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RED CLOUD HERITAGE TOURISM THREE-YEAR DEVELOPMENT ACTION PLAN

Background and Introduction

This document provides a proposed three-year heritage tourism Action Plan for the community of Red Cloud, Nebraska.
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Other Resources...

Don Macke — Center for Rural Entrepreneurship
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We recommend this Action Plan be used in conjunction with the following

documents:

Recommendation Report, Red Cloud Heritage Tourism Project. November 2013.

Heritage Tourism Potential for Red Cloud, An lllustration. January 2014.

Job Description for a Heritage Tourism Development Director. January 2014.
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Formula for Success

As every farmer knows, you cannot reap what you do not plant and cultivate. The same is true with the proposed heritage tourism
development Action Plan. There must be serious commitments, investments and a lot of hard work. The potential is present if
there is the will within Red Cloud to act on this remarkable development opportunity. Remember, success is rooted in the following
focused investments and actions:

These five areas of attention: lodging, services, experiences, hospitality and marketing are all associated with a strategic focus on
heritage tourism as a primary development opportunity for Red Cloud and Webster County. Committing to a strategic focus for
development is one of five key commitments that Red Cloud must make to ensure optimal opportunity for success with heritage
tourism development. These five key commitments are:

Strategic Focus. There must be a strategic focus rooted in this genuine development
opportunity. Trying to do too much with too little is a fatal error.

Clear Goals. There must be clear, compelling and aggressive development goals that
inspire action and move the initiative towards desired development outcomes.

Smart Action Plans. There must be smart action plans that will ensure progress.

Talented Staffing. Hiring and supporting skilled and experienced staff is a must. It
will require investment. Finding the right talent is key.

Robust Budget. There must be consistent, robust and long-term funding for this initiative. Inadequate or insecure funding will undermine the
potential for initiative success.
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Projected Outcomes at the End of Year Three

At the end of three years or 2016, Red Cloud would see a 30% annual increase in heritage tourism activity and economic impacts.

Refer to the Heritage Tourism Potential for Red Cloud, An lllustration paper for additional details.

To achieve these increased heritage tourism outcomes (within the next three years), the following investments will be required:
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Focus, Pacing and Realizing Desired Impacts

Three-Year Heritage Tourism Development Action Plan

Making long-term plans can be valuable but it is challenging to be detailed and specific enough to guide decisions, investments and actions. We
recommend that a three-year action plan is both feasible and desirable. This document provides Red Cloud with a detailed three-year heritage
tourism development Action Plan based on our November 2013 Recommendation Report.

Annual Development Campaigns with Three Development Pushes

We recommend Red Cloud embrace annual campaigns over the next three years to advance its heritage tourism development agenda. Within
these annual development campaigns we recommend breaking each year into three time specific pushes where specific objectives can be set
and accomplished, building towards annual goal accomplishment and desired outcomes at the end of the three-year period.

New Year Push

January through April

We will employ this framework to present our recommendations for action for 2014 through 2016.
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Annual Action Plan Snap Shot

Year Key Commitments & Actions

Decision to Move to the Project’s Phase 2

Funding of Phase 2 Budget

Establish Heritage Tourism Consortium

Create a Heritage Tourism Board

2014 Hiring a Heritage Tourism Staff Person

Implementation Strategies for the Hargrove Recommendations
Year 1 Progress Assessed and Evaluated

Year 2 Action Plan Updated

Early Implementation of the Hargrove Recommendations:
e Heritage Tourism Asset Development
Willa Cather “Book Club” Packages
Monetize Willa Cather Tours with “Upselling” Options
Targeted Marketing
General Marketing
Year 2 Progress Assessed and Evaluated
Year 3 Action Plan Updated

2015

Continued Implementation of the Hargrove Recommendations:
e Heritage Tourism Asset Development

Willa Cather “Book Club” Packages

Monetize Willa Cather Tours with “Upselling” Options

Targeted Marketing

General Marketing

Year 3 Progress Assessed and Evaluated

Development of a New Three-Year Development Action Plan

2016

By the end of 2016, Red Cloud will document at least a 30% increase in longer-stay, destination, heritage tourism visitors and
corresponding local economic impacts.
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2014 Action Plan

New Year Push Summer Push
1. Decision to Move to Phase 2 9. Review, Update and Expand the Hargrove
2. Establish Heritage Tourism Consortium Recommendations
3. Secure Funding for 2014 10. Prioritize and Sequence Implementation
4. Secure Funding Pledges for 2015 and 2016 Strategies for All Hargrove Recommendations
5. Create a Heritage Tourism Board 11. Develop Specific Implementation Strategies
6. Complete a Job Description for Staffing for Hargrove Recommendations to be Acted
7. Implement a Recruitment and Hiring Process Upon in 2014 and Early 2015
8. Hire a Heritage Tourism Staff Person 12. Prepare for Prioritized Strategies
Implementation
13. Development of an Enhanced Web Resources
and Electronic Communication Programs

2014 is a critically important year where Red Cloud commits to an aggressive heritage tourism development strategy. Early in this
year, new organizational capacity will be created and full-time staffing procured. Recommendations developed in Phase 1 of this
work will be evolved into specific strategies, priorities will be established and important development work will begin. Startups are
always challenging and there will be setbacks and slowdowns, but adopting an aggressive pace is also important if ultimate
development outcomes are to be realized.
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2015 Action Plan

New Year Push Summer Push

1. Development of the Visitor Packages 8. Begin Offering Visitor Packages

2. Development of Upselling Offerings 9. Begin Offering Upselling Options

3. Development of “Red Cloud/Catherland”- 10. Expand ‘Red Cloud/Catherland”-approved
approved Businesses and Services Business and Services Program

4. Development and Implementation of 11. Expand Marketing Efforts for both Visitor
Marketing Strategies for both Visitor Packages Packages and Upselling Options
and Upselling Options 12. Implement Heritage Tourism Hospitality

5. Development of Heritage Tourism Hospitality Training Program
Training Program 13. Implement Community Beautification Program

6. Development of a Community Beautification 14. Implement Enhanced Signage Program
Program 15. Add Visitor Trip Planning Concierge Services
Development of an Enhanced Signage Program

2015 is the year where the heritage tourism development work matures and hits its stride. Significant progress is realized on

specific prioritized development activities. There is evidence of increasing visitation and particularly increased overnight and multi-
day destination visitors. Increased longer-stay visitors reflect expanded lodging options and enhanced experience offerings.
Heritage tourism assets and opportunities expand — presenting visitors with a wider range and richer collection of experiences. The
expanded marketing program begins to generate impact as the level of actual and potential visitors increase.
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2016 Action Plan

New Year Push Summer Push

1. Revisit the community’s generational vision of | 4. Adopt a new community generational vision 7. Make preparations to begin implementation
its future (Action Planning) and the role of with respect to heritage tourism. of the new three-year action plan.
heritage tourism within it. 5. Adopt a new three-year heritage tourism 8. Host a community celebration to recognize
2. Begin work on the development of a new development action plan. the progress made and how heritage tourism
three-year action plan. 6. Secure pledges for capitalizing the new 2017- is strengthening Red Cloud’s genuine identity
3. Begin work on recapitalization of the 2017 2019 action plan. and increasing prosperity.
through 2019 Action Plan.

2016 is an important year. This is the year where the first three-year heritage tourism action plan hits full stride, and desired
outcomes and impacts are becoming evident. Staying the course, following the plan, making changes when necessary, working hard
and executing well is paramount. 2016 is also the year when Red Cloud and its heritage tourism consortium must re-engage in
visioning and action planning. This is the year when a new three-year action plan must be developed that will guide future work in
2017 through 2019 and beyond.
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