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Executive Summary


The Ponderosa Institute is a non-profit partnership between the University of Idaho, The Idaho Department of Parks and Recreation, and the Palouse-Clearwater Environmental Institute.  The mission of the Ponderosa Institute is to promote nonpartisan inquiry and understanding of the natural resource and environmental issues and challenges facing Idaho and the American West.  The Institute and its partners foster scientific literacy, enlightened leadership and open-minded dialogue through seminars, policy programs, conferences, leadership development initiatives, graduate/professional education programs, and youth science education programs. 

Despite the challenges of a rapidly growing, migrating, and diversifying population, none of Idaho’s higher education institutions have programs that prepare professionals and community leaders with the policy and planning skills they need to respond effectively.  At the same time, few of Idaho’s counties and municipalities have the capacity to respond adequately to the natural resource and environmental challenges they face.  Idaho is also one of the only states without a residential environmental science education center aimed at increasing the natural resource and environmental science literacy of state schoolchildren and citizens.  The Ponderosa Institute will fill these voids.

The Ponderosa Institute will serve the following primary market groups: K-12 schoolchildren; K-12 teachers; parents; graduate student; natural resource and environmental professionals; community leaders and citizens; athletes and sports science professionals, and; local residents.

Revenues are generated from a combination of lodging and food sales; K-12 program income; graduate student fees, room and board, and; grants and donations.  Revenues are projected to increase by 25% to $381,657 in 2006, by 92% to $731,853 in 2007, and by 25% to $911,440 in 2008.  These increases will be possible as a result of winterization improvements and facility expansions which will expand the operating season to 12-months and allow for increased lodging, food, and program rates charged to participants.  Restructuring of the booking system will also result in higher occupancy rate, resulting in additional revenue.  Over the next several years, the operation will shift away from summer rental of the facility to groups delivering their own programs, to more programs developed by the Ponderosa Institute staff, including seminars, symposia, workshops, and science camps.  

Both short- and long-term facility improvements are needed to achieve the above program mission and revenue goals.  The vision for the future facility is a year-round campus in which all buildings are constructed with sustainable materials and technology that surround visitors with lessons for sustainable living.  The future facility design of the field campus will reflect detailed attention to minimizing environmental impact on our surroundings while maximizing visitor exposure to sustainable architectural design, energy use, and waste management.  Staying on campus will be a unique educational experience in and of itself.
Most of the development of Ponderosa Institute programs will be funded through $1.8 million in

program revenue.  However, the UI College of Natural Resources, UI Central Administration, and UI Extension are requested to provide targeted support totaling $835,419 in several areas during the first three years of operation.  This support includes a $150,000 five-year installment loan for capital facility improvements, one new faculty member, one new community development specialist, and support for facility management and maintenance.

Financing Proposal Summary


Most of the development of Ponderosa Institute programs will be funded through $1.8 million in

program revenue.  However, the UI College of Natural Resources, UI Central Administration, and UI Extension are being requested to provide targeted support totaling $835,419 in several areas during the first three years of operation.  Table 1 describes this requested support.

Table 1. Proposed financial support from various UI units.

	UI Unit
	Type of Financing/ Support
	Use 
	Amount/Year

	
	
	
	2006
	2007
	2008

	1) CNR
	Five-year installment loan 
	Facility improvements
	$150,000
	-
	-

	2) CNR
	Faculty member
	Ed. prog. development
	$77,000
	$79,000
	$81,000

	3) CNR
	Field Campus Manager
	Operations
	$34,354
	$48,095
	$50,050

	4) UI Admin
	Utilities and Maintenance
	Facility management
	$24,202
	$52,850
	$57,368

	5) UI Exten.
	Extension Specialist
	Outreach prog. devel.
	$58,000
	$61,000
	$62,500

	TOTAL SUPPORT
	$343,556 
	$240,945 
	$250,918 


Description:

1) A $150,000 5-year installment loan from CNR will be repaid with additional revenues from the expanded year-round operation, increased occupancy rates, and from increased fee rates. The loan will be used to make winterization improvements ($87,700), to expand staff housing ($15,000), construct storage and laundry facilities ($20,000), and upgrade furnishings ($30,000). 

Available Collateral: The major share of the loan will be used to make capitol improvements in the Field Campus facility, thereby increasing its revenue generating capacity.  A small proportion will be used to purchase durable furnishings which also will improve the facility’s revenue generating potential, or that could be sold.

2) CNR will hire one faculty member in the area of environmental education/citizenship.  An important component of this position will be grant acquisition to support Institute activities, and educational program development.

3) CNR will take on responsibility for funding Field Campus Manager position.  Doing so will further increase annual net profit, which will be reinvested into capital facility improvements. Sources of funding will be from Institute relate grant activity and CNR funds. 

4) UI will take on responsibility for utility costs and maintenance personnel.  Doing so will further increase annual net profit, which will be reinvested in capital facility improvements.  Sources of funds will be from the surcharge on Institute Y accounts, tuition revenues, and UI general operating funds.  

5) UI extension will hire one extension specialist in the area of community development.  The primary responsibility of the position will be to develop the Public Outreach Program.  Source: resource re-allocation.

What is Our Vision?


We envision a sustainable society whereby a well-informed citizenry makes decisions based on their willingness and ability to investigate effectively, think critically, and work collaboratively while seeking solutions to complex natural resource and environmental issues.  

The mission of the Ponderosa Institute is to promote nonpartisan inquiry and understanding of the natural resource and environmental issues and challenges facing Idaho and the American West.  The Institute and its partners foster scientific literacy, enlightened leadership and open-minded dialogue through seminars, policy programs, conferences, leadership development initiatives, graduate/professional education programs, and youth science education programs. 

The goals of the Ponderosa Institute are to: 

1)
Increase the scientific literacy of all Idahoans.

2) Increase public awareness & knowledge of emerging natural resource and environmental issues affecting Idaho and the Western U.S.

3) Develop the capacity of Idaho leaders to deal with natural resource and environmental challenges.

4) Increase capacity of Idaho schools to address math, science, and technology standards.

5) Provide a non-partisan forum for open-minded dialogues on the environmental future of Idaho and the Western U.S.

6) Optimize outdoor sport performance and health through the execution, application and dissemination of sports science, training, and education, with particular focus on winter, high altitude, and mountain sports.

Why The Ponderosa Institute in Idaho?

Idaho’s population increased by 40% from 1990 to 2005, and is now the third fastest growing state in the U.S.  The Census Bureau projects that by 2030, population will increase by 52% to nearly 2 million.  By 2050, urban and suburban development is expected to double and quadruple, respectively, resulting in a loss of 4.5 million acres of ranch, farm, and open space land.  This growth will be accompanied by increased energy consumption--Idaho already leads the Northwest in per capita consumption--and a projected three-fold increase in municipal water use.  

Despite the challenges of a rapidly growing, migrating, and diversifying population, none of Idaho’s higher education institutions have programs that prepare professionals and community leaders with the policy and planning skills they need to respond effectively.  At the same time, few of Idaho’s counties and municipalities have the capacity to respond adequately to the natural resource and environmental challenges they face.  UI simply does not have the resources to provide these communities with comprehensive, long-term assistance.  

Idaho is also one of the only states without a residential environmental science education center aimed at increasing the natural resource and environmental science literacy of state schoolchildren and citizens.  In a 2000 report entitled Before It’s Too Late, the National Commission on Mathematics and Science Teaching for the 21st Century reports that the future well-being of the nation depends on how well we educate our children in mathematics and science.  Nationwide research has demonstrated that education programs utilizing interdisciplinary, hands-on learning experiences, coupled with use of the environment as an integrating context for learning, perform better on standardized measures of academic achievement in reading, writing, math, science, and social studies.  They also report reduced discipline and classroom management problems, increased engagement and enthusiasm for learning, and greater pride and ownership in accomplishments.

As the state’s land grant institution, UI is uniquely positioned to utilize its educational, research and outreach programs to assist Idaho communities plan for a sustainable economic, cultural, social, and ecological future.

Program Description


Program Name and Contact Information

Program Name:
The Ponderosa Institute

Legal Name: 
same

Location: 
PO Box 1025


1800 University Ave.


McCall, ID 83638

Phone:
208-634-3918 

Email: 
stevenh@uidaho.edu
Contact:
Steve Hollenhorst

Program History

The UI College of Natural Resources has been on the Payette Lake site for many years.  It served for decades as the base camp and educational facility for our college-wide, required summer field courses (aka Summer Camp).  Thousands of alumni have an emotional connection to the site as the place where they established their relationship with the land and with other students who became lifelong friends.  

The site is currently the home of the McCall Outdoor Science School (MOSS).  The MOSS program was founded by Dr. Steve Hollenhorst, Head of the UI Department of Conservation Social Sciences, and Greg Fizzell, Education Program Coordinator for the Palouse-Clearwater Environmental Institute (PCEI).  MOSS prepares graduate students for careers in environmental science education and introduces hundreds of Idaho school children and teachers to the science underlying environmental studies and natural resource management.  The site also serves as a rustic conference and retreat center, particular programs focused on natural resource management.

Recently, UI and PCEI have partnered with the Idaho Department of Parks and Recreation to develop a Learning Center facility on the Field Campus property.  The property is an inholding within Ponderosa State Park, making it a remarkable site for the development of a residential educational facility focusing on natural resource and environmental education and policy.

Who Does the Ponderosa Institute Serve? Market and Target Program Groups

The Ponderosa Institute serves several primary market groups: 

1) K-12 Schoolchildren.  

2) K-12 Teachers.  

3) Parents. 

4) Graduate Students. 

5) Natural Resource and Environmental Professionals. 

6) Community Leaders and Citizens. 
7) Athletes and Sports Science Professionals.

8) Local Residents. 
Description of Operations

The Ponderosa Institute is constituted of four interrelated programs (see Table 2 for Program Market Mix): 

Table 2. Ponderosa Institute Program Market Mix.
	Time of Year
	Day of Week

	
	Weekday
	Weekend

	School Year
	MOSS (K-12 School Groups)

MOSS Graduate Program

MOSS Teachers

MOSS Parent Chaperones

UI for-credit courses

Institute Seminars and Workshops

Institute Conferences and Symposia

Institute lecture Series

Professional/leader programs

Citizen programs
	MOSS Graduate Program

UI Field Trip Retreat Groups

Special Events

Institute Seminars and Workshops

Institute Conferences and Symposia

Institute lecture Series

Ski groups

Sports Clinics

	Summer/

Holidays
	UI for-credit courses

Institute Seminars and Workshops

Institute Conferences and Symposia

Science Camps

Sports Camps

Retreat Groups

Special Events

Sports Clinics

Agency Trainings
	Academic courses

Institute Seminars and Workshops

Institute Conferences and Symposia

Science Camps

Sports Camps

Retreat Groups

Special Events

Sports Clinics

Agency Trainings


The McCall Outdoor Science School (MOSS) supports Idaho K-12 schools in meeting academic achievement standards established by the State of Idaho Board of Education.  Through 3- and 5-day residential programs, MOSS engages students in challenging and interdisciplinary study using the outdoor environment as an integrated context for learning about math and science.  MOSS currently serves over 600 Idaho schoolchildren each year.

Graduate and Professional Residency Program. This program provides an opportunity for post-undergraduate and graduate students to gain experience through semester-long or 12-month residencies focusing on policy and environmental science education. 

Seminars and Public Programs.  These programs including Ponderosa Institute seminars, public programs, lecture series, community programs and for-credit courses at the Institute Campus in Mccall and throughout Idaho. Focus of these programs will be on scientific literacy, public awareness & knowledge of emerging natural resource and environmental issues affecting Idaho and the Western U.S., conservation leadership, and outdoor sport performance and health.

Policy Programs. The Ponderosa Institute Policy Programs provide a non-partisan forum for constructive dialogue on significant natural resource and policy issues.  The Policy Programs provides a neutral venue for leaders to engage in informed dialogue and inquiry on the complex, important natural resource and environmental issues of our time.  

Located on the site of the UI Field Campus on Payette Lake in McCall, Idaho, the Ponderosa Institute facility will be constructed with sustainable materials and technology that surround program participants with lessons for sustainable living. From an onsite tertiary wastewater treatment system, to a biofuel heating plant, the campus will be a model for energy conservation and sustainable living. 

A combination of unique educational program offerings combined with a phased pricing strategy has been key to the Institute’s growth.  Understanding that K-12 schools would not have been able to cover the full costs of participation (approximately $145/student/week), grants were successfully obtained in order to reduce costs to schools.  Over time, schools have budgeted the program into their operations, and we have been able to increase our price to $110.  As we near full cost pricing, fundraising programs will also be developed for K-12 schools to utilize to raise the requisite funds. 

Management Profile and Needs Assessment

The Ponderosa Institute’s management team consists of the Executive Director, Dr. Steve Hollenhorst, the Program Director, Greg Fizzell, the Field Campus Manager, Gary Thompson (interim), and Assistant Field Campus Manager, Liz Warner (interim).  

Steve Hollenhorst is Professor and Head the Department of Conservation Social Sciences at UI. He is also Director of the National Park Service Visitor Services Project, the UI Park Studies Unit, and the UI McCall Outdoor Science School.  His scholarly interests focus on wilderness policy and management, private land conservation, and environmental leadership.  He received his B.S. (1982) and M.S. (1983 from the U. of Oregon, and his Ph.D. (1987) from The Ohio State U.

Greg Fizzell is the Education-Outreach Coordinator for Palouse-Clearwater Environmental Institute.  He oversees the MOSS program and the graduate program.  He also writes and manage grants/fundraise to support the MOSS and graduate program efforts.  He received his B.S. and M.S. degrees in forestry from the U. of Illinois (1993) and UI (1999), respectively.

Field Campus Manager (vacant).  The Field Campus Manager directs and coordinates the staffing, programming, and supervision of the daily operational activities of the UI McCall Field Campus; interprets and applies laws and UI rules, policies, and procedures for a variety of campus projects and activities. Responsible for the overall coordination of Field Campus operations, activities, and programming; functions as a member of the MOSS instructional faculty.

Assistant Field Campus Manager (vacant).  As the administrative support for the UI McCall Field Campus, this position is responsible for invoices and billings, development and maintenance of office systems and administrative procedures, participation as a member of the management team in administrative planning and coordination, and event scheduling and registrations.  

The growth of the MOSS and graduate program to 12-months, along with the planned addition of the Seminar and Public Programs and Policy Programs will create the need for additional management and staff personnel.  These include a K-12 Program Coordinator, Graduate Program coordinator, Outreach Program Coordinator, and Development Specialist. 

 Financial Profile
Since the founding of the MOSS program five years ago, revenues have increased from approximately $110,000 to $330,000 annually.  Revenues are generated from a combination of lodging and food sales, K-12 program income, graduate student room and board, and grants and donations.  It is estimated that revenues will double in two years as a result of winterization improvements and facility expansions which will expand the operating season to 12-months and allow for increased lodging, food, and program rates charged to participants.  Restructuring of the booking system will also result in higher occupancy rate, resulting in additional revenue.  The new booking system has already resulted in a 25% increase in reservations over last summer.

Operating Plan


Location

The Ponderosa Institute is located on the University of Idaho Field Campus, a 14-acre property on Payette Lake in McCall, Idaho (Figure 1).  An inholding inside of Ponderosa State Park and includes approximately 700 ft. of lakeshore with sand beach.  Property title is held by the Idaho Department of Lands (IDL) and is classified as UI endowment land.  UI has leased the property since the 1940s and currently holds a 10-year revocable lease on the property.   All buildings and improvements are the property of UI.

The property is flat and covered with old-growth ponderosa pine and Douglas fir.  Road access is excellent and all utilities are presently onsite.  The adjacent Ponderosa State Park is visited by 250,000 visitors per year and is recognized internationally for its scenic character, old growth forests, and world-class Nordic ski trail system.

Operation Procedures

The Ponderosa Institute promotes nonpartisan inquiry and understanding of the natural resource and environmental issues and challenges facing Idaho and the American West.  The Institute and its partners foster scientific literacy, enlightened leadership and open-minded dialogue through seminars, policy programs, conferences, leadership development initiatives, graduate/ professional education programs, and youth science education programs.  

Revenues are generated from a combination of lodging and food sales; K-12 program income; graduate student fees, room and board, and; grants and donations.  It is estimated that revenues will double in two years as a result of winterization improvements and facility expansions which will expand the operating season to 12-months and allow for increased lodging, food, and program rates charged to participants.  Restructuring of the booking system will also result in higher occupancy rate, resulting in additional revenue.  The new booking system has already resulted in a 25% increase in reservations over last summer.
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Figure 1. Location of UI McCall Field Campus.

Over the next several years, the operation will shift away from summer rental of the facility to groups delivering their own programs, to more programs developed by the Ponderosa Institute staff, including seminars, symposia, workshops, and science camps.  Winterization of the facility will also result in a 133% increase in the K-12 program as we expand from 12 weeks and 600 schoolchildren to 28 weeks and 1400 schoolchildren.

Facility Requirements

Current Facility

The current facility includes the following:

· Historic Dining Hall (capacity = 70)

· 8 Duplex Bunkhouses (capacity 12 beds/bunkhouse, 96 beds total)

· 2 Duplex Units with bathrooms and kitchenette (capacity 6 beds/bunkhouse, 12 beds total)

· Small Cabin (2 bedroom)

· 2 residence yurts (2 beds per yurt, 4 total)

· Bathhouse

· Classroom/Office building (includes an efficiency apartment)

· 2 30’ classroom yurts

· Shop

Facility Vision: Architecture as Pedagogy

The vision for the future facility is a year-round campus in which all buildings are constructed with sustainable materials and technology that surround visitors with lessons for sustainable living.  The future facility design of the field campus will reflect detailed attention to minimizing environmental impact on our surroundings while maximizing visitor exposure to sustainable architectural design, energy use, and waste management.  Staying on campus will be a unique educational experience in and of itself.  

Specifically, the future facility will be redesigned and constructed to accomplish the following facility goals:

· Sustainable building materials design and function

· Firewise construction

· Underutilized wood materials harvested locally for building, furniture, heating and cooling

· Educational/interpretive interface communicating function of each element to public

The facility will NOT be Spartan.  Rather it will be rustic, high quality, tuned to the natural setting, and express a sense of place connected to McCall and the Central Idaho Mountains.
Proposed Facility Elements 

The future facility will include the following elements:

· Main Center (welcome center, bookstore, offices, and administration).

· Dining facility.

· Thematic educational studios, classrooms, and labs.

· Equipment livery/storage.

· Residence facilities: grad student village, conference/symposium housing, student units.

· Central bio-fuel power plant.

Sustainable Design Elements 

The future facility will include the following sustainable design elements:

· Recycled, salvaged or engineered composite construction and furnishing materials

· Untreated construction materials to reduce off-gassing of VOCs

· Central biofuels heating plant using wood from surrounding fuel reduction projects

· Solar-preheated water

· Passive solar gain and natural light design 

· Photovoltaic roof panels and windmills

· Natural ventilation design

· Wood products milled from park fire restoration projects

· Other wood products Forest Stewardship Council (FSC) certified

· Roof rainwater collection for landscape irrigation and low-flush toilets

· Xeric landscaped grounds

· Living machine – onsite tertiary wastewater treatment

· Sustainable food systems

· Pedestrian campus

· Low-watt fluorescent lighting

· Motion detectors and timers for lighting

· Composting systems for food/plant waste

· Low-energy lighting, computers and electronics

· Integrated phone, data, and video network with wireless backbone

· Interpretation interface with green design elements

Sector Analysis


The sector analysis includes four components: 1) Residential outdoor/environmental schools and programs; 2) Graduate residency programs; 3) non-profit environmental education organizations, and; 4) natural resource/environmental policy centers and institutes.

Residential Outdoor/Environmental Schools and Programs

There are approximately 330 Residential Outdoor Schools in the U.S., of which only one, the UI MOSS program, is in Idaho.  These programs are typically 3-5 days in length and serve K-12 schoolchildren, primarily 5th and/or 6th graders.  Participants typically attend with their entire class and their teacher.  Parents often attend as chaparones.  The market is usually K-12 schools located within a half-day driving distance of the site, although more prestigious programs attract private or grant funded schools from across the U.S.  In states like Minnesota, Wisconsin, California, and Oregon, most 5th or 6th grade students attend such programs and school districts have learned to make attendance part of their curriculum, budgets, and fund raising program.  During the summer and school holidays, programming shifts to an array of adult naturalist programs, science camps, conferences, and workshops. 

The MOSS program represents the first and only such program serving Idaho Schools.  Before MOSS, teachers interested giving their students a residential environmental science education experiences had to organize it on their own, including securing a facility, planning and delivering the curriculum, organizing transportation and meals, and recruiting instructors and chaperones.  MOSS now provides schools with a lodging facility, curriculum, and meal program.  Schools organize transportation, chaperones, and fundraising to cover tuition.

Graduate Residency Programs

There are five well-established graduate residency programs in the U.S., the Teton Science School, The North Cascades Institute, Islandwood, the Wolf Ridge Environmental Learning Center, and the UI McCall Outdoor Science School.

Teton Science School. The TSS Graduate Program provides a one-year professional residency in the theory and practice of field science, experiential education and leadership skill. The major components of the program include: Graduate level courses in the natural sciences and education; extended practicum experiences in environmental education and interpretation; seminars in professional skills and institutional management; training in outdoor leadership; instruction in the use of research as an educational tool.  Cost: $16,075 to $16,975, depending on housing selection.

The North Cascades Institute.  In collaboration with Huxley College at Western Washington University, the NCI graduate residency program confers a Master of Education in Environmental Education and a Certificate in Nonprofit Administration and Leadership. Course work explores environmental education while placing an emphasis on field science, cultural studies, teaching and nonprofit administration. Cost: $12,500 residence fee plus WWU tuition ($11,000/year for residence, $24,300 for non-residence)

Islandwood.  The ten-month Graduate Residency in Education, Environment and Community at IslandWood (EEC) is developed in partnership with the University of Washington.  The program involves a combination of coursework with practicum teaching experience.  Cost: $15,400, including 39 credits tuition at UW.

Wolf Ridge Environmental Learning Center: In cooperation with the University of Minnesota, Duluth, Wolf Ridge offers a 10 month graduate internship program that trains students to be effective environmental educators.  The program includes 18 credits of graduate coursework and practicum teaching experience.  Cost: $3,000 plus UMD tuition ($8,750 residents, $15,850 non-residents).

McCall Outdoor Science School.  The MOSS Graduate Residency in Environmental Education (GREE) program offers a one-semester and 12-month program leading to Graduate Certificate in Environmental Education from the University of Idaho. The major components of the program are: hands-on, field-based teaching experience in environmental education for 5th and 6th grade students; graduate level courses in ecology, teaching, and outdoor leadership; experience in non-profit administration. Cost: $3,000 (includes 15 cr. graduate tuition)

There are several distinct advantages the MOSS GREE program has over other graduate programs.  First the cost is substantially lower than other programs.  Second, the MOSS GREE program is the only graduate program actually offered by a University.  The other programs are offered in partnership with higher education institutions, meaning those institutions provide credit but in most cases do not actually deliver the courses.  MOSS courses are taught by UI instructors.  Lastly, credits earned by MOSS GREE students can be applied directly to UI degree programs.

Non-Profit Environmental Education Organizations

There are literally thousands of non-profit environmental organizations who claim environmental education as all or part of their mission.  Of these, there are three programs in Idaho worth noting:

Palouse-Clearwater Environmental Institute, Moscow, Idaho.  PCEI’s mission is “to increase citizen involvement in decisions that affect the region's environment." The Institute has grown into one of the most successful organizations in the region.  In addition to environmental education, program areas include: watersheds; community food systems; sustainable transportation; alternative energy, and; AmeriCorps placements.  PCEI is partners with UI in the development and delivery of the MOSS K-12 and graduate programs.

Environmental Resource Center, Ketchum, Idaho.  The ERC’s mission is “enhancing  environmental and conservation awareness, enriching outdoor experiences, and promoting a more sustainable community for the current and future residents and guests of the Wood River Valley.  Programs include Environmental Education Outreach Program in the Schools, various conservation events, nature outings and workshops, recycling, the Wood River Farmer’s Market, and a children’s Eco-Camp. 

Sawtooth Science Institute. Sun Valley, Idaho. SSI is an outreach field study center of the College of Education  at Idaho State University, and the Idaho Museum of Natural History, dedicated to the study of the natural history of the northern Rockies.  SSI’s goals are: 1) To serve the needs of teachers, students, community groups, and other students of natural history; 2) To provide site-specific natural history information, materials and resources; 3) To integrate locally relevant cultural and natural history across disciplines, and 4) To help facilitate a reconnection with the natural environment.

The ERC and SSI do not offer residential environmental science education programs for schools.  Nor are they involved in graduate education.

Natural Resource/Environmental Policy Centers and Institutes

There are hundreds of policy centers and institutes in the U.S. dedicated at least in part to environmental and natural resource policy.  Organizations in Idaho worth noting are as follows:

University of Idaho, Policy Analysis Group.  The Idaho Legislature created the Policy Analysis Group (or "PAG") in 1989 as a way for the University of Idaho to respond quickly to requests for information and analysis about current natural resource issues (Idaho Code Sec. 38-714). The PAG is administered through the University of Idaho's College of Natural Resources.  PAG's mission is to provide timely, scientific and objective data and analysis, and analytical and information services, on resource and land use questions of general interest to the people of Idaho.  Primary products are the PAG Policy Report Series and special reports on timely issues. 

Boise State University, Andrus Center for Public Policy is dedicated to independent, non-partisan policy formation on critical issues confronting Idaho and the United States. During the five years since its founding, it has brought policymakers together at conferences on such subjects as declining populations of bull trout, federal land management policies, and catastrophic wildland fires. It provides a civil, non-partisan forum for the exchange of divergent views on controversial issues, and the white papers that emerge from the conferences reflect consensus findings.
Market Analysis


Revenue Objectives and Sales Forecast

Table 3 describes the 3-year revenue objectives and programming and pricing strategies that will be employed to achieve these objectives.  The complete budget is found in Table 3.  Revenue will be generated from non-MOSS lodging and meal sales, MOSS program fees, graduate program fees, firefighter lodging and meal sales, merchandise sales, and grants/donations.  In 2006, revenues will be increased by 25% to $381,857 through a combination of pricing and occupancy increases.  In 2007, revenues will nearly double to $731,953 as we move toward a year-round operation combined with modest price and occupancy increases.  In 2008, revenues will again increase by 25% to $911,440 through a combination of modest price and occupancy increases.

Table 3. Three-Year Revenue Objectives and Strategies for Achieving Objectives

	Year
	Revenue Objective
	Annual Revenue
	Programming and Pricing Strategies 

for Achieving Objective

	2006
	Increase by 25% 
	$  381,657 

 
	· Increase standard lodging rate to $22/day

· Increase standard meal rate to $25/day

· Increase MOSS weekly rate to $110/student

· Increase Summer occupancy 20% to 30 people/day

· Increase Grad. room and board rate to $525/month 

	2007
	Increase by 92% 
	$  731,853 

 
	· Open campus year-round, increasing MOSS programming by 15 weeks to 28 weeks/year

· Increase standard lodging rate 5% to $23.10/day

· Increase standard meal rate 5% to 26.50/day

· Increase Non-MOSS programming from 12 to 16 total weeks

· Increase MOSS weekly rate 10% to $121/student

· Increase MOSS occupancy from 70 to 75 people/week

· Increase Summer occupancy 20% to 36 people/day

· Increase Grad. R&B rate 5% to $551.25/month 

· Increase grant acquisition to $80,000 for year

	2008
	Increase by 25% 
	$  911,440 

 
	· Increase standard lodging rate 5% to $24.26/day

· Increase standard meal rate 5% to $27.56/day

· Increase Non-MOSS programming from 16 to 20 total weeks

· Increase MOSS weekly rate 10% to $133.10/student

· Increase MOSS occupancy from 75 to 80 people/week

· Increase Summer occupancy 20% to 43 people/day

· Increase Grad. R&B rate 5% to $578.81/month

· Increase grant acquisition to $90,000/year


Marketing Strategy

During the next three years, the Ponderosa Institute will focus on growing the MOSS K-12 and graduate programs along with increasing Non-MOSS revenue streams.  Through a combination of facility enhancements/winterization and target marketing aimed at educational groups, we will increase the daily occupancy of the campus and expand the operation to year-round.

Increasing quality of the facility, expanding the operation season, and continually improving the quality of programs delivered will create significant demand for Ponderosa Institute programs and services, increase daily occupancy of the facility, and generate significant increases in revenue.  This in turn will provide us with the revenues necessary to expand into the Seminar and Public Seminar Program and Policy Program in 2009.  If grant funds are received for these programs, they will commence earlier.

Target Market Description

The Ponderosa Institute program suite will serve the following market groups:

1) K-12 Schoolchildren.  These schools are located within a 4-hour drive of the campus, including schools from Moscow, Lewiston, Cottonwood, Kooskia, Elk City, and Boise.  Currently over 600 students from 15 schools are served.  All available dates are reserved a year in advance and many schools are on the waiting list.  The primary ages served are 5th and 6th graders.  Overall, there are 256,004, K-12 public school students in Idaho, of which approximately 45,869 are 5th and 6th graders.  Of these approximately 37,000 are located within a 4-drive of the campus.  In addition, several thousand students are enrolled in non-public schools, or are home-schooled.  

2) K-12 Teachers.  While in residence with their students, teachers and parents actively participate in MOSS programs.  The goal is to give teachers and parents the confidence and skills necessary to implement science education programs in their schools and communities.  Several thousand K-12 teachers are located within the Institutes market region.

3) Parents. K-12 schools are required to bring adult volunteer chaperones.  Chaperones fully participate alongside students in all aspects of the program curriculum.

4) Graduate Students. A rigorous, semester-long or 12-month residency program provides 17 graduate students with the opportunity to earn a graduate certificate in environmental education and graduate credit towards their graduate degrees by taking courses in education, natural resources, leadership, and nonprofit administration.  They also work as field instructors during our K-12 residential school program, and deliver a mobile program to K-12 schools throughout Idaho.  A total of approximately 4,250 program days are currently delivered.
5) Natural Resource and Environmental Professionals. A primary focus for future expansion will be the delivery of seminars, symposia, and professional training programs, professionals from across Idaho and the region.
6) Community Leaders and Citizens. An additional focus for future expansion will be the delivery of seminars, symposia, and leadership training programs for community and business leaders.

7) Athletes and Sports Science Professionals.  Institute programs will focus on optimizing outdoor sport performance and health through the execution, application and dissemination of science.  As a inholding within Ponderosa State Park, one of only a handful of Olympic qualifying venues for Nordic skiing, the Institute is uniquely positioned to deliver science and educational programs related to winter and high altitude sports
8) Local Residents. Public programs will be developed for both permanent and seasonal residents, focusing around natural and cultural history, current issues, and sustainable living.
Market Competition

Analysis of market competition is broken down into the Ponderosa Institute’s four primary program areas:

Residential Environmental Science Education for K-12 Students.  Currently MOSS has no real competition anywhere in Idaho.  As a result, the program is totally booked 12-months in advance and inquiries far exceed program capacity.  Even if we expand to a 12-month operation, capacity will still be far below the demand generated by the nearly 200 elementary and middle schools in the market region.  Even when reaching a lodging capacity of 150 beds, the MOSS program will only be able to serve approximately 20% of his potential demand, or about 40 schools.

Graduate and Professional Residency Program.  Primary competition for the graduate program comes from Teton Science School, The North Cascades Institute, Islandwood, the Wolf Ridge Environmental Learning Center.  Several competitive advantages will allow us to outperform these competitors.  First, as a University program, graduate credits can be seamlessly applied to the student’s graduate program.  Most other programs only offer credit through partnerships with higher education institutions.  Secondly, because we are a university program, we are better able to network within the higher education community to recruit quality graduate students.  Third, successful grantwriting will enable us to charge a substantially lower tuition and fees than is charged by our competitors.  The recent 3-year AmeriCorps grant is just one example of how we will be able to charge 50-80% less than our competitors.  Fourth, involvement of University of Idaho faculty will enable us to obtain a higher level of academic rigor and quality, thereby raising the reputation and attractiveness of the program over our peers.

Seminars and Public Programs.  Modeled off the Aspen Institute series,  The Ponderosa Institute will offer a suite of seminars, public programs, lecture series, community programs and for-credit courses at the Institute Campus in Mccall and throughout Idaho. Focus of these programs will be on scientific literacy, public awareness & knowledge of emerging natural resource and environmental issues affecting Idaho and the Western U.S., conservation leadership, and outdoor sport performance and health.  Currently, some competition exists from the Andrus Center for Public Policy at Boise State University, and from the Sawtooth Institute.  However, neither of these programs has a residential facility.  The Field Campus will provide us with a distinct competitive advantage in this area.

Policy Programs. The Ponderosa Institute Policy Programs will provide a non-partisan forum for constructive dialogue on significant natural resource and policy issues.  While some conferences are currently offered by the Andrus Center, we are in the distinct advantage of having a unique residential facility located in a mountain setting on Payette Lake.  The campus is also more centrally located between Boise and the population centers of North Idaho.

Financial Plan


Financial Goals

The Ponderosa Institute provides a suite of program services, including a residential environmental science education program for K-12 students, graduate program, public outreach programs, and policy programs.  The financial goals for the next three years are:

· Realize a 25% increase in revenues in 2006, 92% in 2007, and 25% 2008.

· Secure a $150,000 interest free capital improvement loan from CNR, to be paid back in 5 years.

· Achieve a net profit margin of 9% of total revenues by 2008.


The budget projections for achieving these goals are presented in Table 4.

Capital Investment

A key element to this budget plan is $150,000 in capital facility investments in 2006, followed by an additional $15,000 and $40,000 in 2007 and 2008, respectively.  The initial $150,000 capital investment will be used to make winterization improvements ($87,700), to expand staff housing ($15,000), construct storage and laundry facilities ($20,000), and upgrade furnishings ($30,000).  The remaining $55,000 will be used make remodeling improvements to thee staff cabins and bathhouse.

It should be pointed out that these are short term capital investments.  A more ambitious plan for facility improvements will be undertaken via a capital campaign, possibly combined with la request for legislative support.

Financial Controls

Operating costs and accounts receivable levels will be monitored monthly to ensure that control measures are effective.  The data necessary to do so will be produced monthly by the Institutes accountant, Lilly Steinhorst, and Field Campus Manager, and will include:

· Monthly income and expense statements

· Monthly report on reservations and bookings

Table 4. Ponderosa Institute Budget Projections 2006-2008.

	PROJECTED INCOME 
	2006
	2007
	2008

	Carryover from previous year
	 $ 34,304 
	 $ 61,730 
	 $ 64,689 

	Non-MOSS programs
	
	
	

	   Weeks
	12
	16
	20

	   Meal program (/person/day)
	 $ 25.00 
	 $ 26.25 
	 $ 27.56 

	   Lodging (/person/day)
	 $ 22.00 
	 $ 23.10 
	 $ 24.26 

	   Total meal&lodging (/person/day)
	 $ 47.00 
	 $ 49.35 
	 $ 51.82 

	   Average occupancy per day (persons/day)
	30
	36
	 $ 43.20 

	   Average occupancy/week (occupancy/day * 7 days)
	210
	252
	 $ 302.4 

	   Weekly revenue (occupancy/wk * meals&lodging/day)
	$ 9,870
	$ 12,436
	$ 15,670

	   Total Non-MOSS revenue (weekly revenue * weeks)
	$ 118,440
	$ 198,979
	$ 313,392

	Firefighter Food and Lodging - Projected
	$ 30,000
	$ 33,000
	$ 36,300

	MOSS
	
	
	

	   Program weeks
	13
	28
	28

	   Program rate (/person/week)
	 $ 110.00 
	 $ 121.00 
	 $ 133.10 

	   Average number of participants per week
	70
	75
	80

	   Revenue/wk (program rate * number of participants/wk)
	$ 7,700
	$ 9,075
	$ 10,648

	   MOSS Revenue (Revenue per week * weeks)
	$ 100,100
	$ 254,100
	$ 298,144

	   Merchandise sales
	$ 3,000
	$ 7,500
	$ 8,250

	   Calendar Sales to Schools
	
	$ 7,500
	$ 7,900

	   Total MOSS Revenue
	$ 103,100
	$ 269,100
	$ 314,294

	Graduate Program
	
	
	

	   Number of Students
	15
	15
	15

	   Number of Months
	4
	9
	9

	   Room and Board (/student/month)
	$ 525.00 
	$ 551.25 
	$ 578.81 

	   Total R&B (# studs. * months * R&B rate/month)
	$ 31,500
	$ 74,419
	 $78,140

	   Tuition UI return (# studs * amt/student * # sem. * 65%)
	$ 7,313
	$ 14,625
	 $ 14,625

	   Total Graduate Program Revenue
	$ 38,813
	$ 89,044
	$ 92,765

	Grants
	$ 57,000
	$ 80,000
	$ 90,000

	 TOTAL REVENUE 
	$ 381,657
	$ 731,853
	$ 911,440

	 Increase from previous year 
	25%
	92%
	25%

	
	
	
	

	 EXPENSES 
	
	
	

	Payroll
	
	
	

	   Field Campus Manager (salary *  % time)
	$ 24,024
	$ 33,633
	$ 35,000

	   Assistant Field Campus Manager (salary *  % time)
	$ 12,740
	$ 26,754
	$ 28,000

	   Program Director (Fizzell, half of salary)
	$ 18,000
	$ 21,600
	$ 22,680

	   Grad Program Coord. (hourly rate * hrs/week * weeks)
	$ 13,336
	$ 18,720
	$ 37,440

	   K-12 Program Coord. (hourly rate * hrs/week * weeks)
	$ 13,336
	$ 18,720
	$ 37,440

	   Carpenter (hourly rate * hrs/week * weeks)
	 $ 6,240
	$ 13,440
	$ 16,800

	   Cook (hourly rate * hrs/week * weeks)
	$ 14,560
	$ 29,120
	$ 30,576

	   Weekend Cook (hourly rate * hrs/week * weeks)
	$ 7,280
	$ 14,560
	$ 15,600

	   Asst. Cooks (# cooks * hourly rate * hrs/week * weeks)
	$ 18,720
	$ 39,520
	$ 62,400

	   Housekeeping (hourly rate * hrs/week * weeks)
	$ 8,800
	$ 22,880
	$ 25,116

	   Maintenance 
	$ 9,360
	$ 19,760
	$ 20,800

	   Ktichen staff retention bonuses
	$ 3,500
	$ 8,000
	$ 8,800

	   Total Payroll
	$ 149,896
	$ 266,707
	$ 340,652

	Benefits
	
	
	

	   Field Campus Manager (43%)
	 $ 10,330
	$ 14,462
	$ 15,050

	   Assistant Field Campus Manager (46%)
	$ 5,860
	$ 12,307
	$ 12,880

	   Program Director (40%)
	$ 7,200
	$ 8,640
	$ 9,072

	   Grad Program Coord. (9% in year 1, 40% thereafter)
	$ 1,200
	$ 7,488
	$ 14,976

	   K-12 Program Coord. (9% in year 1, 40% thereafter)
	$ 1,200
	$ 7,488
	$ 14,976

	   Carpenter (9% in year 1, 43% thereafter)
	$ 562
	$ 5,779
	$ 7,224

	   Cook (46%)
	$ 6,698
	$ 13,395
	$ 14,065

	   Weekend Cook (46%)
	$ 655
	$ 13,104
	$ 14,040

	   Assistant Cooks (9% in 2006, 46% thereafter)
	$ 1,685
	$ 18,179
	$ 28,704

	   Housekeeping (46%) 
	$ 4,048
	$ 10,525
	$ 11,553

	   Maintenance (9% in 2006, 46% thereafter)
	$ 842
	$ 9,090
	$ 9,568

	   Total Benefits
	$ 40,281
	$ 120,457
	$ 152,108

	Operating Expenses
	
	
	

	   Kitchen
	$ 43,500
	$ 125,000
	$ 130,000

	   Office
	$ 6,500
	$ 12,000
	$ 16,000

	   Maintenance
	$ 9,000
	$ 16,000
	$ 22,000

	   Utilities
	$ 14,000
	$ 24,000
	$ 27,000

	   Computers/IT
	$ 3,500
	$ 7,000
	$ 10,000

	   Calendar Production
	 
	$ 7,500
	$ 10,000

	   Total Operating Expenses
	$ 76,500
	$ 191,500
	$ 215,000

	MOSS Program Expenses
	$ 12,000
	$ 21,000
	$ 27,000

	Grad Fees to UI (# students * # cr. * $50/credit)
	$ 11,250
	$ 22,500
	$ 22,500

	Capital Improvement Loan Payment
	$30,000
	$30,000
	$30,000

	Capital Improvements
	 
	$15,000
	$40,000

	 TOTAL EXPENSES 
	$ 319,927
	$ 667,164
	$ 827,260

	 Net Pofit/Loss 
	$ 61,730
	$ 64,689
	$ 84,180


Appendix 1: Short-Term Capital Facility Improvements


Installment Loan Investments ($150,000)

Winterization ($84,700)

1) Double-pane windows, insulated exterior doors, floor insulation, and chinking for 8 student cabins, 2 staff cabins, cooks cabin dining hall, and bathhouse ($45,000).

2) Replace and insulate dining hall roof ($15,000).

3) Insulate bathhouse walls and ceiling ($3,000).

4) Insulate walk-in cooler ($5,000).

5) Winterize plumbing in staff cabins and bathhouse ($5,000)

6) Exterior doors for classroom ($1,200).

7) Foil ceiling insulation for two classroom yurts and 2 residence yurts ($4,500)

8) Efficient woodstoves for dining hall, cooks cabin, classroom yurts and staff cabins ($9,000). 

Building Expansion ($35,000)

1) Construct 2 additional residence yurts ($15,000)

2) Construct laundry and storage addition to bathhouse ($20,000)

Furnishings ($30,000)

1) 58 Bunkbed sets

2) 8 single bed sets

3) 6 double bed sets

4) 10 desk and chair sets

5) 8 table and chair sets

Profit Margin Reinvestments ($55,000)

Winterization ($30,000)

1) Vestibules or porches for staff cabins and bunkhouses

2) Remodel Bathhouse

3) Remodel classroom apartment

Building Expansion ($25,000)

1) Complete construct laundry and storage addition to bathhouse. 
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