgrams. Liability insurance is designed

to protect the camp and its staff from a charge of negligence. Mar,

types of policies. can be drawn. Regardless of the type, the person're—
. ‘ R spﬁﬁsible for iﬁsurance qoveraée must be sure that all risks are chered.'
The @§st importént ih;lude:‘ prod;cts covgrage;'malpractice, ihdependent
coﬁtractor coverage,”indééendént program services coverage, high-risk

activities, and staff coverage.

e | a1 38




.

H

Automobile insurance may or may not be written in connection wilsa the

comprehensive liability policy. This is a critical area in the camp's in-
surance coverage. |

Camp propefty insurance includes fire, vandalism, snow damage, and
the like. fhe most popular practice today is to carry "all risk" pro-
perty protection. It covers any risg of direct phfsical loss.

Medical insurance 1is carriea by almost all camps. Campers and staff
alike should be covered inothese policies. All policies include éoverage
fof accident medical expenses, siqkness medical expenses, accidental death
benefits,‘and dismembe;ment benefits. Insurance is also available éo
cover high-risk activities within the camp program under a special rider.

Worker‘sAcompensation'is a form of\accident and sickness coverage for

' camp staff énd couid be included in medical insurance. However, the com-
plexities of the Act require special consideration and the camp admini~
strator ﬁust know the regulations of the state surrounding worker's com-
‘pensation. Ignorance of the law is not valid if an employee is injured.
Coverage as it pertains to volunteers, outside contractors, and "experience
credits”, ghould be determined by the laws of each state.

ACA Standards offer furthervguidelines regarding the kinds of in-
surance needed. The camp director must know where to obtain information
about’ coverage benefits and must work with an efficiént insurance agent
who understénds the need fBr coverage in the camp situation.v
Activities: ,

a., Contact an experienced insurance broker who handles camp in-
surance and determine various types of insurance coverage available for
a c¢amp risk management plan. _ ' “

b. Visit two other camps and determine what types of insurance
coverage and limits their camps carry. '
A

w
&
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BUSINESS MANAGERIAL .

/Lesson Five/

Competency Area(s): Knowledge of the federal, state, and local laws and
ACA standards related to camp business management.

Ability to analyze implications for the camp business
operation wher serving the handicapped.

Suggested Readings: ACA Standards, A-5A & B-1-B-23
Basic Camp Management, p.- 118-129
"Reduce Camp Property Taxes by Knowing State Laws"
Camping Magazine, March 1979 (Appendix)

Objecfivés: 1} The student will locate the state and local laws pertaining
to management of the camp.

7) The student will interpret the ACA standards that apply
- specifically to business management.

3) The student will explain how sound business management
erhances the services which can be provided to the handi-
capped. )

Discussion:

Practices of business management including fiscal management and in-
surance reguirements may vary from state to state. Certain;y the kinds
of ta;es paid and the requirements for reporting may vary across states
and even between the sponsorships of camps. Persons who have been camp-
ing for sometime are probably'aware ~f many of these laws and regulations.
In addition, legal counsel and insurance brokers can interpret to the camp
director the direct implication of a state'é special laws. State statutes
and admihistrative laws are contineally being added and ehanged.' The wise
camp director will be aware of the Kinds of requi;ements which affect camp
managemenf from business management points of view.

‘The ACA Standards have a number of suggestions fer the development of

sound, common sense business practices. Not only should procedures be

written down, but certain kinds of insurance coverage and risk management

Q : 217 o 41)
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plans are mandated. Anyone who has been an ACA visitor or who has had
their camp visited will be aware of these. Others will need to make sure
they understand how the Standards érelinterpreted.

‘Just as overall sound management practices contributes to.the overall
camp goals, so are handicapped individuals benefifed by efficient manage-
ment. The provision of services by usingrcamp resources mdsc~effecti§ely
will result in a better camp experience for all and will help the staff's
work to be Jdone in a manner which will encourage the continuation of camp
.expegiences which contribute to the érowth of all campers.

Activities:

a. Prepare a list of all laws and standards which effect phe‘éamp
business operation. )

b. Visit representatives of the various state/federal/county agen-
cies which enforce laws and regulations required ®°when operating a camp..
Develop a list of those which must be handled periodically (yearly,
monthly) and those which must be handled on a regular basis.

Review: Are the following statements true or false. Consult your ACA
Standards booklet for the answers:

l. Observable evidence of all insurance coverage is needed for the
camp visit.

2. The two factors involved in a liability policy are bodily injury
liability, and property damage liability. ’

2. It is a waste of time to have an inventory of non-expendable
equipment.

' 4. All camps must have a budget.

5. Every éamp should have a risk management plan.

6. It is not necessary to have health and accident coverage pro-
vided for each camper.

7. Vehicles which transport campers and staff require high limits
of. . liability coverage. . '

8. It is not necessary to have legal counsel available.

ERIC | | o
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ACA Home Study Learning Activity Report

This nepont cover sheet should be attached to the front: of “each individual
assignment. [See the Plan of Work awproved by your Anstructon.) . Retwrin this .
form to yourn assigned Andthuctoh. : '

v}

NAME ' . COURSE

STREET ‘ Plan of Work Assignment (List planned
activity faom Plan, on Ldentify Com-

CITY L petency Area numben)

STATE, ZIP

Da/te_ Submitted , Instructon's Name

INSTRUCTOR'S COMMENTS ON THIS ASSIGNMENT:

Instructon' s Signatune Date

STUDENT'S COMMENTS ON, OR QUESTIONS ABOUT THIS ASSIGNMENT: [Questions you may have
as you submit this, on fuwithen questions you may wish to resubmit agten recedlving
the instructon's comments. ) , :

-35-
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Phase IV: Evaluation

Once you have completed all assignments and your instructor has
notified you of your satisfactory completion of all course work ,
p]ease/fi]] out the attached evaluation form on the course and

instructor. This should be returned in the envélope provided to

the National ACA Office.

The National ACA Office will then send you a certificate of course

completion once they receive the instructor's report and your evaluation.

Congratulations -- you have finished the course'

hoa
4

i
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For Student to Complete - Retuwwn diréctly to ACA. National 0ffice

ACA Home Study Course and Instructor Evaluation Form

NAME

ADDRESS

COURSE ' INSTRUCTOR

Please help us improve the Home Study system by evaluating the following:

1. To what extent was the course action oriented? Could you apply what you have
Learned from this cournse? '

2. How confident do you feel in youn abllity to implement the Lnformation presented
An a camp setting? :

(93]
.

To what extent were your own educational needs met by this course?

Minlmum Extent 1 2 3 4 5 6 7 & 9 10 Maximum Extent

4. Please nate the gollowing items. Use the gollowing scale of 1 = Poor and
10 = Excellent.
Poon Excellent

a. Appropriateness of format to course goals 1 2 3 4 5 6 7 & 9 10

b. Overald organization of the cownse 12 3 45 6 7 8§ 9 10
c. Length of cowtse An terms of covering |

the subject 2 3 4 5 6 7 § 9 10
d. Clarnity of Anstructions fem ACA and | :

your Anstructon 12 3 4 5 6 7 § 9 10
e. Plan of Work developed with .(nstwcton 12 3 45 6 7 § 9 10
§.  Cireudlt time for Anformation sent to youw

Anstructon lamount of time between when

you sent in an assignment and 4ts neturn . :

2o you) 12 3 4 5 6 7 § 9 10

| g. Guddance provided by your {nstructon 17 3 45 6 7 8 9 10

h. Preparedness of gour Linstructon 1 2 3 4 5 6 7 § 9 10
L. AbLLLLy of your Anstructon to clarnify

problems , 1 2 3 4 5 67 § 9 190
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10.

7.

Did this counse meet with your expectations? Why on why not?

What were the major Atnengthé o4 this course?

What suggestions do you haué fon &mp&ou&ng this course?

Were the neadéng§ appropriate and ade?ugge gon-the course? 1§ not, why?

Would you necommend your Anstructor conduct another home study course? Why
or why np? '

Did youn Ainstructon make sufgicient comments on your assignments?

Based on your experdience, would you recommend ACA Home Study to a griend?

12. ° Any othern comments:

THANKS!

A
]
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LESSON #1 APPENDIX

‘Computers in camp management

They use time efficiently for routine dffice details

// ’
by Stephanie Rolfe

A flurry of activicy at Camp Thoreau
carly last April heralded the arrival of
a new. in-house computer system.
Four short trips up the stairs and
Robert Wood, the assistant manager.
had single-handedly transferred from
his station wagon all the equipment
that was to take the drudgery out of
bookkeeping, mailing. records
keeping. and other routine procedures
done by management or staff.
Installation went on behind closed
doors. It was interrupted when Wood
trekked back to his wagon carrying one
major component. There was. it
scemed. a breakdown.

“Thereit goes."' observed a
Thorcau staffer, *'back to Wheeler
Three.”” (Wheeler Three is the nearby
psychiatric hospital.)

Today skepticism has vanished. The
computer is a busy. productive, and
highly respected member of the team.
What does the bookkeeper think of her
new function as **Data Processing
Operator?”” “*Itis fun,”" she says,

- moving on to fill in the four hours a dav

no longer devoted to accounts
reccivable. Rob Wood and his
corporate colleagues know for sure
that, within two vears of installation.
the computer system will bring a
return on investment through savings
on staft time for accounts reccivable,
with further gains in numerous other
clerical functions.

Camp Thoreau is a small, private
day camp in Concord, MA . ltis
affiliated with the Thoreau Indoor
Tennis Club and with the Thoreau
Swim and Tennis Club adjacent to the
camp. Allare owned. managed. and
operated by the Pulis family. A central
building serves as club housc and
office building for this trilateral, vear-
round operation. Permanent staff
members handle corporate and fiscal
administration, public relations,
records and clerical duties,
enrollments, and other ‘‘non
program’’ camp business. These

12. CAMPING MAGAZINE

permanent employes divide their time
between the three corporate entitics.
Because cach business has a different
peak season. there is plenty of work for
everyone all vear. .

Established in 1951, Camp Thoreau
now has an average capacity of 220
campers. They enroll for two, four. six
or eight weeks during an eight-week
season—trom the end of Junc until
mid-August. In 1978 about 400
children attended camp. In addition to
the usual kinds of paperwork involved
in this kind of camp, there is the
time-consuming job of arranging
transportation for those who elect to
purchase "“'taxi service'' through the
eamp oftice. Some families waiver and
make frequent changes of plan: cach
change creates more paperwork and
opportunity for error.

Of the features that relate
particularly to the Thoreau
administrative situation, three should
be noted here. First, thereis on the
staff a permanent member with the
capability to develop computer
programs and to supervise their'use’
and application. Robert Wood teaches
mathematics and computer science in
a junior high school. After school
hours. and during weekends and
vacations (including all summer) he
works in various capacities for
Thoreau. With a bachélor's degree in
mathematics education from
Northeastern University, he currently
is working towards his master's
degrec in computer science at Boston
University. Wood has experience in
bookkeeping and accounting, and has
held positions in camps ranging from
counselor to program director,

A sccond point is that by the fall of
1977 the full-time bookkeeper was
beginning to be overloaded with work.
with at least six hours per day taken up
with accounts receivable. On an
annual basis, thesc entries average out
at 80 percent for tennis and swimming,
and 20 percent for camp, with iuneven
distribution according to season.

Finally, business both at the camp

and at the club was increasing and
promised to continue to do so.

But bookkeeping is only one part of
the story. Many of the club and camp
clerical tasks involve simple,
time-consuming work that lends itself
to 2 computer operation. Both
organizations provide a service, and it
is the nature of such enterprises to
require volumes of publicity, docu-
mentation, follow-up, lists—jobs that
arc expensive in manpower.

The time, at Thoreau, was right for a
change.

What is meant by a computer
system? At Thoreau the system was
cnvisaged in two parts: the programs
(software) and the equipment
(hardware). The software would be
developed by the assistant
manager—thatis, he would design the
programs that tell the equipment what
to do.

The hardware would consist of four
pieces of equipment:

1. A computer—the central
processing unit

2. A disk storage unit—equipment
to hold interchangeable disks on which
information is stored

3. A vidco display terminal
typewriter kevboard by which operator
Uinstructs” equipment, with TV-type
screen to display information :

4. A printer—prints rapidly, direct
from computer. on paper, statements.
labels

In considering the purchase of a
computer system, Thoreau
management used these criteria: 1)
The system must be operator oriented:
thatis, it must be simple to use and to
maintain; 2) It should use a common
language. such as **Basic."" Basic
language usually is the one first taught
to computer system students. A high
school math student should be able to
work with it without difficulty; and 3)
The hardware cost and cash
expenditure for software should be

kllC o -41-
T

15




ERI!

recoverable, through manpower
savings, within two years. For Thoreau
this allowable cost amounted to about
$8,000 for hardware and about-$2,000
for software.

Todd Pulis, vice president dnd
general manager of Thoreau. joined
Rob Wood in a search for hardware.
They visited computer shows and
dealers and studied literature. Other
computer owners gave advice.
Computer companies demonstrated
their products and systems—Wang.
Data General. Digital, and IBM.
Almost cvery system cost in excess of
$15.000 for hardware alone. They were
ruled out.

The system choscen is a relatively
new one, put out by Alpha Micro
System of Irvine, CA. That company
makes the computer, while the other
components are manufactured
elsewhere.

The svstem has a 48 K memory—
mcaning that 48.000 characters can be
stored. A Dual Floppy Disk Svstem. by
Icom, provides the magnetic media
storage svstem. Everything thatis to”
be stored permanently goes onto the
disk that holds about 236.000
characters. It uses Basic language.

The cost for the hardware was about
$8.000; delivery was in about four
weeks.

The complete array of equipment
takes up very little space. The printer
console stands on the floor occupying
about 2 x 2 feet of floor space, and is
desk héight. The other threc items fit
easily onto onc small desk top.
Operation of the video display unit is
almost silent. The printer can be run
with about the same noise as an
electric typewriter. No special
clectrical wiring is required. Power
consumption is no more than that
requircd by scvcral tvpewriters.

Schedule for Sofln are Development
and System Phase-in

197576
Sceds of the idea. Rob Wood
purchascs his own ter minal, works of}
and on in spare time to duclup basic

“accounts receivable package.

1977

June  Wood hauls terminal to
Thoreau. tries out programs using
time-sharing computer. Gets program
working in tandem with accounts
rcui\zablc manual system.

Aug. ~ Proving time for software.
Programs run in parallel with manual
system for entire month. Comparison
of time taken to do manual posting and
that of data entry into computer. to run
analysis. to do statements.
Conclusion: time 'savings great!
Project other uses for computer—

membership lists. mailing lists,

Aruitoxt provided by Eic:

documentation for camp. Green light
given for this system.
Sepr.-March (1978)
hardware svstems. Concurrent with
expansion of club house facilitics and

Research into

programs.
1978
March  Placed order for Alpha Micro

System. April delivery requested.
Wecckly chase on supplier.

April  Delivery. installation.
Adaptation of program to this
equipment. Find that new equipment
is smaller, but more powerful.

Muay Continue to develop program
and svstem.

K]

The computer is a busy,
productive, and highly
respected member of the
team.

June Key in and debug new system
in tandem with manual system. Full
month of programming and data entry.
Comparison of two systems. More
errors in manual. Creation of computer
master account file—name, address.
telephone number. and status for 800
club and 400 camp accounts.

Julv  Bookkeeper has full month of
data entry both on computer and
manually. Major agreement on entries
between systems. Where errors occur
it is due to misallocation of entries, not
system. New sales slip developed to
minimize crrors of allocation.

Aug. Analysis of three-month trial
indicate okay to discard manual
One-Write-Business-System for
accounts receivable, and to discard
Addressograph system for lists for
camp and club. Once system running,
bookkeeper finds her data entry time
reduced daily from six hours to two
hours. She is given other duties within
the organization.

Fall 78 Computer in full operation.
Keeps track of accounts receivable.
membership lists. inquiry lists. prints
statements and mailing labels.

Creation of master file for camp
vear, and one for camp inquiries.
Svsiem permits cross referencing,
updating, information transfer.
Information can be printed out directly
onto mailing labels.

All promotional material for winter
tennis club mailed out from computer
lists via computer labels. Preparation
of camp promotional mailings .
similarly accomplished. Time saving is
very substantial.
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Once a computer joins the staff,
more and more uses are found for it.
Management is constantly evaluating
what can and should be done by people
and what by machine. Camp is a place
for people. Many tasks, and all
judgments, remain the responsibility
of the staff. The individual and the
personal approach, these are of

primary concern at Camp Thorcau.

But in mechanical. routine matters
where accuracy and efficient and
economical use of time are paramount,
then the computer comes into its own.
Monthly billings. forcxample, are now
reaching the post office by S p.m. on
the first working day after the end of
each month. In pre-computer days
monthly statements for the Thoreau
1.200 accounts were not mailed out
until about five days after the end of
the month. | \

For the coming camp season all
promotional materials,will be
addressed by the computer using
camper lists and inquiry lists from
previous scasons. Complete
applications will be processed through
the system to provide lists giving
camper information. financial data, 10
enable the preparation of sclective -
mailings to complete registration and
enrollment. and prelimtnary
assignment of campers to units.
Transportation should become a
painless administrative operation. The
computer will keep track of those
families who wish to use the taxi
service and those who do not. and will
prescnt lists by town and camp period.

Inventories can be maintained -
through the computer. This is a
particular boon to the pro shop staft at
the tennis club. Staff payrolls can be
put into the system.

At Thoreau the use of a computer
system is new; it has really only just
begun. It works; it saves money; and it
will continue to grow.

Therc arc a few points that cither
nced emphasis or that may not have
previously been mentioned. In brief,
thev are: Thoreau may be unusual in
having an affiliation with another
business that assures a year-round
combined operation. It- may also be
exceptional in having the staff
capability to develop and maintain its
own software.

For economy in this size of
operation, a computer should have
ycar-round use. As a rule of thumb,
where a camp/business employs a
full-time, year-round bookkecper
wuose time is hard pressed due to
work load, then a computer system of
the type described above may be a
good investment.
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The only aspect of the Thoreau
accounting system that has been
changed to a computer operation is the
accounts receivable. Accounts payable
transactions are too few to merit
transfer. Payroll, during the summer
when camp counselors are hired, may
be changed over to a computer
operation.

Over and above the savings in the
accounts department, the time and
ctfort needed to maintain lists, to
prepare and send out mailings, to
acquire data is so reduced through a
computer program that it provides a
most persuasive argument in favor of
the system.

If a camp operation is too small to
carry the cost of a computer system,
thought could be given to sharing it
with an outside business. For this to
work at a second site some additional
hardware would have to be installed at
a cost of about $1,500, plus another
$1.000 for a terminal. There will be a
charge for the telephone line and
service to connect the two sites. The
printer at the camp could aimost
certainly be used for both operations
without additional capital
expenditure.

One final word of caution—small,

~ “personal’’ computers of the kind now

on the market at comparatively low
cost cannot meet the needs of a camp
or smali business such as the one
described here. It is unrealistic to
expect to purchase a uceful system °
withcut an expenditure of at least
$10,000. In addition, considerable time
and expertise must be spent in
planning, analysis, research, and the
kind of legwork that carries no price .
tag.

For Thoreau it has been well worth
the effort. [

Stephanie Rolfe is Administrative
Director ut Camp Thoreau. Robert
Wood provided the technical and
chronological information

relating to the installation of the
svstem at Thoreau.
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LESSON #2

 Sound budgeting: key to
successful camp operation

.- Successful financial management of
*~the modern camp can be attributed

more to the philosophy and attitude of

the director than to all other factors.
An in-depth look at the characteris-

tics of successful or failing operations
will eventually focus on the human
factor. In brief, the personal
philosophy, atutudc, and posture of
the director as they relate to financial
management is more important than
any other aspect. This is evident by

. observing that camp directors have
experienced financial problems
in both good times and bad.

It is useful first to differen-

tiate between a successful
and failing camp situation: A
successful camp will be opera-
ting at or near optimum
capacity. It will not only
have a balanced budget, but
will be producing cash reserves
equal to a reasonable and pru-
dent depreciation schedule
for both buildings and equip-
ment. It will have minimal
staff turnover, a high percen-
tage of return by constituents,
and an attractive, safe, and
well-administered program
of activities. Its land and

. natural resources will be
.maintained and preserved to
maximize both its acsthetic
appealand to provide a highly
useful and supportive environ-
ment for its program. [t will
comply with appropriate and
prudent conservation
practices. The buildings and
equipment will be safe and
attractive and maintained in
such a way as to preserve and
maximize their utility, and be aestheti-
cally pleasing and supportive of the
declared program emphasis.

Frank M. (Scotty) Washburn is

executive director of YMCA Blue Ridge
Assembly in Biack Mountain, N.C.

L KICT GOPY AVMILABLE

by Frank M. Washburn

The characteristics evident in
successful or failing camp opera-
tions will eventually focus on the
financial philosophy and atti-
tudes of the director.

ra
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Administrative practices will be in
proper order and conducive to attract-
ing and maintaining key staff, and will

abide and implement the ethical prac-
tices as outlined in the ACA code. The
financial managcment of the camp will

reflect a conservative, but aggrcssnwi -

approach to maintaining financia
stability, and will exemplify good
relationships with business
vendors serving the
surrounding community.
It should be helpful here
to analyze various circum-
starn~es which might apply
10 a camp, and look at
possible solutions.

I Suppose a camp
meets the criteria

of the successful profile des-

cribed, with the exception

of not utilizing the optimum

capacity and subsequently

isin a losing or break-even

situation. In determining

~ how to remedy the situation,

take the optimum operating

" .capacity and subtract the

actual enrollment from

that. Take that difference

and multiply it by the camp

. fee. This gives the gross

number of additional

dollars that the camp

would have if operating at

total capacity. Take this gross

. number of dollars and subtract

approximately 50 percent—this

is a conservative estimate of the
additional ‘‘out-of-pocket cost’’ .

of adding these campers to the
current enrollment. The balance of
those dollars represents what the camp

{continued next page)



E

would have toward overhead, and
could be applied directly to the current
operating results. If this figure creates
a *‘plus situation’” in the current
financial picture, then the problem is
one of increasing enrollment within the
operating capacity. If the figure is still
minus, then there a.e several
alternatives, including: raise camper
fees which must be weighed against any
potential loss of the present con-
stituency in terms of what the “traffic
will bear.”” The other alternative is a
more expensive risk-taking position,
like changing program emphasis
and/or adding buildings and equip-
ment to accommodate more campers.

Assuming there is a need to increase
enrollment, re-examine all of the ways
in which personal contact with
potential new constituency is
established. Basically, this means
travel and the related time and expense
required to present yourself and the
camp to new constituency-groups.
Time and space do not permit detailing
methodology, but emphasize and
recommend consideration of this as the
most effective means of accomplishing
this goal.

Look now at a solution involving

greater risk—that of expanding
plant and program facilities to increase
revenues. This requires a good track
record on the part of the operation
and/or support from private investors
who have faith in the director and the
camp, or from the public sector, such
as banks, in securing the necessary
financing. This requires a very careful
and professional approach in the
presentation of a financial projection
of the expansion plan, which shows
graphically and realistically the
potential for a sufficient return to
repay borrowed funds.

- Extend the operating season.
This can be accomplished in both
the private and agency sector by
expanding the number of weeks of
camping within the current summmer
scason—that is, make an eight-week
season last ten or more weeks, depend-
ing upon the availability of a constitu-
ency group to generate additional
income.
Many camps have successfully entered
the field of outdoor education through

Q
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contractual arrangements with school
districts. Others have utilized their
facilities by expanding their concept to
a ‘‘camp-conference center type opera-
tion.”’ This means winterizing the
facility and utilizing it to serve youth
and/or adults for other than traditional
camping purposes.

Practice ‘‘cost-cutting’’ either in

combination with the previous
suggestions, or exclusively. There is -
no camp operation that cannot be
strengthened by an in-deprh review of
the cost of goods and services. No
matter how lean a camp operation
might be, there are always ways that
costs can be reduced in certain specific
areas where the same service, support,
and care can be maintained for fewer
dollars. This is an area in which the
attitude and posture of the director is
the key to success.

First of all, eliminate alt “‘sacred
cows’’ and objectively and analytically
look at all cost factors. It can start with
some areas that are painful to consider.
For example, in this era of high energy
costs, take a hard look at all of the
camp’s vehicles. Are they the most
economical for the purpose desired, or

are they large, inefficient vehicles?
Have energy consultants been utilized
to examine the cost and efficiency of
energy usage, including the construction
of buildings and the financial
advantages of re-design and/or
renovation to incorporate more energy-
efficient units? There is also the
possibility of investing for the long-
term financial benefit by utilizing and
capturing energy; i.e., solar, wind, the
fuel-efficient heat pump, and other
available devices.

Energy is not the only high escalation
cost factor in camping. Insurance costs
have increased dramatically in recent
years. Have insurance experts review
the camp in terms of reducing costs.
For example, installing a sprinkler
system in the buildings may repay the
initial capital investment in reduced
premiums in as little as eight years.
Liability insurance is geared to many
of the high-risk features of camps, so it
may be wise to analyze the particular
program emphasis of the camp in
relation to these costs to determine
whether they should be continued.

Staff salaries usually represent the
largest percentage of camp expense
budgets. Make a careful analysis of
whether the camp is getting the greatest
return on investment in human
resources related to the camp operation.
As the director, start with yourself—if
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you cannot solve these\ﬁnancial prob-
lems, then the camp may not be getting
'Qvestmcnt

in your services. A careful review and
analysis of all staff positions related to
doliars spent and the service rendered
could be enlightening and helpfulin
reducing the cost of the operation. [t
also may tell you where you might S
increase costs with a subsequent directs
impact upon greater income in excess

of the expenditure. Many times, money \

must be spent in order to generate

increased revenues, but this ‘cliche’ is

sometimes a thin disguise for spreading

the work effort with little or no

increase in earnings. .
There are many different methods of

providing food service for camps. The

two basic options are doing it yourself

or contracting with an outside food

service. If you are providing the food

service, then there are additional

choices to make as to what extent you

“‘prepare from scratch,’’ or use con-

venience and pre-prepared food
products.

The next large area of the camp
budget is related to communication—
travel costs, telephone, printing, and
postage. With the escalating cost of
energy, it may be wise to increase the
use of other means of communication.
The telephone stands out as a prime
example of reducing costs. You might
explore a WATS line, but even with-

out that rhe cost of long-distance calling
is usually less than most hand-typed,
first-class letters, and certainly much
less expensive than ground transporta-
tion. Printing and postage costs
continue to rise more rapidly than the
CPI (consumer price index). These need
to be reviewed and analyzed in terms of
the end result received for the dollars
expended. Bear in mind the image of
your camp is projected by your printed
material: It is much better to have one
or two ‘‘qualitv’’ printed pieces than
dozens of cheap, mass-produced poor
image builders.

Certainly there are many other
aspects of analyzing and reducing -
costs, but the major areas of expense
have been identified. For those camps
which fit the successful camp profile
and at the end of the year are
generating an operating surplus, their

_ directors have achieved the ultimate

objectives of their responsibilities as
financial administrators of today’s
modern organized camp.

The overworked phrase, ‘‘We’ll be
measured by the bottom line’’ infers
that the end result is all that counts.
The prudent camp director must renew
his sense of responsibility for
conducting an organized camping
program that contributes significantly
to the development of human
capabilities for both youth and
adults.[]




LESSON #3

obody quite knows what economists
do. | suspect that many practitioners
of the “dismal science’ rather enjoy
this aura of mystery, apparently
believing that general inscrutability
is a necessary—and probably a sufficient—condition ot
truly professional status. Several years of flirtation with
forecasting economic trends, developing economic
impact analyses, and dISCLJSsIng the ebb and flow of the
latest fchthﬂS in taxation and other economic concerns
of the commonweal have led me to one rather humbling
conclusion: that economics is simply a logical way of
thinking €specially suited to dealing with ﬁard choices
about things commonly measured by

nmoney.

econometric Frankensteins developed by generously
endowed think tanks, economics cdoes not offer
definitive answers to many problems (even of purely
economic nature), but only sets the stage for clear
thinking by delineating the consequences of different
sourses of action. A
Jo say this is not to denigrate the value of economic
analysis either in general or as applied to any particular
problem. Quite to the contrary, though clear thinking is
seldom actually in style, it is almost alwavs necessary
for the successful management—and even the
survival —of most organizations and enterprises. The
management of organized camps is hardly exceptional
in this respect. Although defensible statistics are
.lacking for the nation as a whole, it appears likely that
the successful operation of many camps is currently
being threatenad on one side by the inflation of land
values and the opportunity costs of withholding land
from development, and on the other side by relentlessly
rising operating costs, including taxes. Since it is
unlikely that these pincers will loosen their grip in the
- nearfuture,.those persons_interested in_promoting the
long-term ecnnomic viability of individual camps and
the camping industry must seek to optimize operating
efficiency.

The analysis which follows addresses four topics of
general interest in this regard: 1) Measuring the
Economic Value of a Camp; 2) Measuring the True
Costs of-Operation; 3) Measuring Camp Revenue; and

Aruitoxt provided by Eic:

Notwithstanding the truly awesome proportions of the

TUITION RATE SETTING FOR ORGANIZED CAMPS:
An Economic Analysis

Robert E. Doucette and Frank M. Levine

4) Setting Optimum Tuition Rates. The first three topics
set the stage and establish the vocabulary for
discussion of the fourth, which is the theme of this
article. The analytical tools introduced here should
facilitate decision-making with respect to expansion or
contraction of camp operations and general long-range
planning.

MEASURING THE ECONOMIC YALUE OF A CAMP

An ““economic’’ analysis of any enterprise, whethér
or not operated for profit, provides perspective on the
relationships between those factors which account for
the market value of the assets held vis-a-vis their value
as income-producing capital. The latter is measured
by the capitalized value (defined below) of annual
economic earnings and
enterprise as a business run for profit, while the former
refers to the value of the assets of the business to a
potential buyer (e.g., land developer) without the
constraint that these assets be utilized in the operation
of the business (e.g., an organized camp).

There are conceptually two components of the
economic earnings of a camp: the excess of revenues
over expenses and the incremental appreciation of real
estate values. The first of these is a measure of the
profitability of the camp to a private investor. If the
camp is already organized as a sole proprietorshipn,
partnership, or profit-making corporation, part of its
economic earnings will be determined by what is left
after all expenses have been met, including

depreciation of equipment and administrative salaries. -

Note that administrative salaries are an expense to the
camp, not profit. The camp realizes profit only when

the administrator has been paid.a salary. commensurate.__.._.

with what that skill level would command in the job
market outside of camping. When administrative
services are thus valued, "'profits’” may well prove to
be negative.

In determining the potential profitability of a
nonprofit enterprise, it is necessary to adjust both
revenue and expenses for any subsidies which the

ERIC . ~ B
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institution has been receiving and which would not
normally be available to a private investor. To establish
the true economic earnings of a camp it is always
necessary to measure both revenue and expenses at
non-subsidized fair market value.

The second part of the economic earnings of a camp
consists of the appreciation of land values accruing to
the camp owner whether or not the camp is actually in
operation. To illustrate, assume that the camp real
estate holdings —both land and buildings —could have
beeri sold for $250,000 at the beginning of a given fiscal
year, and for $275,000 at the end of that fiscal year.
This represents a 10 percent incremental appreciation
in real estate value to the amount of $25,000 over the
course of the year.

If itis also assumed that (after-tax) profits, measured
in accordance with fair market valuation (no subsidies)
of all revenue and expenses. if $10,000 for the same
year, total economic earnings for that year are
calculated to be: ‘

$10,000 monetary earnings
$25,000 real estate appreciation

$35,0G0 TOTAL ECONOMIC EARNINGS

Knowing this, the business value of the camp may be
readily established as the capitahzed value of the tntal
economic earnings: the amount ot money which, i
invested at proportional risk, would provide an annual
income yield equal to the total economic earnings. I,
for example, the proportional risk interest rate is
assumed to be 12 percent, the appropriate capitalized
value of the $35,000 annua! earnings is given by:
$35,0007.12 = $291,667.

Whenever the market value of the camp and all of its
assets is greater than the capitalized business value or
the enterprise, the camp owner 15 under economic
pressure to sell. As land values rise, the markel value
of camp real estate ‘rises so that the so-called
“opportunity cost” of holding onto the camp (i.e., the
money being given up by not selling) appears to be
great, and may in fact be great. At the same time,
property taxes tend to increase in response to rising
land values and recent uniform assessment practices.
This tax increase, as well as inflation-spurred increases
in other operating costs, reduce profit margins so that
the capitalized value of economic earnings decreases.
Sooner or later, given the continuation of these trends,
market value will exceed the capitalized value of the
business. When the gap becomes large enough, the
pressure on the owner to sell may become irresistable.

To return to the example considered previously,.

It this $20,000 is capitalized at the same 12 percent,
the investment value of the camp, i.e., capitalized
earnings, is: $20,000/.12 = $166,667. Recall that the
market value of the camp was assumed to be $250,000
at the beginning of the year. Had it been possible to
anticipate the capitalized value of the total economic
earnings for the year at the beginning of the camping
season, camp operations may have been suspended and
the camp sold.

There are two complicating factors which cloud this
analysis. The first is the existence of noneconomic
motives on the part of the camp owners, whether the
camp s a private profit-making enterprise or a
nonprofit agency camp. In both cases, the ''psychic .
income’” to be derived from worthwhile service to
young people may  outweigh considerations of
opportunity costs, When this occurs, the decision to
continue operating as a camp, simply hold the assets
without running a camp, or sell to the highest bidder is
usually dictated by the need to maintain a.reasonable
cash tlow to meet operating costs,

The second complicating factor is the owner’s need
tor income above and beyond normal compensation for
operating'a camp. There are times when an owner may
no longer be able to forgo taking a profit on his land
appreciation. So unless the camp -operation is
extraordinarily successful, he finds himself unable to
afford a continued investment in rising land values
regarcless of how good the investment may be in the
long rur. : ,

The analysis to follow treats only the relationship
between camp revenue and camp expenses with
implications for appropriate rate setting strategy. The
owner's need for revenue in excess of fair
compensation for administrative services and reason-
able profit is not considered.

MEASURING THE TRUE COSTS OF OPERATION

The optimum tuition rate is partially a function of the
camp’s cost-structure. There are three types of costs or
expenses to be considered: first, those fixed holding

~ costs of the camp and its assets which must be met even

it the camp never opens; second, the (relatively) fixed
operating costs of going into business which do not
greatly vary with the number of campers; and third, the
variable operating costs which are roughly proportional
to the number of campers.

Fixed holding costs include: 1) property taxes: 2)
depreciation of assets, especially equipment, through

—— ——stuppose-that-the -camp-as—a-business-lost—money. ! _the-mere-passing of time; 3) maintenance_and.-repair-

revenues were just sufficient to meet expenses except
that the admintstrator donated about $5,000 worth of
his time each year, the theoretical annual less would be
$5,000. Deducting this $5,000 loss from the $25,000 real
estate appreciation, total economic earnings are
calculated to be only: ’

$25,000 real estate appreciation
less % 5,000  business loss
$20,000 TOTAL ECONOMIC EARNINGS
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expenses for buildings and equipment; 4) foregone
interest earnings—less income tax liability—on the
money invested in the land, buildings, and equipment;
and 5) interest payments for mortgages and other
loans. The total amount of these five fixed holding costs
should be reduced by the value of real estate
appreciation due to inflation. Because of the rapid
increase in the market value of prime shorefront and
other woodland propertv, fixed holding costs may be
low - or even negative. That is, even if the camp were
to remain closed for theiseason and the fixed holding




costs peid out of the “owner’s pocket’’ as opposed to
camp revenues, the owner could conceivably improve
his economic condition by simply holding his assets.

Fixed operating costs, as opposed to fixed holding
costs, are incurred only when the camp actually opens
for business and runs programs. Some of these costs
are ‘“‘fixed”” in that their amount is relatively
independent of ‘the number of campers served.
Typically, fixed operating costs actually do respond—
albeit sluggishly and in steps—to increasing numbers
of campers. For purposes of this discussion, however,
such costs as some insurance, most administrative and
office costs, advertising and promotion, and physical
plant costs arising from current use can be treated as
constant over aiy given camp’s relevant range of
number of campers.

Variable costs of operating a camp are those costs or
expenses which increase more or less in proportion to
the number of campers served. Included here are: 1)
the cost of food, food services, and related kitchen
expenses; 2) the purchase, repair, and maintenance of
recreational and instructional equipment and supplies;
and 3) the wages, salaries, and related expenses of
counselors, instructors, and other direct service
personnel.

Although fixed operating costs tend to be variable
over a broad range of number of campers, and variable
operating costs may be stable over a narrow range of
number of campers, this somewhat arbitrary dichotomy
is useful in represeanting the cost profile of a camp.

Figure 1, “‘Prototype of Cost Profile,”” shows the
relationship of costs or expenses (measured on the
vertical axis) to number of campers served [measured
on the horizontal axis}.

Variable operating costs are depicted as rising in
direct and continuous proporticn to the number of
campers served. Fixed operating costs are shown as
holding steadv over a range of 100 campers, and then
rising a notch. The amount of fixed holding costs never
changes.

Figure 1
PROTOTYPE OF COST PROFILL:
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it is.important to appreciate, however, that Figure 1
is a simplistic representation of what a real cost profile
of a camp would look like if it were constructed to
correspond to the actual situation. Almost certainly,
variable operating costs would rise progressively less
rapidly as the number of campers increased. This is
because so-called ‘‘economies of scale’” would come
into play in the form of volume discounts for food and
supplies and other operating efficiencies. Also, fixed
operating costs would respond to increasing numbers of
campers in a thoroughly irregular pattern, rather than
in the neat steps shown in the diagrem. :

As apreliminary step to effective tuition rate setting,
a camp should prepare a realistic diagram, or graph, of
its.cost profile over the relevant range of the number of
campers. The relevant range is limited by the physical
capacity of the camp as a maximum and by common
sense as a minimum. Based upon past records of
operation, and allowing for inflation in the future, a
useful cost profile for next season’s operations can be
constructed by analyzing all costs which must be met
out of tuition revenues. Subsidized costs and expenses
need not be taken into account because the purpose of
the exeicise is to establish the relationship between
tuition and tuition-funded costs and expenses.

MEASURING CAMP REVENUE

The next step in tuition rate setting is to establish the
“demand curve’’ for the camp’s services. The analysis
of demand proceeds from the assumption that there is a
quantifiable relationship between the number of
campers who will come to the camp and the amount of
tuition charged. To elaborate upon the obvious, it is
conceivable that tuition rates could be increased to the
point where literally no campers would attend. At the
other extreme, charging no tuition, or only a token
amount, would result in the camp’s being readily filled.
Carrying this logic a step further, it is reasonable to
believe that slight increases or decreases in tuition
would have marginal impacts upon the likely number of
campers. For example, a 25 percent decrease in tuition
would probably increase the number of ~pplications
over what that number wo'-'1 have been with no change
in the tuition rate—all »ther considerations ‘being
equal. Similarly, a 25 percent increase would likely
eliminate a number of potential applicants.

The specific steps in applying this reasoning to the
determination of the camp’s demand schedule are as
tollows:

1. Set the relevant range of the number of potential

T campers Tor next season,” say from 50 to absolute

bulging capacity.

2. In increments of 50 or less (whatever appears
most reasonable or convenient), estimate the maximum
tuition which could be charged and still be confident of
being able to recruit the indicated number of campers.

3. Multiply the tuition rate times each indicated
number of campers to obtain the revenue potential for
cach number.

for example, consider a hypothetical camp which

- typically enrolls 250 campers a season and charges $700

[
I
i
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per camper. Total revenue to the camp is computed :
simply: $700 x 250 = $175,000. if tuition were Figure 2
increased by $100 per camper, to a total of $800, the ~ RELATIONSHIP BETWEEN COSTS AND REVENUE
camp would probably iose some campers fir next
season—again all other considerations being equal. If
the number of campers fell to 200, total tuition revenue N
would be: 3800 x 200 = $160,000. :
If the camp were willing to make' do with only 150 , e
campers, tuition might be effectively increased to “900. ;
Similarly, a lowering of tuition rates might attra.. more =
campers. . .
Table 1, “"Hypothetical Demand Schedule’ lists: a
series of . possible tuition rates, the corresponding
maximum number of campers who might reasonably be
expected to attend camp at the indicated rate, and the
total revenue for each rate, obtained by multiplying the
rate times the number of campers.

LR RIC I 14 B B O B BN
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Table 1
HYPOTHETICAL DEMAND SCHEDULE e
Tuition Maximum Number Total | Yo e
Rate of Campers Revenue .
$1,100 50 $ 55,000 from Table 1. The optimum operatir:g size is indicated
$1,000 100 , g}goggg by the intersection of the Demand Schedule with the
900 150 H 3, ~ line labeled 'Total Costs’” at point "'Y."" The
800 200 $1601888 ""coordinates’’ of point 'Y’ are 200 (indicated by the
700 250 175, vertical dashed line} and “’X'* (indicated by the
600 300 ??QOOO horizontal dashed line). The optimum tuition rate is
500 350 175,000 obtained simply by dividing X'’ by 200, i.e., dividing
300 400 $120,000 total expected revenue by number of campers. In this

case, as shown on Table 1, "“X'" is really $160,000 (the
total revenue associated with 200 campers), so the
Note the trend of the total revenue figures: As tuition appropriate tuition rate is: $160,000/200 = $800.
is decreased from a very high level, total revenue If the Demand Schedule always falls below the Total
increases to a maximum ($180,000 total revenue at $600  Costs line, then the optimum operating size is the point
tuition), and then falls off again as tuition is further at which the demand schedule is closest to the Jotal
decreased. Although the numbers presented in the Costs line. If, on the other hand, there is a range over
tab’e are probably unrealistic for the majority of camps which the Demand Schedule rises above the Total Costs
(as'any one set of numbers would be)  the pattern is line, the optimum operating size is that point within the
accurate. Total revenue will in fact be a maximum at indicated range where the distance between the
some point along the range of possible tuition rates, Demand Schedule and the Total Costs line is greatest.
i.e., total revenue will be less if the tuition is either Itis interesting that the optimum operating size will
raised or lowered. After going through this exercise for not necessarily produce the greatest amount of total
a real camp, the immediate temptation_is simply to set revenue. More often, the optimum operating size will
tuition at the rate which maximizes revenue. This produce slightly less revenue but will be associated
approach would probably be naive, however, because it - with significantly less cost.
fails to take into account the .cost profile. As discussed These- observations make no pretense to great
in the following section, it is the relationship between profundity. As indicated at the beginning of this article,
the cost profile and the defand schedule which economics is in the .final analysis only a rigorous
| identifies. the most efficient tuitionrate. ____________ application of common sense. What is_indicated b, the . ...
simplistic graph of Figure 2 is this: Total costs of
operation tend to rise at a regular and predictable rate
SETTING OPTIMUM TUITION RATES as the number of campers served increases. Associated
with each potential number of campers is a revenue
, : vield produced by charging the maximum amount
The key to the analysis of tuition rate setting is allowed by the market. The optimum operating size,
Figure 2, "‘Relationship Between Costs and Revenue.””  which logically sets the maximum tuition, is simply that
The cost profile has been duplicated from Figure 1. The =size at which total revenue has the most favorable
curved dotted line is the graph of the Demand Schedule relation to tota) cost. .

P>
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Applying this analysis to a real situation requires a
great deal of time and eftort. The cost profile, which is
only roughly approximated by Figure 1, will retlect a
large measure ot subjective judgment about intlation
ettects  and costs for hypothetical operating  levels
during the coming scason. Similarly, the demand
schedule may be based upon nothing more substantial
than a ““teel” tor the market. Ideally, of course, the
demand schedule would reflect the results of an
industry -wide market study. This constraint notwith-
standing, the analysis  outlined  here torces  the
application of a censistent pattern of reasoning to the
rate setting decision. As in 50 many other arcas of
eranomic activity, important managerial decisions must
be rendered with oaly a modicam of hard  facts
seasoned by mtuition. Yet the decisions must be made,
and the climination ot even a  small amount ol

Suncertamty or inconsistency ought to be welcome
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The most serious obstacle to the ettective analysis of
rate setting s the sGbsidy. Many camp operations are
heavily subsidized by sponsoring organizations or by
owner managers who are generally undercompensated
Hn hinandcial terms) for their managerial services The
way Lo handle™ the subsidy question is Lo, however
arbrirarily, define operating costs and expenses as

]

those which must be met by tuition, excluding from the
analysis Lthose costs and expenses which are expected
to be®met by subsidy. When the subsidized costs are
removed from consideration, the optimum tuition may
well be different than that which would have to be
charged if there were no subsidies. Also, the optimum
tuition rate may-depend not only upon the absolute
amount of subsidy, but upon which costs—fixed or
variable —are subsidized.

A tinal observation suggested by this analysis 1s that
it is applicable to the camping industry as a whole.
Industry-wide (national or state) cost profiles and
demand schedules can theoretically be constructed to
suggest optimum operating conditions in terms of
turtion and volume, Under these optimum conditions, it
would be relativelv simple to deduce the most efficient
relationship  between  variable costs  and the two
categories of fined costs, i.e., the optimum respective
proportions of total costs best allocaled to variable
operating, fived operatine nd fixed holding costs.
Even more sigmiticantly, 1o would be just one more
logical step in the analysis to identify and justify the
most cificent type of subsidy in promoting either
increased use of camp resources (measured by number
of campers served) or most cost-effective operation,
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. LESSON #4

Risk management

by Curtis Caden

Risk management is dealing with

" potential and actual exposures {0 loss

through an analysis and a fotlow-up
program of prevention, assumption of
loss, transfer of risk by contract, pur-
chasing insurance. or sctting up a pro-
gram of self-insurance.

The introduction of a camp to risk
management techniques should be a
pleasant experience and not too great
a deviation from existing safety pro-
grams and insurance buying tech-
niques. Camp safety is foremost in the
cves of camp directors and owners.
They want cach child to have a good
time and still not get hurt or sick. Each
summer, camps distribute their hand-
books to their staff and hold training
sessions to set forward their guide-
lines. :

Liability exposures are the greatest
concern of risk managers. If Hability

S——— e, N .
protection is ignored then the entire
camp operation may be wiped out.
Even if a camp is incorporated where
liability is limited to the assets of the
corporation. the camp would probably
fold it it should become necessary to
satisfy a substantial judgement, High
safcty standards and proper super-
vision normally satisty the legal re-
quirements-of protecting campers.
This does not mean that no onc will
try to sue. Part of insurance premiums
are used if legal defense is necessary
and not exclusively to satisty judge-
ments.

Liability coverage is available under
the Owners’, Landlords’, and Tenants’
form of insurance or a comprehensive
form. Coverage of private profit-
making camps would probably tend to
be less because of the tax con-
siderations for losses than a non-profit
corporation. A basic policy may be for
$100.000 bodity injury liability for cach
person and $300.000 cach occurrence,

Adds to overall coverage

The trend is towards higher cover-
age and towards the comprehensive
form. This then adds bath height and
breadth to the overall coverage which
may have additional insurance with
umbrella liability insurance. How
much liability insurance depends in

Q
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insurance

A preventive
program followed by
insurance is the best
defense against
liability

—
part on the dollar judgements
rendered in cach state. Separate la-
bility coverages are also available for
property damage. products, mal-
practice, and vchicles. .

A camp’s fire coverage may be just
as important as its liability coverage.
Camp buildings are generally close
together and not constructed with fire-
proof materials. Camps are often quite
a distance from the local fire depart-
ment and some do not have a resident
caretaker. The cost of replacement is
not always properly assessed for ade-
quate fire insurance coverage. Many
camps are written on a coinsurance
basis. The insurer covers a certain per-
centage of a particular value and the
camp takes the rest of the loss cither
from a self-insurance fund where
money has been set aside for this
purpose or from their immediate reve-
nues. :

Types of coverage .
Camps can normally. for a price. ob-
tain insurance coverage. Coverage can
be described as either essential
coverage, desirable coverage, or as
available coverage. These can be im-
portant when buying insurance. In_the

scamp survey. it appears that a camp

is more likely to review the amounts
¢f coverage than to seek competitive

bids on insurance although the camp

will negotiate the premium cost for the
amount.of coverage.

Mary camps ask the parents of the
camper to sign a hold-harmless agree-
ment or a blanket waiver of liability
for any and all acts that may occur
while the camper is involved in the
camp program. While this sets forth a
certain understanding between the
parents and the camp it would

-5]- .""'\

probably be best not to rely upon this
as a legal defense. A prevention
program followed by insurance is the
best defense against Hability,

Specific releases are also used to
permit the camper to appear in camp
promotional pictures, cover points of
late arrival, carly departure, with-

drawals and dismissals. Some camps

do not give tuition refunds under cer-
tain circumstances. A relcase may also
allow the camp the right to send a
camper home because his influence

is considered iarmful, undesirable, or
immoral. An attorney may help the
camp word its release to conform to
the law,

Insurance is available for summer
camp tuition refunds. This coverage
will cover refunds for individual with-
drawal, epidemic withdrawal, fate '
arrival, failure to open, flood with-
drawal, and post-season quarantine..

Campers’ medical reimbursement
insurance covering bodily injury .
death, sickness. and disease is avail-
able. This type of policy may serve a
valuable public refations role as well as
saving the camp the ouf-of-pocket
medical expenscs. Staff members do
not have to be covered other than
under workmen’s compensation in-
surance depending on state Jaws,
Since workmen's compensation covers
only those injuries arising out of the
course of employment while on duty, it
is recommended that coverage be ex-
tended to eligible staff, Workmen's
compensation laws do not eover non-
occupational sicknesses. injuries oc-
curing during off-duty hours. or when
away from the premises on non-related
personal activities, Each state is dif-
ferent on rates, requirements, extent
of coverage. and settlement amounts.,

Other available coverages extend to
misappropriation of camp funds. tui-
tion fees, tuition refunds. cargo in-
surance. outboard motor boat loss,
theft, burglary. life. personal effects,
volunteer worker, and extended
coverage endorsements to the fire
insurance policy for windstorms. snow
collapse of roofs, vandalism and ma-
licious miischief.

{continued on next page)
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By prevention, inspection. and analy-
sis operating risks are reduced and an
experienced rating can be achieved
with the insurer. One of the more
noted methods of risk analvsis is by
Richard Prouty.

Weighing risks

Prouty’s method analyzes each po-
tential loss-cause combination, By de-
teemining whether the probability of
loss is “"almost nil,"" “‘slight,”
“maoderate.”” or “definite’” one gains
an idea of loss expcectations, By
determining the sceverity of the loss
it is possible to weigh cach lass or
combination of losses.

Prouty suggests that they be
mcasured by the maximum possible
loss (the biggest lods that could
possibly oceur), the maximum proba-
ble loss (those losses that arc most
certain to happen), and the annual
expected loss (the weighted averages
of all the losses in the long run). For-
malizing onc’s analysis of the proba-
bility can guide onc in protecting the
property and reputation of the camp.

Consultation with ““cxperts” may bc
helptul to et vou know where vou
stand and how vou can do things
hetter.

Maintaining contact with interested
professionals can improve the quality
of the camps and in time of neced they
are more willing to help vou out. Some
of the available consultants are ac-
countants. lawvers and insurance
brokcrs.

Creating a safc environment may be
casicer to say and plan than to
actually do. It is costly to-renovite
especiallv - when funds are neeved for
maintenance and expansion programs.
Some camps establish an operations,
site and development committee to
make recommendations that can be
carried out in both the short and long
run. ’

Having a preventative maintenance
policy and making an etfort cach year
to upgrade the property will improve
the safetv of the camp as well as the
appearance. Often remodeling exist-
ing structures is money better spent
than on new structures. Most of all,
it is the frequent inspections that
cnable you to get to a problem
before a camper gets into one.

Personnel policies

Laws require that emplovecs not be
discriminated against on certain pro-
hibited bases. Certainly this points to a
trend in hiring camp staft according to
qualifications. Safetv is as much a
state of thought as it is the environ-
ment. Something like 80 percent of
all accidents are really caused by
the human clement. Each camp may
want to consider some of the following
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_periods of the day.

for inclusion in their personnel
policies:

Minimum age level of a counselor
will be 18 years of age. There will be
one statf member for each three camp-
ers. Swimming arca staff wilt be un-
der the dircction of a swimming
director. Swimming instructors must
be certified by the American Red
Cross. Riflery and archery activity
staff shall have proper certification
and demonstrate the necessary know-
ledge and skill for the safety of
those campers in the activity,

Staff witl not be asked to double up
on assignments for which they lack
nceessary expertisce. Staff will be hired
primarily on the basis of character
and job ability. Statfing of the infir-
mary shall be by a nurse or in their
abscncee by one holding first aid

certification. Maintenance crews shall

Supervision of
campers 1s a guiding
process, not a
domineering one -

be instructed in all fire procedures
including fire prevention and fire
fighting techniques appropriate to the
camp. Staff memhers will be evaluated
on a regular basis.

Each staff member will be responsible
for the policing of activity arcas for
broken glass, debris, and any unused
or discarded equipment.

Camper supervision

The emplovees arc technically
responsible but the legdl responsibitity
is upon the cmplover. The posting of
rules relevant to cach activity is im-
portant but they must he explained.
understood, and enforced. For the
safetv and harmony of the activity,
specific rules are often printed up for
the more organized sports, archery,
wood shop. as well as swimming and
boating. :

Approximatcly halt of the
accidents oeeur during, supervised
Giving proper in-
structions to the campers allows them.
to participate more tully in the event,
Many children need extra help to tearn
to live in the open. If the camper
has the proper attitude and learns to
respect and obey the advise and the
instruction of the counselor then they
will not go wrong at camp.

The supervisor of cach counselor
or the director needs to insure that the,
instructor is qualified, enforces the

does not mean that creativity must be
stifled, only that certain guidelines
and safety measures must be en-
forced. If a child wants to try some-
thing new, let them try and if they
fail then they will learn from their
mistake. They may discover something
really innovative. Supervision of camp-
ers is a guiding process. not a
domincering one.

Beyond t%e scope of individual acti-
vities it is important that a well-
rchearsed and carefully thought out
emergency plan be established. The
local fire department may suggest how
a fire drill should be run on your
particular site or you may already
have one worked out. The swimming
arca director may have a plan for
locating a missing swimmer or this
may already be a standard operation.
Good ideas and plans should be
written into policy for others to study
and improve upon.

Risk analysis

Risk identification is the process by
which a camp systematically and con-
tinuously identifics property, liability,
and personal loss exposures as soon
as or before they cmerge. Some
methods of risk identification are: use
of a checklist, statistical records of
losses or near losses that may be re-
peated in the future, rehiance on in-
surancee agents or brokers, flow chart-
ing a particular process, observation
directlv and talking to personnel,
analyzing the interactions with differ-
ent activity or program areas, and
study of one’s financial statements or
book of account.

Check lists are used primarily by
large industrial concerns but can be
applied to camps. The check list is a
risk analysis questionnaire which
creates a listing of potential losses.
This list may also be used by indi-
vidual insurers for the purpose of
underwriting.

Armlymng the contents of the camp
from inventory and balance sheets can
indicate potential losses both as 1o the
arca and the extent. It can be mis-
leading. however, on depreciable
items since thesc would have to be
looked at under a replacement cost
basis. Since accounting for income
tax purposes varies dependmg on

whether an organization is a profit or

non-profit type, the conceptof loss
will vary. The impact of losses on the
organization and the amount of de-
ductables that would be mosi suited
arc based on tax type, available funds,
and basis of actounting costs.
Interactions are analyzed by on-site
inspection of both the facilities and

rules, maintains the activity area, and
keeps the campers under control. This
:" e
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Risk Management, continued

operations. Feedback from depart-
ment heads is valuable in arresting
potential losses. In the kitchen, one
would inspect for cleanness, food
covers in place, perishable foods re-
frigerated between 38° and 45°F,

cooked food never left unrefrigerated

for more than three hours, all cook-
ing, serving. and ecating dishes are
clean and rinsed of soap. garbage
properly containerized and disposed,
and insuring the qualiry of all food
shipments. Product liability insurance
is often carried for claims from food
poisoning.

Flow charting may bec used to show
the steps in an operation. The food
comes from the warehouse to the
camp kitchen where it is stored. pre-
pared. and served. This process may
point out certain loss potentials such
as a lost er damaged shipment.
spoiled or burned-food. and
sickness or food poisoning.

Camps often keep records of ac-
cidents which contain information
about age. time of day. quality of
supervision. tvpe of accident (i.c.
camper to camper collision), serious-
ness of accident, and neeessary
remedy taken. Future accidents per-
haps can be avoided by studying
these records and using them in site
development planning.

Training personnel

Risk management in each activity is
difficult 10 cover because of the dif-
ferent and varied activities of cach
camp. Even if the director does an ex-
ccllent job of managing the camp’s
risks it will be up to the staff to keep

‘this good work all summer. The camp

surveyed felt that their best way of
setting forth risk management policies
was through pre-camp training and the
use of staff manuals or handbooks of
some sort. Risk management involves
creative thinking to consider all
possible losses, regardless of how
small. =
This process is stimulated by illus-

‘trative analysis of an activity area, of

activity area checklists. of consultation
of the counselors with theirsupervisor,
or writing up a report on the risks of
that activity. Each staff member has to
know how to cope with these risks
once they are uncovered.

Some methods are prevention, pre-
caution, requesting safcty devices.,
checking with the director to make
sure insurance or other coverage is
applicable. requesting needed main-
tenance, and where it appears that
nothing can be done, make this known

to the director of such a risk assump-
tion. : '
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Assumption of risk may not be such
a bad thing where it is something
like lost or broken arrows from the
archery set. However, if risks are ig-
norantly assumed it can be costly. This
could be the situation of having frozen
food shipped to the camp by common
carrier under the terms of f.0.b.
point of shipment when it was believed
to be f.0.b. point of destination. and
so no insurance had been obtained
for the shipment, Where risks are as-
sumed, extra care must be exercised
or the activity discontinued.

End result

This is what a risk management pro-
gram may look like in outline form:

Loss-control measures—good
housekeeping. preventative mainten-
ance, emergency plans for fire, lost
campers. missing swimmers, frequent
inspection and policing of cabins and
activity areas, training of personnel in
safety practices, and encouraging
teedback for loss control,

Retention—losses in excess of limits.
excluded, or up to the deductible
amounts on purchased insurance,
earthquake losses, water damage
losses, cost of replacing valuable
papers other than merely copying
them from a preserved source, theft of
uninsured property, war losses. and
flood losses.

Noninsurance transfers—all ship-
ments received at camp under con-
tract terms of liability and owner-
ship beginning at point of destination,

Insurance—workers' compensation,
comprehensive liability, fire and ex-
tended coverage, comprehensive auto-
mobile liability, life on all year round
workers, accident and sickness. tuition
refund, theft and burglary, and money
and security.,

Risk management is a more
sophisticated way for camps to plan for
their economic losses of all kinds.
Preparing for losses involves doing the
research to gather all the pertinent
data. An analysis is done to con-
ceptualize these risks using the
method suggested by Richard Prouty
or by some more sophisticated statis-
tical method. Once the problem has
been properly defined. a decision is
made as to which tool or combination
of the basic tools (avoidance, loss
control, combination or separation,
transfer. and retention) will handle the
risks involved.

After piling up the alternatives. a
selection is made. This method is then

applied and monitored. A continual
scanning of the camp environment

for future trouble spots allows the

necessary revisions to be made in a
timely and effective manner. {7
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Reduce ¢arp property taxes
by knowing state laws

by Frank M. Levine

As a unique. land-intensive
institution, the camping movement
has a vital stake in the nationwide

. etfort to relieve the growing burden of
property taxation.

Clearly. there is a triple-barreled
threat:

1. Inflated municipa! budgets
encourage assessors to add previously
exempt real estate to the tax rolls and
to pressure nonprofit organizations to
pay “in lieu of real estate taxes.”’

2. The demand for leisure homes
and activities turns even remote camp
land into temptingly valuable
development property.

3. State and local policy
increasingly mandates land taxes at
100 percent of **market value’" of even
acamp’s ‘‘open space’’; which
become the much higher price it might
bring for subdivision development.

Concurrently, camp owner's
operating costs have been sorely
aggravated by inflation. Generating
new revenue to offset land tax
increases that exceed the rise in the
cost of living can place an added strain
on precariously high tuitions.

It is particularly onerous for most
organized camps to pay towns ever
greater real estate taxes for school,
water. sewage, road, police, fire,

health, and social scrvices that they
rarcly reccive.

The traditional, seasonal.
low-density use of accessible camp®
land and shorefront has rapidly
become expensive; making the
property especially vulnerable to
soaring values and assessments.
Caught in this multiple crunch, camp
owners are under increasing economic
pressure to either relieve the tax
burden, or succumb to the
self-fulfilling prophecy of selling. often
for subdivision development..

Recognizing the preblem four years
ago, Jean G. McMullan, owner of
Alford Lake Camp in Union, ME,
urged the Fund for Advancement of
Camping (FAC) to.take the lead in
assisting camp administrators. In
1977, chairman of the FAC board,
Kendall l. Lingle, obtained a grant
from the Sterling Morton Charitable
Trust to commission a model study and
analysis. It was his vision to protect

and preserve organized camp
properties as a vital natural resource
for an urbanized nation and its youth.

Working closely with FAC Executive
Director John Maclnnes, Lingle
selected the proposal submitted by the
Camping Resources Study Project in
cooperation with the Allagash
Environmental lnstitute, at the Center
for Research and Advanced Study,
University of Southern Maine in
Portland. This proposal was a logical
supplement to the demonstration
research accomplished at the center in
1976 on *‘Children’s Summer
Camps—Their Economic Value to
Maine.”’ :
~ The project directors determined
that immediate tax relief might best be
obtained by both the private and
agency camp owner through
knowledge of the many options
available under current property tax
statutes; particularly those statutes
enacted to encourage the protection of
undeveloped land.

The six-month study report.
published by FAC in June 1978 as a
Land Tax Alternarives Manual for
Owners of Organized Properties.
identified and addressed three major
previously unmet needs:

1. To provide camp administrators
with a useful, informative discussion
of the principles and procedures by
which land is valued and assessed, and
economic decisions made regarding
land tax options.

2. To provide a comprehensive
survey of the alternatives presently
available under a state’s property tax
statutes; and the procedures for, and
implications of, obtaining differential
assessment.

3. To begin to join forces with
environmental agencies to seeck
specific protection of camping’s
hundreds of thousands of acres of open
space.

This pilot project for the camping
movement utilized extensive
professional, economic and legal
research and opinion. In addition,
valuable consultations were

contributed by Attorncy Edward Lee
Rogers, Natural Resources Council;
Attorney John Paul Erler, Maine
Camp Dircctors Association counscl;
and key administrators from the
Audubon Society, Maine Coast
Heritage Trust and Association of
Conservation Commissions, and the
Nature Conservancy.

Accepting the fact that real estate
assessment is primarily subject to
state laws and municipal
interpretations, the manual gives
comprehensive model treatment to
land tax alternatives in Maine. It also
reports conferences with
environmental agencies in that state,
as a demonstration of the positive
climate for potential cooperation and

coordination with the camping
movement in moving toward mutually
beneficial protection of open space.
There is, however, specific
nationwide relevance in the discussion
and treatment given to federal law; the
process of valuation. assessment, and
abatement; principles for making
cconomic deeisions; a summary of all
state differential tax statutes; and a
resource directory of environmental
organizations across the country.
These should greatly facilitate
replication state by state to ultimately
accumulate national data and
assistance for the camping movement,
The full immediate beriefit to camp

~owners of 150 pages of findings and

references can only be realized
through careful review of the entire
manual. A copy can be obtained by
forwarding $10 to FAC, 19 South
LaSalle Street, Chicago, IL 60603.

The following abstracts frum the
major conclusions and
recommendations in the manual
suggest the scope of the study.
However, as the manual emphasizes,
the camp owner is urged to consult his
own attorney before undertaking any
procedure that will alter his tax status.
Numerous personal. econoniic,
functional, and even political long- and
short-range goals should be explored
with counsel and accountants before
decisions are made.

Exemprions. The camp owner
should consider the alternative of
qualifying his land for exemption.
either total or partial. from real estate
taxation. For example, in Maine. a
camp certified by the state
Department of Education as &
“literarv and scientific educational
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organization’’ will enjoy exemption
from taxation on real property devoted
to the purposes of the organization.
Those camps that are classified
under the Internal Revenue Code as

‘501 (c) (3)," that are nonprofit

corporations, and fulfill requirements
as “‘charitable institutions’ may also
become exempt from taxes on property
used solely for their charitable
purposes.

While it is usually an expensive -
legal procedure to meet complicated
qualifications for total exemption (such
as transfer of all financial interests to a
nonprofit corporation) with estate
planning implications, sizable tax
relief can be accomplished.

Reducing current valuation. A land
owner may be able to reduce the tax
burden on his property by convincing
the local assessor (or through the
town's political process) that **present
use'’ is a better reflection of *'just
value'' than "*highest and best usc"’
for development. This wi'l usually
involve demonstrating cost/benefit to
the town, environmental
considerations, absence of demand for
municipal services, and other financial
activity gencrated.

The camp owner may also request
ar; abatement, or appeal an
assessment. if there is proof of
significant error or incquitable
overvaluation. Here too. the positive
economic impact of the camp, as well
as the comparative economics of
residential development versus open
space conscrvation, may recommend

abatement. Camp administrators
definitely should investigate and
substantiate the direct reduction in the
market value of land as 3 result of state
and local zoning and land-yse
regulations that may already preclude
intensive development.

Classifving lund for special tux
treatment. Most states in the nation
have enacted some form of differential
(current-use) taxationdaws either to
cncourage industries such as
lumbering and farming, or to conserve
open space.

In Maine, for example. there is a
“Tree Growth Tax Law'" which
esscntially.provides a relatively
uncomplicated, inexpensive, and
flexible opportunity for owners of over
10 acrces of forest land to pay tax on
only “'stumpage values” until such
time as they convert the land to other
use.
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There is also a *‘Farm and Open
Space Law™" which is almost as
inexpensive and flexible, but with
more complicated qualifications, that
provides immediate though less
clearly defined tax relief, on farms and
open space; with only back taxes
payable when the owner decides to
change the classification.

A permanent, legal classification of
land may be obtained in an agreement
with a governmentat entity which
places land under a **Conservation
Restriction'' (eascment). Through an
expensive, complicated procedure the
land owner may commit open space to
limited use in perpetuity; and through
appraisals of value *‘before’ and
“‘after,’’ cstablish stable land values.
and take a "“charitable deduction "’ for
the difference. _

In some states camp owners may
negotiate with local officials, usually
under state law, to arrange for a
""Purchasc of Development Rights.”
Under various formulas, the land
owner esscntially agrees not to
devclop all or part of the camp
property, during which time the
municipality agrees to tax iton the
basis of its “*current use. "’

Governmental and foundation
acquisition. While selling undeveloped
land may appear to be a radical
solution to real estate tax problems,
through various forms of acquisition
and funding for same. camps may
under appropriate circumstances
divest themselves of part of their
property while retaining its usc for
such as outdoor education. The entire
camp may cven be sold to a foundation
that will agree to continue current
operatior. '

Certainly. substantial estate
planning and personal considerations

are involved in a decision to give up
actual ownership. However, such
acquisition may be a major vehicle for
eliminating taxes, raising capital, and .
perpetuating an organized camp.
Economic impact of tax alternatives.
The manual provides a protessional
discussion and analysis of the
economic principles to be considered
in evaluating land tax alternatives\ It
identifies the relevance of \
“‘opportunity costs, variable and fixed

operating costs, capitalized value,"’"
and provides a formutla for estimating
the relative economic impact of each of
the land tax options referred to above.
In addition, the manual details
step-by-step procedures by which the
land owner can implement the findings
and recommendations.

Miscellaneous. A summary of the
extent and nature of potential
cooperation with Maine cnvironmental

_agencies reports a substantially

positive and supportive climatc for
subsequent cfforts to align interests

and objectives. Joint pursuit of the
preservationof organized camping's
censtructive. recreational and
educational, environmentally sound
use of open space is dcfinitely
recommended. ;

A most instructive chapter makes
specific and incisive suggestions for
proposing and ¢nacting a ‘/model
law." to ensure equitable and
beneficial taxation of organized camp
propertics. J

Given the design and complction of
what is the costly model phase, state

-camping associations arc encouraged

to replicate the study: and the
American Camping Association is
urged to undertake a conceried effort
to address the full scope of the
problem.

Anticipating Proposition 13, FAC
hasonce again made a major
pragmatic contribution to a
strengthencd futurce for the camping
movement. Similar treatment should
certainly be given to the many other
cconomic and demographic forees that
confront camp administrators.
However, obtaining and retaining the
vital program clement of appropriate
recreational land is central to the
formation of new enterprise and
healthy prospects for thousands ot
traditional organized camps.




