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June 5, 2015 
 
The Grand Falls-Windsor Heritage Society Inc. 
c/o Ms. Peggy Bartlett and Bryan Blackmore 
Grand Falls House Heritage Committee 
5 Dawe Crescent 
Grand Falls-Windsor, NL 
A2A 2W1 
 
Sent via e-mail to: bfbartlett161@gmail.com and theblackmores@nl.rogers.com  
 

Dear Ms. Bartlett and Mr. Blackmore, 

RE: Final Report: Grand Falls House Business Case 
 
We are pleased to provide herewith the report on the Business Case for the sustainable operations of 
Grand Falls House (GFH), the Mill Manager’s House (MMH), and property. 

This report explores a number of individual, but related, business activities that contribute to an 
overarching business case designed to enable a financially sustainable operation of the GFH and 
associated buildings and properties, while upholding the Grand Falls House Heritage Committee’s 
(GFHHC) guiding principles focused on heritage preservation of the site and curating the important story 
it represents for the town and the province.  

The report also explores various management and governance options but ultimately suggests that the 
go-forward strategy is one of land assembly, through town ownership and control of the subject and 
adjacent properties as part of an integrated site development. 

To provide greater insight into the opportunities, challenges, and longer-term nature of this 
undertaking, the study also examines seven highly successful case studies in the United Kingdom (UK) 
and North America.  

The experiences illustrated in these case studies offer insight into the role of project leads, public sector, 
private sector, and individual residents as they find adaptive new uses for older community assets. 
Among other factors, these case studies highlight the importance of the heritage preservation 
dimension and ongoing community engagement, the level of investment required, and the quality 
requirements. The case studies conclude that these are complex undertakings usually requiring a 
diversity of options and activities, evolved over time, to ensure the successful adaptive re-use of these 
properties.  
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The study concludes that there is considerable potential for GFH and associated developments to be 
operated in a sustainable manner that does not burden the town. Enabling financial support, careful 
planning, community buy-in, strategic execution, and time are necessary ingredients for success.   

Feel free to contact us if you have any questions or wish to discuss the report. 

 
Sincerely,  
 
 
 
Thomas McGuire, Vice-President 
Group ATN Consulting Inc. 
Founder’s Square 
1701 Hollis Street, Suite 800 
Halifax, NS 
B3J 3M8 
p. 902-431-6972 
f. 902-431-4929 
mcguire@groupatn.ca 

 
Ron L'Esperance, President 
Group ATN Consulting Inc. 
Founders Square 
1701 Hollis Street, Suite 800 
Halifax, NS 
B3J 3M8 
p. 902.405.4453 
c. 902.471.1003 
ron@groupatn.ca 
 

 
Enclosed: Final Report 
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Executive Summary 
In August 2014, the GFHHC of the Grand Falls-Windsor Heritage Society (GFWHS) issued a Request for 
Proposals (RFP) for an adaptive re-use study for GFH. Specifically, the GFHHC was seeking the 
development of a business plan that, on the one hand, would respect the heritage values of the 
property and, on the other hand, create a long term sustainability plan for the GFH. 

Group ATN Inc. (GATN) was selected as the consultant team to undertake the feasibility assessment and 
study. This report addresses the results of the study undertaken. Members of the GFHHC include Peggy 
Bartlett, Chairperson; Barry Bartlett, Roger Pike, Bryan Blackmore (Vice-Chairperson), Mary Oldford, 
Tom Boone, Scott Kenny, Robert Thompson, Rodney Mercer, Lucien Forbes and Joan Hawkins. 

Prior to launching this study, the GFHHC had undertaken extensive public consultation to canvass the 
views and ideas of the surrounding community. These consultations served to identify a high level of 
enthusiasm among a wide variety of key stakeholders including the public at large, governments and 
those interested in heritage preservation and adaptive re-use generally. 

The focus of this consulting project has been on researching and developing viable and sustainable 
adaptive re-use options for GFH and the exceptional riverside property. As the project has unfolded it 
has become increasingly clear to the consultant team that the plan being developed for GFH also needs 
to eventually be integrated into a broader tourism strategy for the town and the region. The magnificent 
Exploits River would seem to be the backbone for that plan. 

Closure of a mill, with its concomitant negative impact on jobs and the local economy, is a traumatic 
event – made all the more so, in this case, by the history, provenance and pride imbued in the 
community as a result of this mainstay operation that lasted more than 100 years and provided high 
quality employment to generations of workers, often from the same family.  

As the project unfolded,  it became clear that these objectives would best be achieved through a 
diversified approach including a mix of earned revenues, public and private sector investments, 
philanthropic sources and, social enterprise; in short, a multi-faceted development proposal not reliant 
on a single source of revenue. 

GFH is a significant heritage structure. It embodies a history that needs to be preserved as a 
commemoration of the century-long impact of the Grand Falls paper mill.  In order to be preserved, one 
inevitably reaches the conclusion that its future will only be able to be secured through the 
identification of suitable options for adaptive re-use designed to ensure that the building can be 
sustained and adequately maintained.   

A key conclusion arising from the consultations is the need to aggregate and generate traffic at the GFH 
site. The proposed mixed uses and the opportunity to coordinate activities that have the potential to 
create synergies is one of the important messages from the consultation. The key is developing a range 
of programs and facilities that increases the activity on the site in general, within individual buildings 
and which expands the site’s relevance and connectivity to the entire community.  
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The proposed vision for GFH is focused on meeting the dual objectives of protecting the building’s 
heritage value, but doing so in a way that realistically recognizes that it must also be able to generate a 
viable revenue stream(s) from a diversity of sources, without exclusive reliance on public sector sources 
of funding in perpetuity. 

In need of new space, the overall benefit to the GFWHS is the opportunity to become a tenant at a re-
developed GFH site. In addition, the mill-related artifacts and exhibits the society presently holds can 
become part of the active curatorial and exhibition aspects of the mill’s history and heritage. 

The demolition of the mill and the re-development of GFH also afford Grand Falls - Windsor (GF-W) the 
chance to increase traffic to the town’s core.  

The study reveals the broad recognition of key stakeholders of the important role that the mill played 
over more than a century. It was instrumental in the creation of the town. The importance of preserving 
the one remaining high quality heritage asset associated with it – GFH itself and potentially any vestigial 
remains of the mill itself - and using the house and the property to curate this compelling legacy, are 
broadly supported.  

Arguably, the level of fiscal challenge that governments are presently facing underscores the importance 
of taking a diversified approach to securing the required funding to support the heritage preservation 
imperative of the house and the property. 

Those that have achieved the most success typically have been able to develop a menu of site uses that, 
if well thought out and designed synergistically, can contribute to the overall financial sustainability of 
the adaptive re-use plan. 

The work plan for this assignment also looked for opportunities for alignment with GF-W’s priority 
economic sectors, namely tourism, education, forestry, service, retail, and information technology. 
Other important linkages considered included locally-based avenues for post-secondary education and 
research, including with Memorial University (MUN) and the College of the North Atlantic (CONA) 

Rather than recommending one particular opportunity, all present as possibilities and should be 
seriously considered in developing a forward model for GFH that can optimally contribute to long term 
financial sustainability in the preservation of this historically significant heritage asset.  

Go Forward Concept: The Vision for GFH 
Building on the research, the case studies reviewed and the extensive consultations undertaken, the 
proposed vision for GFH incorporates the dual objectives of protecting the structure’s heritage value, 
but doing so in a way that realistically recognizes that the site must also be able to generate a viable 
revenue stream(s) from a diversity of sources, without exclusive reliance on public sector sources of 
funding in perpetuity.  

The overall proposed strategy for creating a sustainable future for GFH revolves around three key 
considerations: 
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x Developing compatible uses for GFH and the Mill Manager’s House (MMH) that does not 
necessitate extensive capital investment to meet regulatory thresholds right away. These may 
include the opportunity to secure rental income generated through the provision of space to 
various potential tenants and user groups in the MMH, or, for example, developing a tea room 
in a portion of the GFH without extensive renovation/upgrading. This is not to say that certain 
restorative work should be carried out in a piecemeal approach. GFH itself, for example, will 
likely need to be fully upgraded prior to use and carrying out what is required should be done as 
one project – so that business-related uses are not interrupted with a longer progression of 
renovations and upgrades; 

x Creating adjoining businesses, the profit from which will cross-subsidize the ongoing 
operational and maintenance expenses related to securing a sustainable future for the 
heritage asset - GFH itself. An important opportunity in this regard is to create and leverage the 
GFH brand and placing that brand on an array of carefully researched and viable goods, 
offerings, services or products that can be developed, marketed and sold, all the while 
promoting the site and site visitation. Examples include year round, high-end riverside rental 
cottages on site and a microbrewery offering branded artisanal brews; 

x Collaborating with the municipality and public/private sector partners to develop 
opportunities that will drive traffic to the site of the GFH and also potentially cross-subsidize 
its operations. Examples include the development of a new RV park on land adjoining the GFH 
property and inviting the establishment of the town visitor information centre on the GFH site.   

There is also a potential for earned revenues through the provision of various funded or fee-based 
programs designed for specific segments of the community, for example the GFWHS being located in 
the MMH, a dedicated space for artists’ retreat in that property, or occasional occupation of parts of the 
MMH (under contract) for post-secondary entrepreneurial activity or a start-up incubator.   

A final source of self-generated revenues may exist in the provision of various services that target facility 
tenants, such as centralized business services, including enterprise services on a recovery or fee for 
service basis.  

Synthesizing the findings from the research, consultation and examination of opportunities, the vision 
for the development of a financially sustainable GFH and property coalesced around the following 
elements:  

Mission: To preserve, protect, and promote GFH, its history and its legacy in having had a 
transformative impact on Newfoundland’s history and economy.    

Key Goals: To plan and coordinate site uses and developments that will: 

x Create high quality public spaces, rich in amenities and flexible in their use; 
x Develop creative approaches to curating and telling the compelling story of the transformative 

impact of the mill development on GF-W and the province as a whole; 
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x Preserve and interpret the historical and heritage values of the mill’s legacy, the presence of the 
GFH and the social contract that existed between the mill and the community; 

x Provide an active and dynamic year-round destination and programmatic activities; 
x Integrate well with, and support, the surrounding community fabric; 
x Exemplify architectural quality, promote animated streetscapes and respect and support activity 

at the water's edge;  
x Be economically and environmentally sustainable; 
x Preserve the house and property; 
x Pursue land assembly in and around the site of the mill and GFH and MMH properties, with the 

goal of harnessing the potential of the area through planned development and stimulation of 
business investment and community pride to achieve a self-sustaining operation supporting the 
overarching mission; 

x Attract support from a diversity of potential partners and funding sources – business, the 
community, governments and philanthropists; 

x Be an important anchor in an integrated tourism strategy for GF-W, one that places the GFH and 
the Exploits River at the centre of the strategy; 

x Ensure ongoing community access and involvement in the site. 

Key Tools: Tools that will support the development of a financially sustainable future for GFH will be: 

x Compatible developments intended to improve the health and vibrancy of the riverfront, 
through upgrading public areas, amenities and facilities;  

x Community and ‘commercial friendly’ developments with private sector partners. 

Activities and Site Uses 

x Target Traffic Generators: Develop links, uses, and tenants that will generate traffic to the site.  

x Target Revenue Generators: Under a lease/revenue share agreement, develop the business 
activities that will generate the cash flow needed to maintain the sustainability of the operation.  

x Target Brand Development Elements and Opportunities: Continue to explore the potential to 
develop a GFH brand and allow licensed use of this brand in the production of goods.  

x Leverage the History and Tradition of the Mill Development to Support a New Generation of 
Innovators and Entrepreneurs: Develop educational and entrepreneurial partnerships with 
CONA and MUN and use space in the MMH to create an incubator / accelerator space for local 
students, focusing on education and entrepreneurship in technological areas within, for 
example, river ecosystems, archeology,  hydro-power generation, agriculture, forestry / 
woodland ecosystems, mining and mineral use and development, among other relevant areas of 
enterprise consistent with the site’s heritage.  

x Programmatic Elements and Thematically Appropriate Uses that are Supportive of Traffic 
Generation 
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x Sponsorship  

Developing Interpretive Themes 

The opportunity for interpretive themes that will support traffic and visitation are many and include the 
stories of how the area was identified and ultimately selected by the Harmsworth family for 
development, the activities related to logging and forestry, the use of the river as a means of both 
transportation and energy generation, the division between Grand Falls as a company town and 
Windsor, the establishment of the mill, the process of making paper, the role of the community in the 
Great War, and many other areas of interpretation.  

Governance 
Governance of a project of this size and magnitude is complex. The associated issues and complexities 
are fully explored in the report. The final stewards of this redevelopment will require the assistance of a 
site manager. In a mature operation of the GFH Project, three spheres of activity would occupy the 
attention of the site manager. These are: 

x Physical property management/business development;  

x Program coordination duties; 

x Administration and financial duties. 

During the implementation process, these duties may be weighted differently. The site manager’s 
position will require a broad skill set including strong organizational and managerial skills, knowledge of 
heritage preservation and management, exemplary business skills, communication skills and financial 
management skills. The board should aim to recruit an incumbent at the highest possible level available 
remuneration will permit, as this is a complex organization to develop and manage, particularly in the 
early stages.  

An implementation plan is also included.  

Financial Analysis 
The budget is structured to be profitable over the course of the projections and the following table 
provides the assessment of net operating surpluses / deficits.  
 
Consolidated Statement of Net Surplus (Deficit) 

 Year 1 Year 2 Year 3 Year 4 Year 5 
Net Surplus (Deficit) -$ 7,950 $ 28,300 $ 89,618 $ 156,686 $ 229,636 
Cumulative -$ 7,950 $ 20,349 $ 109,967 $ 266,653 $ 496,290 

 
As shown, the directly managed operations have the potential to contribute operating surpluses to 
overall GFH operations. 

If all related infrastructure projects were undertaken, the development costs to seed all operations 
would be in the vicinity of $6.4 million if all operations were directly managed by the owner/operator of 
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GFH ($1.2 million in provisions for equipment, inventories, and furnishings, and $4.2 million in 
renovations, remediation, and new construction).  

Conclusion 
The GFHHC was seeking the development of potential business ideas/opportunities and asked the 
consultant team to recommend the opportunity/opportunities that offered the most promise.  

As evidenced by the review and analysis of 5 potential business opportunities, as well as the overarching 
facilities management operations, the study concludes that most are viable and, further, the study also 
provides an aggregated summary of potential revenue that might accrue from all of these opportunities 
in a fully mature cycle.  

Rather than recommending one particular opportunity, all present as possibilities and should be 
seriously considered in developing a forward model for GFH that can optimally contribute to long term 
financial sustainability in the preservation of this historically significant heritage asset.  

Making the final determination as to which of the various business options should be pursued may be 
best managed through the development of a set of decision-making criteria that could then be applied 
objectively to each opportunity to assist with final selection. Among others, key criteria could include: 

x Contribution to the heritage value and interpretative themes; 

x Alignment of business options with the heritage values; 

x Potential profitability (net revenues) of the proposed business option(s); 

x Complexity and management effort required by the governing body (expertise); 

x The ability of the proposed opportunity to drive traffic to the site; 

x Partnership opportunities available to support key aspects of the development; 

x Complementarity to interpretative themes; and 

x Level of investment required. 
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1. Project Overview 
“A project of many small ideas leading to a big result” 

Participant in the Community Workshop - February 19, 2015 

In August 2014, the GFHHC of the GFWHS issued an RFP for an adaptive re-use study for GFH. 
Specifically, the GFHHC was seeking the development of a business plan that, on the one hand, would 
respect the heritage values of the property and, on the other hand, create a long term sustainability 
plan for GFH. 

GATN was selected as the consultant team to undertake the feasibility assessment and study. This 
report addresses the results of the study undertaken. Members of the GFHHC include Peggy Bartlett, 
Chairperson; Barry Bartlett, Roger Pike, Bryan Blackmore (Vice-Chairperson), Mary Oldford, Tom Boone, 
Scott Kenny, Robert Thompson, Rodney Mercer, Lucien Forbes and Joan Hawkins. 

Background to this Study  
Heritage building conservation in the 21st Century is less about preserving precious places as museums 
and more about acknowledging and celebrating the character, unique identity and history of 
communities where people live, work and recreate. 1 

This observation is very much in line with the views of contemporary thought leaders on heritage 
building conservation and adaptive re-use. It also aligns well with the objectives and expressed interest 
of the GFHHC, formed early in 2014, to identify new uses for the GFH property to celebrate its history 
and respect its heritage values.  

                                                           
1 http://www.vancouverheritagefoundation.org/wp-content/uploads/2013/01/Conserving-Heritage-Report-
FINAL.pdf    

http://www.vancouverheritagefoundation.org/wp-content/uploads/2013/01/Conserving-Heritage-Report-FINAL.pdf
http://www.vancouverheritagefoundation.org/wp-content/uploads/2013/01/Conserving-Heritage-Report-FINAL.pdf
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With the mill shut down for five years, and soon to be demolished, the importance of preserving and 
repurposing the GFH as a link to the community’s pulp and paper history has become an even greater 
imperative. The provenance of the mill, its decades-long economic and social impact and the pride it 
instilled in its workers and the community is credited by some as having changed the very character of 
Newfoundland.  

The story of the mill, its development in the early 20th century, its significance for the Newfoundland 
economy and its connection to significant global events of the day presents a rich narrative that, 
properly told and presented, is compelling and in 
which we believe there will be an abiding interest.  

While the mill site represents an important tangible 
legacy of the history of paper-making in GF-W, the 
fact that the it is slated for demolition makes it more 
important than ever to preserve the legacy of paper-
making in the community through the GFH property. 
Several stakeholders have suggested that vestiges of 
the mill be preserved for use in future interpretation 
(i.e., remnants of structures and some pieces of 
equipment) and depending on the timing and pace of demolition, this should be given further 
consideration. 

Notwithstanding the eventual demolition, the property on which the mill sits, on the banks of the 
Exploits River and near the hydro-electric station, is splendid and forms a contiguous pathway along the 
riverbank in a land assembly that eventually joins the GFH property.  

With the mill closed, GFH, the MMH and the associated out-buildings comprise the vestigial remains of 
the proud history of the development of this mill and its salutary impact on the economy of Central 
Newfoundland, indeed, the entire province. 

The community and the region to this day remain attached to the history and provenance of the mill and 
celebrate its impact on the development of GF-W and its citizens. There is a pride in that history and a 
desire to ensure that this story remains vital and is not lost. Citizens rightly want to ensure a prominent 
place and a sustainable future for these important remaining assets.  

GF-W and its citizens are aided in this desire by the presence of a group of dedicated volunteers 
comprising the local heritage society. The GFWHS, presently housed in limited space in the downtown 
area, near the mill property, has collected a rich array of artifacts, photographs, documents, 
memorabilia and stories associated with the mill – the story of its development, its impact on the town 
and its legacy. This knowledge and these artifacts are important assets to be leveraged in the adaptive 
re-use strategy for the preservation of GFH.  

Based on research undertaken during this study, and the many discussions held with the GFHHC, 
charged with leading this adaptive re-use study, it has been clear that this group has, from the 

The site of Grand Falls House is 
movingly and appropriately 

described in one newspaper article 
as, “…an area set aside in the 

wilderness that’s cultivated with 
greenhouses and flowers. It’s 
beautiful. It’s like an oasis in a 

desert.”  
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beginning, had a realistic and pragmatic appraisal of the challenges associated with developing a 
creative and sustainable adaptive re-use plan and an accompanying viable business plan.  

At a time when public sector resources are significantly constrained, with intense competition for the 
limited resources to support heritage and cultural infrastructure and with the knowledge that any 
solutions sought and advanced need to be financially sustainable, the GFHHC focuses on concrete 
solutions that will generate revenue and contribute to maintaining and sustaining the property. They are 
laser-focused on celebrating the heritage values of the site, but doing so in a way that is achievable - 
finding a creative and diversified approach that will not be a drain on resources and which will establish 
a course to achieve the clear imperative of long term sustainability. 

The preservation of the GFH property is dependent on identifying adaptive re-use and repurposing 
options designed to, on the one hand, respect the building’s heritage values while, at the same time, 
also creating a sustainable business model. The GFHHC recognizes that achievement of this goal is 
complex and will take some time to accomplish, precipitating the need for patient support for a period 
of a few years until the proposed business opportunities are established and normalized.  

A preliminary assessment has suggested that it would be a significant challenge to sustainably operate 
the property as an interpreted historical site, given the extent of the building assets in terms of 
operations and associated maintenance costs. This suggests that more durable and extensive revenue-
generation opportunities need to be developed, likely best engendered through diversified support 
mechanisms combining earned revenues, public and private sector support, social enterprise, and, 
perhaps, most importantly, not entirely dependent on a single source. Accordingly, the resulting uses 
must address the needs of a variety of stakeholders.   

The focus of this consulting project has been on researching and developing viable and sustainable 
adaptive re-use options for GFH and the exceptional riverside property. As the project has unfolded, it 
has become increasingly clear to the consultant team that the plan being developed for GFH also needs 
to eventually be integrated into a broader tourism strategy for the town and the region. The magnificent 
Exploits River would seem to be the backbone for that plan.  

In establishing the Terms of Reference for this project, the GFHHC responsible for this initiative 
developed several important criteria to be considered in the design and development of the adaptive re-
use plan. These include the following:  

x Retention/protection of the heritage values of the property; 

x Provision of public access to an attractive and significant historic site; 

x Delineation of the organizational capacity required to manage, operate and maintain the 
property; 

x Identification of potential needs/opportunities in the community including the identification of 
potential tenants that could be accommodated on the property; 
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x Access to public/private funds for development/rehabilitation; and 

x Long-term operational viability, taking into consideration the unique opportunities and 
challenges inherent in the site. 

In an effort to assess the full range of requirements, considerable pre-work in assessing the property has 
already been undertaken. An engineering study - the Grand Falls House Review Report- was completed 
on the main building by Exploits Engineering Consultants. While this report noted the requirement for a 
more extensive investigation of certain aspects of the GFH, it generally presents the building as being in 
very reasonable shape, particularly, in respect to its age, a point observed by the consultant team based 
on a site visit and tour of the buildings early in the project.  

This and other assessments completed in the past have inventoried the range of challenges associated 
with the property - environmental issues, the possibility of the presence of potentially hazardous 
materials within the house and the need to better understand the associated ongoing operational and 
maintenance (O&M) costs. Cost estimates for recommended remedial activities to remove asbestos, 
lead paint, and mold were previously prepared and reviewed as part of this study.2 

Prior to launching this study, extensive public consultation was undertaken to canvass the views and 
ideas of the surrounding community. These consultations served to identify a high level of enthusiasm 
among a wide variety of key stakeholders including the public at large, governments and those 
interested in heritage preservation and adaptive re-use generally. Consultations taken during the 
completion of this study reaffirmed this enthusiasm and strong support for finding a permanent solution 
to celebrate and preserve the important heritage values this remarkable site offers. 

Something like the closure of a mill, with its concomitant negative impact on jobs and the local 
economy, is a traumatic event – made all the more so, in this case, by the history, provenance and pride 
imbued in the community as a result of this mainstay operation that lasted more than 100 years and 
provided high quality employment to generations of workers, often from the same family.  

Notwithstanding, it became evident during this study that GF-W has not let this event define their 
community and push it into decline. Rather, the community has successfully re-invented itself. The town 
and its economic development department works vigorously to diversify the economy – in information 
technology, mining, agriculture and through strategic investments in post-secondary education and 
health-related research and development. Notably, the town has also become a major service centre 
and regional hub for Central Newfoundland.  

Unquestionably, one of the town’s greatest assets is the Exploits River. It is a remarkable waterway with 
an exquisite history and now recognized as one of the most productive salmon rivers in North America. 
In itself, properly marketed, it is a destination. Ironically, the shuttered mill blocks the view and 
accessibility to the river in the immediate downtown area. The demolition of the mill will remedy that 
                                                           
2 A February 14, 2014 estimate by Belfor Property Restoration of Gander, NL, provided an estimate of $323,000 to 
remove hazardous material from GFH and an additional $143,000 for the adjacent MMH, not including the costs of 
any needed restoration. 
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and provide greater access, a contiguous pathway along the river and stunning view planes of a very 
dynamic point along the river – the falls. 

Over recent years, efforts have been made to make the river more accessible in the immediate vicinity 
of the downtown core and to create opportunities and infrastructure designed to draw visitors and to 
enhance the tourism and recreational potential of the town and its environs. The proximity of 2 
provincial museums - Mary March DEMASDUWIT and the Logger’s Life Museum – the latter requiring 
refurbishment or re-location, nonetheless, offer assets to be leveraged. The abiding focus on the 
Atlantic salmon, the important role of the Exploits River in their migration, the Exploits Valley Salmon 
Festival, and the adjoining anchor infrastructure which drives remarkable interest - the Grand Falls 
Fishway and Salmonid Interpretation Centre - is another unique and leveraging strength for the area.  

These investments are paying dividends. Buttressed by the initiative to make GFH the centerpiece of a 
new and exciting development, together these assets potentially create the necessary critical mass for 
an integrated tourism strategy aggregating and amplifying the potential value and impact of all these 
unique assets for tourism, for recreation and in making the area a year-round destination.   

It is against this backdrop that the effort to find a sustainable future for GFH is taking shape. This has 
been the focus of this study. This report addresses the findings and offers an assessment of the viability 
of potential business opportunities designed to create a more sustainable future for GFH.  

Special Sub-Committee of the GFWHS 
In the winter of 2014, a special Sub-Committee of the GFWHS, namely the GFHHC, was formed to 
investigate the feasibility of acquiring the GFH, the MMG and the 4 Hectares of surrounding property, as 
an historical site within GF-W. 

The committee’s mandate was as follows:  

“to explore the financial feasibility of acquiring the Grand Falls-Windsor House, Mill Manager’s 
House and property.  In acquiring this historic property a professional business plan will need to 
be developed, that will ensure the property and operations are operated annually with a 
sustainable revenue stream.  The committee believes that several value statements and guiding 
principles are key to both acquiring the property and managing it in good community 
stewardship.”   

The committee’s activities have included: 

x Review of the background reports completed on the site, including environmental reviews, 
engineering reviews multiple physical reviews and assessments of the entire property (GFH, 
MMH and four hectares of land). 

x Alignment with GF-W and the GFWHS on the need to respect the heritage and historical value 
of this entire property. 

x Hosting information sessions/meetings with key partners, informing them of the committee 
and its mandate, i.e. (Minister Susan Sullivan, MHA of GF-W, Buchans; Department of Business, 
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Tourism, Culture and Rural Development (BTCRD); Town Council of GF-W; the Atlantic Canada 
Opportunities Agency (ACOA); Provincial Heritage Society; Adventure Central Newfoundland; 
and the Museum Association of Newfoundland and Labrador (MANL). 

x Benchmarking with like-minded community groups focused upon tourism, heritage and 
historical properties. 

x Seeking full endorsement to support the GFHHC in a RFP for the development of a sustainable 
plan for the GFH, MMH and property by the Town Council of GF-W; 

In addition, the GFHHC has commissioned this study and has organized a number of community and 
stakeholders meetings since.  

Appendix A provides the Guiding Principles under which the GFHHC operates. 

Scope of Work 
The focus of this study has been on developing an adaptive re-use plan for the GFH property. 

Building on previous consultation, the GFHHC had undertaken the requested focus of this study was to 
undertake the following: 

x A comprehensive consultation to secure the feedback and ideas of key stakeholders at various 
levels of government, within the community, and with economic development and tourism 
officials; 

x A detailed cost analysis of the necessary repairs and maintenance required for the GFH 
property; 

x Preparation of 5-6 case studies on the adaptive re-use of historic properties of a similar nature; 

x The development of a list of potential options for re-use from which a preferred option(s) could 
be identified taking into consideration the criteria and values identified above; 

x Identification of options for interpretation of the site to the public appropriate to the preferred 
development option(s); 

x Review existing environmental assessments of the property and identify costs for any 
environmental remediation; 

x Development of a Class D capital development budget to implement the preferred option(s) 
including proposed development phasing and sources of development funding; and, 

x Development of a 5 year business plan for the preferred option including all operating costs and 
sources of revenue. 

In the interest of finding a solution that would result in a financially sustainable future for the GFH, the 
GFHHC, from the outset, had a realistic and pragmatic appraisal of the challenges associated with 
developing a creative and sustainable adaptive re-use plan and an accompanying viable business plan. A 
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preliminary assessment had suggested that it would be a significant challenge to sustainably operate the 
property as an interpreted historical site, given the age and extent of the building assets and the 
associated ongoing operational and maintenance costs.  

The GFHHC recognized that preservation of the GFH property is dependent on identifying adaptive re-
use and repurposing options designed to celebrate and uphold the heritage value while, simultaneously,  
also creating a sustainable business model. Moreover, the GFHHC recognized that achievement of this 
goal will likely need to be done in phases and undertaken in collaboration with key public and private 
sector partners, including the Town of GF-W.  

Throughout the assignment, the GFHHC presented as having a sophisticated view of what it would take 
to successfully develop an adaptive re-use plan for the property. Among other ideas, the notion of 
developing a ‘foundation’ became a prominent consideration. This is seen as a potential vehicle to 
secure funds through benefactors, philanthropy and as a managed repository for retained earnings from 
the enterprises to be developed as part of the sustainability plan for the site, thereby creating a stable 
future for the property.  

As the project unfolded,  it became clear that these objectives would best be achieved through a 
diversified approach including a mix of earned revenues, public and private sector investments, 
philanthropic sources and, social enterprise; in short, a multi-faceted development proposal not reliant 
on a single-source of revenue. 

Further, similar findings have emerged from the extensive benchmarking and case studies undertaken 
by the consultant team in completing this project. These findings ultimately reinforce the 
aforementioned conclusion that a diversified approach to securing the sustainability of the property 
going forward is essential.    

Methodology and Consultation Steps 
In completing this project, the consultant team undertook a multi-faceted work plan. Highlights of the 
work plan include the following: 

x A comprehensive document review and a review of the significant history of the mill and the 
GFH House; 

x Two site visits to the GFH, the property and surrounding area, documented with an extensive 
collection of photographs; 

x A comprehensive consultation process during the site visits, outreach to key informants in 
Canada and the UK. As part of this consultation process, meetings were held  with the Mayor 
and Town Council and a plenary community meeting was held with key stakeholders, business 
leaders, government representatives, tourism officials and municipal officials to solicit their 
ideas; 

x A benchmarking exercise documenting 7 case studies and conducting research on how other 
jurisdictions are addressing the financial sustainability of heritage assets; 
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x An opportunities identification phase and the development of business case analysis to test 
promising opportunities; 

x Ongoing liaison with the GFHHC through in-person meetings and teleconferences; and 
x Preparation of draft and final reports.   

 

Report Organization  
This report is organized as follows: Section 1 includes a summary of the requirements associated with 
this project; Section 2 contains a brief background and history of the GFH and relevant related historical 
information on the impact of the mill on the community over more than 100 years; Section 3 reports on 
the case studies undertaken and their implications for future options for GFH; Section 4 reports on the 
results of the consultations undertaken throughout the study; Section 5 addresses go forward options 
for the future sustainable financial management of the GFH and site; Section 6 deals with the capital 
costs considerations; Section 7 addresses governance options, and Section 8 provides summary 
conclusions. 

Supporting Appendices provide details on the consultations and study participants, details on the case 
studies, detailed financial analysis of the 6 activities tested in this business case, the GFH Committee’s 
guiding principles, and a record of the feedback received during the consultation. 
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2. Background & History of Grand Falls House 
This section explores the background and history of GFH. This section of the report derives much of its 
content from the centenary tome developed, in 2005, by the GFWHS in recognition of the 100th 
anniversary of the founding of the town. Entitled, Grand Falls-Windsor – The Place and Its People, this 
book celebrates a century of progress in Newfoundland’s interior. Richly illustrated with photographs, 
the publication traces the history of the town and the formative role the paper mill played in community 
development. The book is full of anecdotes highlighting a distinctive history. 

The creation and production of this work was undertaken by a group of volunteers, a testament to the 
devotion of the community and its citizens in their desire to both celebrate and preserve the important 
history associated with the mill site and GFH. 

The Mill and the Creation of the Town of Grand Falls-Windsor 
The Exploits River runs through GF-W. The history of the Exploits Valley starts with the indigenous 
Beothuk people who followed the river during their seasonal migrations, the British naval explorers and 
mappers, the intrepid trappers and hunters and the pioneer lumbermen who ventured upriver seeking 
the rich pine forests of the interior.  

As the 19th century ended, the construction of a trans-island railway, which passed less than a mile from 
the Grand Falls, opened up the interior of Newfoundland. Figure 1 provides a site map. 
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Figure 1: Grand Falls House and the Mill Manager’s House Site Map  
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In the early 20th century, British newspaper magnates 
were seeking a secure source of newsprint for their 
London presses and, after considering a number of 
possible venues, they selected a site on the Exploits 
River to establish their mill, which, coincidentally was 
the first major industry in the then island colony.  

In 1905 the Harmsworth Brothers (Alfred and 
Harold), two of Britain’s richest and most powerful 
press barons, established the Anglo-Newfoundland 
Development (A.N.D.) Company Limited in Grand 
Falls. At the time, this was the largest pulp and paper 
operation in the world utilizing state of the art 
technology. 

It was a time when money flowed freely. The 
founders were determined to not only get the wheels 
of industry turning, but to build a town for the 
workers as well. As work on the construction of the 
paper mill, and later the town site, progressed, Grand 
Falls became a boom town, with workers drawn from 
every bay on the island, lured by the prospect of a 
steady sixty hours of work a week at thirteen cents 
an hour.  

Growth was so rapid that the population expanded 
beyond the land controlled by the Anglo-
Newfoundland Development Company into what 
became known as Grand Falls Station, later to be 
incorporated as the Town of Windsor.  

Founded in 1905, the development of the Town of 
Grand Falls and the construction and development of 
the Anglo-Newfoundland Development (A.N.D.) 
Company Limited – the paper mill – are inextricably 
linked. Grand Falls was a company town.  

Early construction crews were housed in make-shift 
tar-paper shacks on the banks of the Exploits River, 
but soon permanent homes mushroomed, many of 
which remain as homes of the descendants of the 
original pioneers. Several hotels were built. Water and sewer, electricity, medical services, fire 
protection and ‘moving pictures’ followed. Schools Figure 3: Harold Harmsworth (1st Lord Rothermere) 

Figure 2: Alfred Harmsworth (Lord Northcliffe) 

http://upload.wikimedia.org/wikipedia/commons/1/1e/Lord_Rothermere.jpg
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and libraries were established and five religious denominations were organized. In 1910 a hospital 
opened.  

The 1911 census set the population at 1,760, including more than 500 children.  

The concept of a ‘company town’, so often seen in a pejorative context, was, as applied to the Town of 
Grand Falls, a considerably more enlightened approach to industrial development. The development, 
the amenities created, and the emphasis on education and health care underscored the unwritten, but, 
nonetheless exemplary, ‘social contract’ that existed in the mill community.  

Beyond the social contract, some attribute the mill as having had a transformative impact on the 
Newfoundland economy – introducing the concept of working for a wage as opposed to the barter or 
credit system that, for so many, had been an oppressive feature of an earlier economic model.  

While economic challenges leading to the closure of the mill in 2009 overtook the mill operation and 
had a significant impact on the town and Central Newfoundland, the history and rich heritage of this 
development is, nonetheless, an important and compelling story that offers a glimpse into the early 
development of the industrial economy in Newfoundland and Labrador.     

Brief History of Grand Falls House 
The 1909 GFH, built by Alfred Harmsworth, formed part of the complex of properties established to 
service the mill and served as a residence for his wife and for guests of the mill. This substantial 28 room 
mansion, situated on a 4 hectare site of mature parkland, is one of the finest examples of Tudor Revival 
architecture in the province of Newfoundland and Labrador. The site possesses great historical value 
both in terms of the province’s industrial history (pulp and paper) and its architectural significance. 

The historic GFH property was acquired by the Province when it took over the assets of the paper 
company Abitibi Bowater. The property comprises of a large 1909 Tudor style residential structure along 
with a number of out buildings within a four hectare site of mature parkland. Adjacent to the main 
house is a large (5,000 square feet) bungalow built in the early 60s as a residence for the mill’s resident 
operations manager. GFH was built by the Harmsworth family as a private guest house and throughout 
the years served the company well while the enterprise sold its newsprint throughout various 
international markets. 

Interestingly, for many GF-W citizens, even today, the GFH is still shrouded in mystery. Many local 
citizens have never visited or been through the house. During the commissioning of the study, it became 
clear that there is a pent-up curiosity and interest in the property and its history and provenance. 

Ultimately, the preservation of the GFH property is dependent on identifying new uses that will respect 
its heritage values and which will have a sustainable business model. This is particularly important at a 
time when public sector resources are so constrained. An earlier assessment concluded that operating 
the property as an interpreted historical site offered little chance of a sustainable future for the 
property. Contemplation of turning the site over to the private sector for development would run the 
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risk that the site would be irrevocably changed and that its accessibility would be circumscribed; hence, 
this is not seen as a viable option either.   

GFH is a significant heritage structure. It embodies a history that needs to be preserved as a 
commemoration of the century-long impact of the Grand Falls paper mill.  In order to be preserved, one 
inevitably reaches the conclusion that the structure’s future will only be able to be secured through the 
identification of suitable options for adaptive re-use designed to ensure that the building can be 
sustained and adequately maintained.   
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3. Case Studies and Lessons Learned 
To guide its decisions on the best path forward for the sustainable 
preservation of GFH and the associated property, the GFHHC asked 
for the examination of relevant case studies of other comparable 
developments taking a lessons learned approach. The idea is to 
provide real-world examples of activities and initiatives that have 
worked elsewhere, and to extract relevant lessons from these 
examples. 

In undertaking this aspect of the study, the consultant team 
examined a number of national and international analogues 
relevant to the GFH and property as a tool to provide guidance and 
offer insight into what constitutes success, as well as pitfalls to be 
avoided. Analogues were selected in consultation with the 
committee. 

Having rightly concluded that GFH is unlikely to be sustainable as 
an interpreted site, it is relevant to consider its future 
development in the context of the contemporary approach of 
adaptive re-use of heritage buildings and assets. This section of the 
report briefly examines the concept of adaptive re-use in a 
contemporary context and outlines the findings and implications 
for future planning at GFH arising from the examination of relevant 
analogues. 

Guiding Principles of Adaptive Re-use 
Adaptive re-use is quite simply the act of finding a new use for an 
old building. Usually these buildings are considered to have historic 
value and to be structurally sound enough that preservation is a 
worthwhile endeavor. The difference between historic 
preservation and adaptive re-use is that the latter is actually often 
used as a method for the former. Through an adaptive re-use of an 
existing building, the building can find new life in a community that 
will protect it from potential demolition or decay in the future.  

An adaptive re-use means bringing the building up to a use that is 
functional, habitable, comfortable, and meets modern building 
codes. This can take the form of varying degrees of intervention to 
the original building. Often the original building will have structural 
and environmental issues requiring proper envelope design for insulation and damp-proofing, lighting 
both natural and artificial, and acoustics, in order to make the building comfortable to the users, and 

 

Adaptive re-use refers to the 
process of reusing an old site or 
building for a purpose other 
than which it was built or 
designed for.  

Adaptive re-use deals with the 
issues of conservation and 
heritage policies. Whilst old 
buildings become unsuitable for 
their programmatic 
requirements, as progress in 
technology, politics and 
economics moves faster than the 
built environment, adaptive re-
use comes in as a sustainable 
option for the reclamation of 
sites. In many situations, the 
types of buildings most likely to 
become subjects of adaptive re-
use include; industrial buildings, 
as cities become gentrified and 
the process of manufacture 
moves away from the city; 
political buildings, such as 
palaces and buildings which 
cannot support current and 
future visitors of the site; and 
community buildings such as 
churches or schools where the 
use has changed over time. 

http://www.andysowards.com/
blog/2012/30-epic-adaptive-re-
use-architecture/  

 

http://www.andysowards.com/blog/2012/30-epic-adaptive-re-use-architecture/
http://www.andysowards.com/blog/2012/30-epic-adaptive-re-use-architecture/
http://www.andysowards.com/blog/2012/30-epic-adaptive-re-use-architecture/
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many times they will require reconfiguration to their interiors to allow them to optimally function for 
their new use.  

Although historical preservation is of great importance, the value of a building that meets today’s 
requirements with a modern understanding of a  building’s environmental impact, the increasing costs 
of maintenance and operations (lighting/heating/cooling), and occupant comfort, must also be valued 
for successful adaptive re-use.  

A successful adaptive re-use typically develops a contemporary program of uses that still respects the 
traditional heritage of the building.  

The original building is largely kept intact and the new addition/intervention is clearly and easily 
understood from an architectural sense to the observer/user. There are conflicting theories over 
whether any additions should be congruous with the old in scale, proportion, materials, or if the 
addition should be of its day and representative of current trends in architectural design. Often the 
solution rests on finding middle ground between developing a new use that will breathe new life into a 
building and to also be sympathetic to the context of the larger site and the building specifically. It is this 
balance of ‘sweet and sour’ that can allow the building to serve the community well for the next 
generation. 

The GFH project involves some adaptive re-use of the building but also the development of the MMH 
and the property, and potentially also stewarding developments on adjoining properties.  

Adaptive Re-use in a Contemporary Context 
Building on the fore-going, the concept of adaptive re-use is an evolving one. As noted in the adjoining 
definition, interest in adaptive re-use is driven by a variety of factors – political, economic and social.  

While the post-war period saw extensive demolition of older structures and neighbourhoods in the 
name of urban redevelopment, beginning in the 1970s and 80s, adaptive re-use gained traction in both 
Canada and the United States. In the United States the introduction of tax incentives in 1976 spurred 
adaptive re-use activity.  In both the United States and Canada, the launch of Main Street programs in 
the early 1980s supported the adaptive re-use of heritage structures in communities large and small. 
Urban waterfronts, historically used as points for industrial production and transport – working 
waterfronts – have been a popular target for adaptive re-use and redevelopment. 

Since the 1990s, adaptive re-use has been gaining traction in Canada. The conversion of former railway-
centred warehouse districts to residential and commercial uses has occurred in Edmonton, Calgary, 
Saskatoon, Regina, and Winnipeg. In Toronto, the Distillery District, a neighbourhood in the city's 
southeast side, was entirely adapted from the old Gooderham & Worts distillery. Halifax has an enviable 
track record in the use of heritage buildings and structures in waterfront and downtown developments. 
The Murray Premises in St. John’s is another notable example.   
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Mill conversion is a form of adaptive re-use in which a historic mill or industrial factory building is 
restored or rehabilitated into another use, such as residential housing, retail shops, restaurants, office 
space, cultural sites, or a mix of these non-industrial elements (mixed-use). 

In the United States, the development of industry during the 19th and early 20th Centuries resulted in 
the construction across the nation of thousands of mills or factory buildings typically of brick or stone 
masonry construction, with a high concentration in the Northeast. The history associated with the 
decline of these mills is now well-known, largely driven by globalization in the latter part of the 20th 
century. Many of these sites have been redeveloped into residential and commercial sites, preserving 
and celebrating the industrial heritage, while creating sustainable new uses.  

A similar scenario has also played out in Great Britain and elsewhere in Europe, though decades earlier.  
In fact, it is in Europe where some of the best examples of adaptive re-use can be found. Among these, 
perhaps, the most prominent are those supported by the Prince’s Regeneration Trust. 3 The Prince's 
Regeneration Trust works throughout the UK to ensure that important historic buildings at risk of 
demolition or decay are preserved, regenerated and re-used. The Trust focuses its heritage-led 
regeneration in socially and economically deprived areas. This is because such areas will benefit most 
and because solutions for historic buildings at risk in such areas are more challenging to achieve. Most 
of the buildings the Trust is involved with are listed buildings and some are also important local 
monuments in conservation areas. 

Projects developed by the Prince’s Regeneration Trust offer an interesting model for the preservation of 
GFH and the operational philosophy that underpins the ethos of these developments is closely aligned 
with the philosophy of the GFHHC leading the GFH project. In short, projects supported by the Trust 
recognize the importance of public/private partnership in the preservation of heritage values, 
recognizes that the tax payer can’t and won’t assume all the costs and recognizes that financial 
sustainability requires business acumen and private sector collaboration. 

Because of the advanced state of these developments in Europe and, particularly in the UK, several of 
the analogues the consultant team examined in this study were drawn from relevant examples in the 
Prince’s Regeneration Trust portfolio. 

Perhaps, most importantly for purposes of its implications for the GFH, the Prince’s Trust works in 
partnership with building owners, developers, community groups, local authorities and other public 
bodies to find sensitive and sustainable new uses for historic buildings at risk. 

Beginning in the 1960s, there was significant public animation throughout Canada and the United States 
for an increase in historic preservation, to stop the loss of historic structures that began during the 
1950s with urban renewal projects in big cities and small towns across both nations. A similar movement 
had occurred in the UK decades earlier.  

                                                           
3 http://www.princes-regeneration.org/  

http://www.princes-regeneration.org/
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The prevalence of adaptive re-use in a contemporary context arises both from this public animus and 
advocacy to preserve our past and the associated heritage values, as well as from the recognition of the 
need to diversify approaches and the importance of forming broader partnerships – between heritage 
advocates, the public and private sector, private benefactors and ordinary citizens – in order to assure 
sustainable development and preservation of these important assets. 

More recently the case has been made for the environmental benefits of adaptive re-use. The 
‘embodied’ energy in existing buildings is preserved through re-use, the energy inputs for replacement 
structures are saved and demolished buildings don’t end up in landfills where they comprise a significant 
percentage of all waste. 

Case Studies 
In conducting the review of specific case studies, the consultant team captured the results using a 
common format incorporating the following information: 

x Country of origin, 
x The story, 
x Cost features/dimensions, 
x Its relevance for GFH, and 
x Conclusions. 

The detailed write-up on these case studies is included in Appendix B. A brief summary is included 
below: 

x Middleport Pottery, Stoke-on-Trent: This restoration offers some interesting parallels to the 
situation in GF-W. Perhaps, the most important story in GF-W is the social contract that existed 
between the mill owners and the community and the fact that the mill had a transformative 
impact on the Newfoundland economy in the 20th century. While the mill is slated for 
demolition, the preservation of the GFH offers the opportunity to tell that story and its 
relevance for both the province and the area. This analogue also underscores the need for 
diversification at a site like this. The inclusion of the heritage visitor centre is interesting in the 
context of GFH as well.  
 

x Anchor Mill, Paisley: This analogue also illustrates the adaptive re-use of a heritage asset and a 
diversified approach to that re-use imperative. The site offers both residential and space for 
commercial operations within an historic context and building envelope. The governance 
around its development and the partnership approach reflects that these projects are complex 
and that, to be successful, they need to be able to draw on a wide variety of resources and 
expertise. 

 
x Conway Mill, Belfast: This development similarly illustrates the practical side of historical 

restorations – diversified uses that can achieve commercial sustainability, but, add an 
interesting dimension of being an integral part of an area economic development strategy. 
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x Cardigan Castle, Cardigan: This is a very interesting analogue that maps nicely to the GFH 

objectives. It is a single building that has been repurposed for a variety of uses – commercial 
and cultural – while also offering commercial aspects that contribute to overall financial 
sustainability. 
 

x Flagstone Cottages, Castletown: This example provides insight into an interesting ‘experiential 
tourism’ idea that may have relevance for the future development of the GFH property, most 
notably the potential development of high-end cottages. 
 

x Notman House, Montreal: Adaptive re-use needs to be considered in the context of the broad 
uses that are possible and, in so doing freeing the stewards and developers of the property to 
be innovative and to address uses that are not exclusively the domain of heritage 
interpretation. This historic building has been repurposed to serve as an accelerator for the 
start-up community and a site for entrepreneurship training and development.   
 

x  Willistead Manor, Windsor Ontario: Those leading this initiative clearly honored the history 
and provenance of the property. Its history and provenance is similar to that of GFH. An 
interesting dimension to this story is how it utilizes volunteers.  

Several other case studies were examined but not included in this group. Rather, those that offer 
specific insight or relevance to GFH were included in this analysis.    

Beyond the specific case studies undertaken, the consultant team also reviewed a number of analogues 
to explore issues related to the governance of sites similar to GFH. The issues arising from this review 
are explored further in Section 7 of this report. 

Implications for Grand Falls House 
The consultant team examined many other analogues beyond those noted above. These seven 
analogues were chosen to provide a sample that is illustrative of a broad range of potential adaptive re-
use options and to also enable conclusions to be drawn in terms of how these developments were 
undertaken, the partners involved, the adaptive re-use choices that were made and their overall 
implications for GFH.   
 
Looking at the full range of analogues reviewed and tested, there are relevant conclusions that are 
instructive for the adaptive re-use and further development of GFH and property. These include:  
 

x The research undertaken and the review of analogues reinforces the point that governments 
and local communities have faced long-standing pressure to dispose of heritage assets that are 
not supporting core service objectives or making an adequate return on investment. In the 
current climate of financial constraint, the need to make the most efficient and effective use of 
assets and ‘cash in’ on property surplus to requirements is ever more acute. With maintenance 
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and refurbishment costs generally higher and disposal costs lower, the management and 
disposal of heritage assets poses particular challenges when resources are in short supply. 
Although reusing heritage assets can minimize construction waste, reduce our carbon footprint, 
encourage a vibrant local economy and reinforce a sense of place and civic pride, if a narrow 
asset management perspective is taken, heritage assets can come to be regarded as liabilities 
and obstacles to development rather than the community assets they are and should continue 
to be; 
 

x With this reality, as a starting point, the overall long term vision for the heritage asset and site is 
critically important – these projects share some common objectives:  
 

o A focus on restoring, conserving and celebrating the heritage dimensions of the project 
or site;  

o Optimizing and maintaining public access to and through the site; 
o The importance of developing and managing the site in conjunction with other 

opportunities so that the whole is greater than the sum of the parts;  
o The importance of developing financially sustainable commercial use, as well as a full 

interpretation of the site's history and heritage; and 
o Recognizing the funding challenges, developing the site based on a strategy of 

diversifying sources of funding and revenue so as to enhance the likelihood of longer 
term financial sustainability.  
 

x Successful analogues take a pro-active approach to securing funding. In a contemporary context 
where, pragmatically, funding must be generated from a variety of sources, an effective 
partnership approach to the project and its future development and preservation objectives is 
essential. The successful projects examined above illustrate strong partnerships with a variety of 
investors, professionals and public and private bodies to find creative solutions to financial 
sustainability and to successfully address what may present as problematic site constraints. This 
means that a project proponent needs to consider the full range of financial opportunities 
including earned revenue opportunities, product, retail and visitor fees; rental income; income 
generated from stand-alone but related or sponsored businesses; project income from public 
and private sources; support from benefactors and self-generated revenue from entities such as 
a foundation or through endowments; 
 

x A highlight of all the analogues examined is the importance of involving the local community 
and local stakeholders in the adaptive re-use plan. Consultation through public and stakeholder 
engagement, working with political leaders and government organizations from the start is 
crucial. Some leading practices observed in this review of analogues included, in one case, 
project proponents establishing a ‘family panel’ to advise and evaluate activities for families and 
educational programming in the particular venue being repurposed;  
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x Environmental considerations, particularly, in the European analogues is a central focus. 
Environmental sustainability is often a rallying point for stakeholders and ‘preserving and 
repurposing old’ as opposed to ‘building new’ is an important element of the environmental 
sustainability equation. Many of these project put environmental sustainability at the heart of 
development and many have availed themselves of new technologies to heat, light, and cool 
heritage buildings. This could be explored in the context of the GFH site for both the MMH and 
GFH, as well  as any new developments;  
 

x Because many of the case studies reviewed involve partnerships with private sector project 
proponents, those managing the preservation or development objectives of a particular project 
need to pay attention to the business arrangements engendered with private sector partners. 
Factors to consider include a variety of issues including ownership, tenancy arrangements, and 
the formulation of development agreements which are fair and offer stability and predictability, 
often through longer term tenured arrangements;  
 

x The human resources dimension of successful project development is important. Involving the 
right people is of pivotal importance to ensuring the success of a heritage-led regeneration 
project. If certain stakeholders or professionals are left out of the process, then the project may 
not deliver on all of its objectives, or it may face delays which could otherwise have been 
prevented. Another key to success for heritage projects of this sort is the importance of having 
professional staff, with the right skill sets to develop and manage heritage sites. Within a 
provincial context, these capacities have existed in such places as Bonavista and Port Union, 
among others, where highly motivated and skilled staff have been critical to success; 
 

x Involving the community throughout a project, from conception to delivery, ensures that their 
input is included. Effective consultation can be a powerful tool to get community groups who 
may object to certain aspects of a project onside. So far the GFHHC’s handling of the 
preservation of GFH has been an exemplar in consultation, however, as the project advances 
and potential new elements are introduced, ongoing consultation and effective communication 
will be important in keeping stakeholders engaged and minimizing potential turbulence;  
 

x Effective project planners and proponents recognize that there are many audiences to be 
satisfied in any development. In many respects, the financial aspects and the return on 
investment (ROI) of a particular project are generally easily explained and understood. More 
esoteric and less clear is the social impact of preserving heritage assets in an environmentally 
prudent way. Leading jurisdictions managing projects of this type utilize measures related to 
Social Return on Investment (SROI).4This is a method used to calculate the value of long term 
social outcomes that have been, or are to be achieved, as a result of delivering a project. In 
many cases these social outcomes are not directly measurable in terms of their financial value.  
Other, more tangible, outputs with clear monetary values often take greater priority during 

                                                           
4 http://www.princes-regeneration.org/sustainableheritage/case-studies/social-return-on-investment-analysis  

http://www.princes-regeneration.org/sustainableheritage/case-studies/social-return-on-investment-analysis
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decision making. As a result, many decisions made are made without due consideration being 
given to the value of these wider long term social outcomes. As a result, decisions can be made 
which may not deliver best value for money in the long term and may result in further subsidy 
being needed in the future. What SROI does is to use money as a measure to convey the value 
of these long term social outcomes, as money is commonly accepted as a unit that clearly 
conveys value. By placing a monetary value on these social outcomes it provides them with 
greater influence during decision making that can help local authorities make the right decisions 
about the long term future of heritage assets. The literature on this subject notes two types of 
SROI analysis as follows: 
 

o Evaluative - Evaluative SROI is carried out once a project is completed and is based on 
the actual outcomes that have occurred as a result of the project; 
 

o Forecast - Forecast SROI is used to predict how much social value can potentially be 
brought about if the said social outcomes are delivered as a result of a project. Forecast 
SROI can be particularly useful during the decision making stage of a project and 
provides a clear criteria of success against which the project can be evaluated. 

 
x Project governance is an important factor both through the development process and in 

managing development following project completion. Other studies examined during this 
project suggest that overall project governance is an important success factor. A 2007 study of 
heritage sites in British Columbia reached several conclusions in respect to the core 
competencies that make for a more successful heritage site. Among others, these include having 
an entrepreneurial board of directors; access to a critical mass of population; a strong focus on 
interpretation and animation; a fit with the visitors’ perception of what a heritage site should 
be; and a large and well-organized volunteer base5.  
 

x In examining heritage assets that have been developed exclusively by the private sector, it is 
also clear that, in many cases, these analogues have been divorced of their historical 
significance, the connection to the past has been lost and the important matter of public access 
has been circumscribed.  

 

  

                                                           
5 http://blog.conservancy.bc.ca/wp-content/uploads/2010/01/provincial-heritage-properties-sustainability-
study.pdf  

http://blog.conservancy.bc.ca/wp-content/uploads/2010/01/provincial-heritage-properties-sustainability-study.pdf
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4. Results of Consultations and the Go-Forward Concept 
As noted in the section on case studies, a leading practice in adaptive re-use initiatives is to ensure that 
there is strong community outreach, engagement and consultation undertaken.  
 
Prior to this study and during the study there has been 
a comprehensive consultation process undertaken. 
There have been a number of sessions and interviews 
seeking input on the development of the GFH, the 
MMH and associated opportunities since the GFHHC 
began its important task.  
 
This section of the report offers an overview of the 
consultations and a compilation and summary of the 
ideas and suggestions which came forward from a 
variety of stakeholders during this process.  
More detailed findings related to the consultations are 
included in Appendix C.  

Purpose and Discussion of Past Efforts 
The mill has been part of the community for a century. 
In fact, during the commissioning of this work, we 
were constantly reminded that the mill and the 
community are indivisible – the community arose 
because of the mill. It is a rich history and a clear 
source of pride for the community; the vestigial effects 
are still robustly evident. GFH itself, and the 
magnificent property embodies community history 
more significantly than any other feature.  

As has been noted elsewhere in this report and in examining comparable analogues elsewhere in North 
America and beyond, there are countless examples of mill properties that have undergone adaptive re-
use and repurposing. The assets of the mill are comparable with other re-developed industrial sites 
around the world and some have noted that its complete demolition represent a missed opportunity.  
However, the decision has been made to demolish it so one has to work with what remains. The GFH 
certainly is, as one participant called it, ‘the jewel in the crown’, and the vehicle through which the 
historically significant story of the mill and the community can be told and curated. This is a story of 
great historical significance to the province and, consequently, the level of support for its preservation 
and celebration is strong and abiding, as evidenced through the consultations undertaken and the input 
received.   

  

Figure 4: Alfred Harmsworth (Lord Northcliffe) 

http://en.wikipedia.org/wiki/File:Portrait_of_Alfred_Harmsworth,_1st_Viscount_Northcliffe.jpg
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Interview Findings 
Formal consultation was undertaken through three 
discrete events: 

1. Led by the GFHHC, a public forum was held on 
May 8, 2014 to gather ideas regarding the 
future of GFH.  Over 80 people gathered to 
share their ideas regarding the future viability 
of GFH; 

2.  On December 1st and 2nd, 2014, the consultant 
team travelled to GF-W for both a 
familiarization tour and to meet with a wide 
variety of key stakeholders, including the 
Mayor and municipal council; town economic 
development, public works and engineering 
officials; recreation  and active transportation 
proponents; the principals involved with the 
Salmonid Interpretation Centre; GHHHC; 
officials of ACOA and the Province; officials of 
the Exploits Regional Chamber of Commerce 
and local business leaders,  among others. The 
purpose of these meetings was to hear from 
key stakeholders, particularly, to secure their 
thoughts and ideas respecting the use of the 
property and how it might be developed; 

3. On February 19th the consultant team visited 
the GF-W area again and led a workshop 
dutifully organized by the GFHHC and 
attended by representatives of local business 
leaders, various levels of government, and 
culture/heritage leaders. The group was organized into smaller working groups addressing key 
common questions focused on future uses, ideas for the preservation of the GFH property and 
canvassing input on how such measures might be accomplished in a manner that would have a 
greater chance of achieving financial sustainability.  

During a site visit from November 30th to December 3rd, the consultant team was involved in an 
organized familiarization tour encompassing the following:  

x Site visit of GFH and the property; 

x Interpreted tour of the Town of GF-W; 

Figure 5: Bust of Harold Harmsworth (1st Lord 
Rothermere) 
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x Interpreted tour of the Salmonid Interpretation Centre and the proximate Exploits River 
frontage ; 

x Interpreted tour of the riverside park developments and Sanger Park; 

x A walking tour along the Exploits River near the falls.  

Supplementing these meetings, the consultant team also conducted numerous bi-lateral meetings and 
interviews with a wide range of key stakeholders including senior municipal, provincial and federal 
officials, economic development organizations, tourism officials and an official of the Rooms, among 
others.  

Appendix D provides a detailed list of those with whom interviews were undertaken. All of these 
meetings sought to solicit input and ideas on possible uses for GFH and the adjoining property. Many 
also included discussions on potential developments on lands that may be available after the mill is 
demolished. Not unexpectedly, there were many common themes and ideas that came forward during 
these intriguing and animated sessions. A compilation of these ideas is summarized under appropriate 
headings immediately below. 

x Central Themes / Alternative Re-Use of GFH 
o Restoring the property and making it accessible to the public, viable and sustainable in a 

way that would preserve its heritage as the former home of Lord and Lady Northcliffe; 
o Renting the facility for private functions like high-end fishing trips, weddings and other 

tourism-related ventures;  
o Establish a gift / craft shop or a tea room as a revenue generator; 
o Representation from the arts community providing suggestions such as an arts centre to 

host music and theatre events, outdoor concerts, artists’ retreats, dinner theatre and 
more; 

o The importance of creating public access to the site and optimizing recreational use 
linkages. 

x Public Museum and or Cultural Themes 
o Public heritage site with heritage protection and the longer term view to acquire 

provincial and national heritage site designation; 
o Use of the MMH as a potential venue to locate the GFWHS; 
o Establish a replica Beothuk village/camp site at the river’s edge; 
o Relocate the Logger’s Life Museum to the GFH property; 
o Façade of the mill and/or curating mill artifacts to complement GFH grounds and the 

history and provenance of the mill; 
o Hosting historical events and picnics including period costumes; 
o Restoring the garden to an archetypical English garden. 

x Funding Themes 
o Collaborate with municipal, provincial and federal funding partners; 
o Seek private benefactors and philanthropists; 
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o Outreach and engagement of the Harmsworth family in the UK.  
 

x Revenue Themes 
o Pursue public / private partnership to advance business opportunities which could 

provide revenue to supporting the ongoing operation and maintenance of GFH; 
o High-end boutique accommodations including replica mill workers cottages for rent; 
o Establishment of a new hotel property adjacent to or on the GFH site; 
o Locate the Visitor Information Centre at the GFH site as a means to generate traffic to 

the site. 
x Special Events Themes 

o Wine tasting;  
o Host culinary events in collaboration with the Restaurant Association of Newfoundland 

or as part of an organized culinary tour; 
o Dinner theatre and audience immersive murder mystery events;  
o Showcasing traditional skills on-site;  
o Reproduce mill lunch baskets for sale and picnic events;  
o Weekend workshops engaging the artistic community and possible ‘artist in residence’ 

initiative. As a year round initiative, this could include retreats for the artistic 
community building on the example of Long Point Lighthouse; 

o Development of the riverfront and cross-promotional opportunities for river access 
including a range of potential activities; zip lining was mentioned; 

o Hosting garden parties and developing an on-site tea room; 
o Event parties themed for special events – Hallowe’en, Christmas, Easter. 

x Big Picture Vision for the GFH property but also showcasing Grand Falls River 
o Incorporating the grounds into the town’s popular Corduroy Brook Trail system; 
o Re-creating the Beothuk village; 
o Building a log cabin field to celebrate the loggers’ legacy; 
o Collaborative activities and cross marketing with the Salmonid Interpretation Centre  
o Develop new RV park on land adjacent to the GFH property; 
o Develop boat launch (gorge, north angle); 
o Lead environmental activities/events related to the preservation of the river; 
o Host concerts and engage artist & musicians similar to Trinity, Bonavista Peninsula 

events; 
o Facility rental and use by service clubs for social functions; 
o Incorporate the curling club somehow with GFH property; 
o Incorporate the riverfront and environs into the plans for the property including year-

round recreational uses; 
o Grants for summer students to conduct gardening on the property; 
o Spirit walk incorporating caves along the river; 
o Winter tourism including sleigh rides and links with snowmobile trails; 
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o Incorporate in the P-12 and post-secondary education system. Could include space for 
pre-incubation or incubation of start-up companies in collaboration with CONA and 
MUN; 

o Develop a homemade ice cream shop; 
o Brand novelty items for sale incorporating mill memorabilia – pens, lapel pins, and mill 

whistles, among others; 
o Erect a bronze statue as a tribute to the Harmsworth Family; 
o Need for an active communication strategy including the use of social media to promote 

the site and its development and to augment fundraising. 
 

In subsequent discussion on these comments, the following cautionary points were raised:  

x The experience of other historic sites across NL has demonstrated that gift shops and tea rooms 
are not necessarily big revenue generators, but they serve the purpose of generating additional 
traffic to a site; 

x Historical replicas such as the Beothuk village/camp idea are less in vogue today than they once 
were for a number of reasons, including: 

o The historical accuracy of such sites can be challenging; 
o Additional infrastructure will create an added financial burden for maintenance and 

operations over the long-term; 
o The focus today is more on experiential development to relate significant stories, and 
o There are already other sites that interpret the Beothuk story in the region (Boyd’s Cove 

Provincial Historic Site, Mary March Museum; Indian Point).  It might be more 
advantageous to keep the interpretation focused on the mill history and natural history 
of the river. 

 
If it is still possible, and as noted, it might be worthwhile prior to the demolition of the mill to see if 
there are some significant artifacts or components that could be salvaged and used for interpretation 
along the river’s water frontage. 
 
A key conclusion arising from the consultations is the need to aggregate and generate traffic at the site 
of GFH. The proposed mixed uses 
and the opportunity to coordinate 
activities that have the potential to 
create synergies is one of the 
important messages from the 
consultation. The key is developing 
a range of programs and facilities 
that increases the activity on the 
site in general, within individual 
buildings and expands the site’s 
relevance and connectivity to the 
entire community.  
 
Related to this is the annual Art Ex, 
the visual arts festival held in GF-W.  As the only event of its type in the province, there may be 
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significant opportunities to incorporate the GFH site (and riverfront) into the festival and use the site to 
create some legacy projects (e.g., sculpture, landscape art installations).  Art could become an engaging 
and powerful method to commemorate and encourage reflection on the mill story. 
 
The connection with the community needs to focus not only on residents who are aware of the 
important heritage, but the broader population of residents; as an example, youth who lack a historic 
connection to the site, and for whom the site has generally been largely inaccessible in the past.  
There is already a core group of committed volunteers, including GFWHS volunteers, and stakeholders 
who recognize the importance of this site to the history and formation of the community. It is fair to say 
there is a consensus that fundamental to preserving and protecting the site is adherence to a strategy of 
adaptive re-use; in this, the importance of creating sustainable business opportunities and ensuring 
public access were key recurrent themes. 

Under this premise, the goal is for the historic building to find a contemporary use that respects the 
history, provenance and heritage of the site, while supporting and fulfilling the needs of the community. 
The business case must therefore consider a suite of services and uses targeting market segments that 
will drive activity to the site, so that, through these activities and site uses, revenue is generated, helping 
to ensure the ongoing preservation of the site.  

Arising from the consultation and resulting analysis, key emerging strengths and assets that can be 
leveraged are identified as follows. 

x Key Assets:  

o Substantial and high value land holdings; 

o Historic house; 

o Contemporary house, able to be more easily adapted/modified;  

o Greenhouse; 

o Garage/carriage house; 

o Prime riverfront location and expansive, pristine property; 

o Potential for magnificent gardens and an historic gardening history and provenance 
going back to the founding of the town and the mill;  

o Strong potential to leverage the value-laden GFH ‘brand’; 

o A site that is contiguous to a network of recreational trails and active transportation 
opportunities; 

o A site that is compelling from the perspective of its potential for fundraising and 
attracting philanthropic interest; 
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o A cadre of high quality sophisticated and committed volunteers and local leaders.  

Go Forward Concept: The Vision for GFH 
Building on the research, the case studies reviewed and the extensive consultations undertaken, this 
section of the report crystalizes the proposed vision for GFH that will meet the dual objectives of 
protecting the property’s heritage value, but doing so in a way that realistically recognizes that the site 
must also be able to generate a viable revenue stream(s) from a diversity of sources without exclusive 
reliance on public sector sources of funding in perpetuity.  

The overall proposed strategy for creating a sustainable future for GFH revolves around three key 
considerations: 

x Developing compatible uses for GFH and the MMH that does not necessitate extensive capital 
investment to meet regulatory thresholds right away. These may include the opportunity to 
secure rental income generated though the provision of space to various potential tenants and 
user groups in the MMH, or, for example, developing a tea room in a portion of the GFH without 
extensive renovation/upgrading. This is not to say that certain restorative work should be 
carried out in a piecemeal approach. GFH itself, for example, will likely needs to be fully 
upgraded prior to use and carrying out what is required should be done as one project so that 
business-related uses are not interrupted by a longer progression of renovations and upgrades; 

x Creating adjoining businesses, the profit from which will cross-subsidize the ongoing 
operational and maintenance expenses related to securing a sustainable future for the 
heritage asset - GFH itself. An important opportunity in this regard is to create and leverage the 
GFH brand and placing that brand on an array of carefully researched and viable goods, 
offerings, services or products that can be developed, marketed and sold, all the while 
promoting the site and site visitation. Examples include year round, high-end riverside rental 
cottages on site and a microbrewery offering branded artisanal brews; 

x Collaborating with the municipality and public/private sector partners to develop 
opportunities that will drive traffic to the site of the GHH property and also potentially cross-
subsidize its operations. Examples include the development of a new RV park on land adjoining 
the GFH property and inviting the establishment of the town visitor information centre on the 
GFH site.   

There is also a potential for earned revenues though the provision of various funded or fee-based 
programs designed for specific segments of the community, for example the GFWHS being located in 
the MMH, a dedicated space for artists’ retreat in that property, or occasional occupation of parts of the 
MMH under contract for post-secondary entrepreneurial activity or a start-up incubator.   

A final source of self-generated/earned revenues may exist in the provision of various services that 
target facility tenants, such as centralized business services, including enterprise services on a recovery 
or fee for service basis.  
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Synthesizing the findings from the research, consultation and examination of opportunities, the vision 
for the development of a financially sustainable GFH and property coalesced around the following 
elements:  

Mission: To preserve, protect, and promote GFH, its history and its legacy in having had a 
transformative impact on Newfoundland’s history and economy.    

Key Goals: To plan and coordinate site uses and developments that will: 

x Create high quality public spaces, rich in amenities and flexible in their use; 
x Develop creative approaches to curating and telling the compelling story of the transformative 

impact of the mill development on GF-W and the province as a whole; 
x Preserve and interpret he historical and heritage values of the mill’s legacy, the presence of the 

GFH, and the social contract that existed between the mill and the community; 
x Provide an active and dynamic year-round destination and programmatic activities; 
x Integrate well with, and supporting, the surrounding community fabric; 
x Exemplify architectural quality, having animated streetscapes, and respecting and supporting 

activity at the water's edge;  
x Be economically and environmentally sustainable; 
x Preserve the house and property; 
x Target land assembly in and around the site of the mill, GFH, the MMH with the goal of 

harnessing the potential of the area through planned development and stimulation of business 
investment and community pride to achieve a self-sustaining operation supporting the 
overarching mission; 

x Attract support from a diversity of potential partners and funding sources – business, the 
community, governments and philanthropists; 

x Be an important anchor in an integrated tourism strategy for GF-W that places the GFH and the 
Exploits River at the centre of the strategy; 

x Ensure ongoing community access and involvement in the site. 

Key Tools: Tools that will support the development of a financially sustainable future for GFH will be: 

x Compatible developments intended to improve the health and vibrancy of the riverfront, 
through upgrading public areas, amenities and facilities;  

x Site events that actively encouraging community and commercially-friendly developments with 
private sector partners. 

Activities and Site Uses 

x Target Traffic Generators: Develop links, uses, and tenants that will generate traffic to the site. 
These traffic generators include: 

• Relocating the town’s Visitor Information Centre (VIC) to the site (with appropriate 
way-finding signage) and provide suitable parking / break spots for bus tours/RVs; 
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• Entering into a discussion with the Rooms with a view to exploring the potential 
opportunity to relocate the Logger’s Life Museum to the GFH property. It is important 
to note that The Rooms has recently announced their decision to close the Logger’s 
Life Museum. Going forward, interpretation of the area’s logging heritage may require 
a new approach that is not as tied to infrastructure as it had been in the past. 
Programmatically, this could be an opportunity for GFH; 

• Presenting an integrated site that celebrates and curates the heritage value of the 
mill, the logging industry and the primacy of the Exploits River; 

• Connecting various trails and pedestrian walkways to make the site a point of 
confluence for active transportation proponents and recreational activities; 

• Creating an interpretation site related to the Maritime Archaic Indian / Beothuk 
interpretations / model villages; 

• Focusing  on the mill story as the  primary interpretive theme, develop an 
Interpretation Plan that considers the GFH site and adjacent properties on the river, 
including the old mill site (the costs for such a plan would likely be in the range of 
$40,000 - 50,000);  

x Target Revenue Generators: Under a lease/revenue share agreement, develop the business 
activities that will generate the cash flow needed to maintain the sustainability of the operation. 
These include: 

• Development of a 100+ high-end RV park targeting RV enthusiasts at a site well 
removed from the actual GFH property;  

• Develop character archetypical cottages reflective of the original mill houses occupied 
by workers and operate these as high-end, year-round over-night accommodation 
rentals, leveraging 4 seasons of visitor ‘see and do’ activities in the region; 

• Develop a tea room and gift / craft  shop for sales, recognizing that this can be an 
important traffic generator; 

• Develop and market special functions including hosting weddings and wedding 
pictures using the grounds / garden parties and develop facilities to accommodate 
this activity; 

• Cultivate other on-site retail and service opportunities that are complementary, 
leverage the traffic, and can operate under a lease/revenue share agreement. 

x Target Brand Development Elements and Opportunities: Continue to explore the potential to 
develop a GFH brand and allow licensed use of this brand in the production of goods, among 
them: 
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• Craft microbrewery – small batch ‘Grand Falls House’ ale; 

• Cranberry juice/wine/vodka; 

• Reproduce mill baskets (lunch baskets used by employees) for sale.  

x Leverage the History and Tradition of the Mill Development to Support a New Generation of 
Innovators and Entrepreneurs: Develop educational and entrepreneurial partnerships with the 
CONA and / or MUN and use space in the MMH to create an incubator / accelerator space for 
local students, focusing on education and entrepreneurship in technological areas within, for 
example, river ecosystems, archeology,  hydro-power generation, agriculture, forestry / 
woodland ecosystems, mining and mineral use and development, among other relevant areas of 
enterprise consistent with the heritage of the site. 

x Programmatic Elements and Thematically Appropriate Uses that are Supportive of Traffic 
Generation: 

• Gallery space to exhibit art and heritage items, including artifacts from the mill, 
including potentially vestigial items from the mill site presently curated by the GFWHS 
and  displayed at their site downtown; 

• Provide space for the GFWHS as a tenant and use their holdings throughout the GFH 
and other facilities developed on site (where appropriate) to support the interpretive 
aspects of the company history (e.g., unique social contract and story of community 
development); 

• Use technology to help with storytelling, with themed rooms (the river, the mill, the 
forest, the logging, etc.) and holographic / video to exhibit the stories; 

• Create culinary tourism draws (e.g., use of / preparations related to salmon in 
collaboration with the Salmonid Interpretation Centre); 

• Possible hosting of a farmers market; 

• Theatre and musical concerts; 

• Re-establish the ornamental and vegetable gardens and use of the green houses to 
emulate the horticultural excellence so evident at the site in the past. 
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x Sponsorship Areas 

• Develop a philanthropic strategy to attract private benefactors including the 
Harmsworth family;  

• Host fundraisers; 

• Seek federal, provincial and municipal grants and funding programs to address the cap 
ex requirements for property and house improvements as appropriate (e.g., 
renovation / rehabilitation of the site, green-energy opportunities, physical-plant and 
related technology upgrades, site development, master planning, among other 
needs). 

Developing Interpretive Themes 
The opportunity for interpretive themes that will support traffic and visitation/admission are many and 
include the stories of how the area was identified and ultimately selected by the Harmsworth family for 
development, the activities related to logging and forestry, the use of the river as a means of both 
transportation and energy generation, the division between Grand Falls as a company town and 
Windsor, the establishment of the mill, the process of making paper, the role of the community in the 
Great War and many other areas of interpretation.  

Additionally, there is also the opportunity to interpret, if not recreate, the original GFH structure. This 
was a log home, purpose-built as a replica of Mark Twain's famous log home.  Locally, the log home was 
intended for use as a residence for Lord Northcliffe and his family, when visiting Grand Falls.  

Within the GFH itself, there is the opportunity to use space on the second and upper levels for 
interpretation of the various themes that have been identified. While an interpretive Master Plan would 
be necessary to finalise the content and the methods for interpretation, one option to be explored is the 
use of ICT to enable each room to interpret some aspect of the history of the GFH. Examples of 
technologically enhanced interpretive strategies are many and, in this application, the opportunities for 
interpretation could span the Badger riot, the development of the mill, the building of the house, and 
the history of the Harmsworth family – both past and current - among other themes.  

An important foot note to the development of any proposed businesses designed to create greater 
financial sustainability for GFH is the importance of ensuring that these businesses are developed in 
such a way as to complement and not compete with existing local businesses.  

This framework forms the basis of the analysis that follows in Sections 5, and 6 following.  
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5. Financial Analysis  

Introduction  
This section of the report examines the range of business and development opportunities arising from 
the research, analysis and extensive consultation undertaken during the study. It assesses the viability 
and potential of the most promising opportunities designed to leverage the strengths of the site, and, 
support the primary objective – assuring the heritage preservation imperative and ongoing public 
access.  
 

Approach to Financial Assessment 
We have conduced detailed examination of a range of potential development opportunities including: 

x A recreational vehicle (RV) park and campsite – designed to bring campers and RV enthusiasts 
to the town and the GFH development; 

x High-end cottages; 
x A gift / craft shop;  
x A tea room; and  
x A range of associated activities, including facility space rental and entrepreneurship.   
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The detailed analysis of these business units is provided in Appendix E. 
The key approach to the financial analysis is the development of models of activity based on small 
business information for similar operations in comparable industries in Newfoundland and Labrador and 
elsewhere in Atlantic Canada. 

Because this section simultaneously deals with the financial analysis of several proposed business 
opportunities and associated activities, for ease of review, each of these analyzes has been structured 
utilizing a common format. The following financial components are explored in each of the potential 
opportunities detailed above as follows:  

x Labour and Wages: addresses wages and benefits paid to employees that are included in the 
cost of sales (cost of goods sold), as well as remuneration paid to the employees of the business 
that are part of the fixed operating costs (fixed operating expenses); 
 

x Amortization: includes amortization and depletion, including accounting allocation for the cost 
of revenue producing assets (i.e., assets which have a useful life of more than one accounting 
period) over the useful life of the asset. The items that correspond to this amortization and 
depletion include: declaration allowance on capital property amounts, capital cost allowance 
amounts, among others; 
 

x Repairs and maintenance: includes costs related to new or replacement parts, or the 
restoration of facilities / businesses in efficient working condition; 
 

x Utilities and telephone/telecommunication: includes expenses for heat, light, water and 
telephone/telecommunication expenses; 
 

x Rent: includes all rental expenditures paid to other organizations for the use of land, offices, 
building, machinery and equipment, but excludes capital leases; 
 

x Interest and bank charges: includes all interest expense and discounts paid by the operation, 
such as real estate mortgages, chattel mortgages, mortgage bonds, advances and demand loans, 
and bank interest; 
 

x Professional and business fees: includes all expenditures on external professional advice or 
services, such as accounting fees, legal fees, management fees and incorporation fees; 
 

x Advertising and promotion: all advertising expenses, such as promotions, signs, window 
dressings, and catalogues; 
 

x Delivery, shipping and warehouse expenses: includes expenses for delivery, shipping, courier 
and distribution services used by businesses; 
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x Insurance: includes all types of insurance such as bonding, vehicle insurance, fire and liability 
insurance, and premium expenses; and  
 

x Other indirect expenses: includes all other expenses such (e.g., bad debts, cleaning expenses, 
among others). 

Cost of sales (cost of goods sold or variable expenses) and operating expenses (fixed costs) information 
is used to identify the potential for profitable operations, as well as the thresholds’ sensitivity to 
changes in the underlying assumptions.  

Operating expense details are used to assess the operation’s actual capacity to carry the capital 
investment that may be required to service the targeted clientele in each venture considered. 

Research was conducted to assess price points and service offerings, with operations and seasonality 
assessed based on a review of visitor and tourism traffic collected by the Province.  

The resulting financial model was developed for each of the following operations: 

x RV park and campsite, 
x Gift / Craft shop (which could include the Visitor Information Services), 
x Cottage rentals, and 
x Tea room.  

Consolidated Break-even Analysis & Capital Cost Considerations 
Finally, an overarching financial model provides a business assessment of the overall operation. Within 
this, the management of the operations derives earned revenue from revenue share agreements with 
independent operators, revenues from directly managed operations, leases / rental agreements for 
space within existing facilities and space within purpose-built facilities. Accordingly, the focus of the 
business case analysis of these silos of activity is its ability to contribute revenues to the overarching site 
management and heritage preservation imperative.   

Table 1 provides a consolidated statement of all revenues associated with the enterprises considered 
and their contribution to total revenues under the context of directly managed operations.  

In this configuration, overall GFH operations would receive both the profit on operations, as well as the 
equivalent provision for lease /rental payment (e.g., as landlord). Both net profits from direct operation 
of each business activity, as well as the payment for rent which would accrue to the GFH operations are 
considered.    
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Table 1: Consolidated Statement of Revenues 
Revenues Year 16 Year 2 Year 3 Year 4 Year 5 
RV Profit to Foundation 

     Net profit/loss from operation $34,025 $44,641 $55,967 $68,041 $80,904 
Equivalent to rent  $12,752 $13,007 $13,267 $13,532 $13,803 

Total RV $46,777 $57,648 $69,234 $81,573 $94,707 
Cottages Profit to Foundation 

     Net profit/loss from operation $18,378 $37,142 $57,200 $78,626 $101,494 
Equivalent to rent  $82,477 $84,127 $85,809 $87,525 $89,276 

Total Cottages $100,855 $121,268 $143,010 $166,151 $190,770 
Gift / Craft Shop Profit to Foundation 

     Net profit/loss from operation $11,924 $26,798 $43,470 $62,130 $82,986 
Equivalent to rent  $13,635 $13,908 $14,186 $14,469 $14,759 

Total Gift / Craft $25,559 $40,706 $57,656 $76,599 $97,745 
Microbrewery Profit to Foundation 

     Net profit/loss from operation $23,321 $33,013 $43,650 $55,313 $68,088 
Equivalent to rent  $9,861 $10,058 $10,259 $10,464 $10,674 

Total Microbrewery $33,182 $43,071 $53,909 $65,777 $78,762 
Tea Room Profit to Foundation 

     Net profit/loss from operation $5,735 $10,361 $15,305 $20,585 $26,219 
Equivalent to rent  $9,210 $9,394 $9,582 $9,773 $9,969 

Total Tea Room $14,945 $19,755 $24,887 $30,359 $36,188 
Admissions      

Admission $14,900 $15,958 $16,434 $17,249 $18,111 
Subtotal Admissions Revenue $14,900 $15,958 $16,434 $17,249 $18,111 
Summary of Activities 

     Net profit/loss from operation $108,284 $167,913 $232,027 $301,943 $377,802 
Equivalent to rent  $127,934 $130,493 $133,103 $135,765 $138,480 

Subtotal Directly Managed Revenue $236,218 $298,406 $365,129 $437,708 $516,282 
  

     Cost of Utilities (Recovery) $27,673 $29,056 $30,509 $32,034 $33,636 
Additional Rental Income (VIC, Heritage, 
Incubator, Meeting Space, etc.) $15,000 $15,450 $15,914 $16,391 $16,883 
Subtotal  $42,673 $44,506 $46,423 $48,425 $50,519 
Total Revenue $278,891 $342,913 $411,552 $486,133 $566,801 

 
Once fully operational, the site-related activity would earn in excess of $279,000 in year 1. The following 
assumptions underpin the revenue assessment: 
 

x The revenue-generating facilities on the property (e.g. GFH, MMH, new buildings) are owned by 
the town. GFH management has full access to the facilities at no cost (e.g., no rent or mortgage 
expenses, but with operating costs);7   

                                                           
6 Use of the convention of capturing revenues in Year 1, 2 and successive years in the following table assumes that 
the antecedent events required to advance this project have already taken place – i.e., that the municipal and 
provincial governments have approved the plan, that a board of directors has been incorporated and a site 
manager recruited. That may take a year following acquisition. Hence, Year 1 as designated in the table below may 
not be the first year chronically; rather, this schedule presents a proposed five year build-out plan. 
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x We have assumed that the GFH Management team does not pay property tax for management 
of town-owned lands,  
 

x Key revenue earning operations are effectively ‘owned’ by GFH which accumulates profit on 
operations, as well as what would be ordinarily paid by the individual business units as 
rent/mortgage; 
 

x Utilities are charged back to the enterprises on a cost recovery basis; 
 

x Additional rental income (e.g., from the VIC, Heritage, Incubator, meeting space, etc.) is earned 
on the facility space not allocated to the revenue units noted above; and 
 

x All revenues are increased at a net rate of 3% per annum. 

Other revenues sources may include fees for admissions, special events and programs, ‘Friends of GFH 
Society’, memberships, as well as public sources of funding, which is not assumed in operations, but is 
assumed as a source for capital costs. Operational expenditures are noted in Table 2 below.  

Table 2: Consolidated Statement of Expenses 
EXPENDITURES Year 18 Year 2 Year 3 Year 4 Year 5 
Interpretation and Programming (not 
including salaries and wages) 

       Exhibition $20,000 $8,000 $8,160 $8,323 $8,490 
  Programming $20,000 $8,000 $8,160 $8,323 $8,490 
Subtotal  $40,000 $16,000 $16,320 $16,646 $16,980 
Marketing, Fundraising & Retail 

       Advertising & Promotion $20,000 $10,200 $10,506 $10,821 $11,146 
  Fundraising $5,000 $5,150 $5,305 $5,464 $5,628 
  Other Marketing and Development 
Expenses $2,000 $2,060 $2,122 $2,185 $2,251 

Subtotal $27,000 $17,410 $17,933 $18,470 $19,025 
Facility 

       Custodial Services $2,000 $2,040 $2,081 $2,122 $2,165 
  Custodial Supplies $1,000 $1,020 $1,040 $1,061 $1,082 
  Grounds $5,000 $5,100 $5,202 $5,306 $5,412 

                                                                                                                                                                                           
7 Note that, throughout the consultation, the Study Team presented the view that the GFH Management Group 
should pursue a strategy of land assembly in relation to the operations of the GFH and MMH. With the 
understanding that the Town of GF-W will own the properties, the key for the GFH Management Group will be to 
enter into a long term (50 to 100 year) lease with the Town for use of the lands. From a financial perspective, the 
long term lease will be equivalent to ownership. 
8 As with the previous table, use of the convention of capturing revenues in Year 1, 2 and successive years in the 
following table assumes that the antecedent events required to advance this project have already taken place – 
i.e., that the municipal and provincial governments have approved the plan, that a board of directors has been 
incorporated and a site manager recruited. That may take a year following acquisition. Hence, Year 1 as designated 
in the table below may not be the first year chronically; rather, this schedule presents a proposed five year build-
out plan. 
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  Insurance $4,000 $4,080 $4,162 $4,245 $4,330 
  Rent/lease $2,000 $2,040 $2,081 $2,122 $2,165 
  Repairs & Maintenance $15,000 $15,300 $15,606 $15,918 $16,236 
  Security $2,000 $2,040 $2,081 $2,122 $2,165 
  Utilities           

Electricity $13,290 $13,954 $14,652 $15,384 $16,153 
Fuel Oil $13,841 $14,533 $15,259 $16,022 $16,823 

Contribution to Facility/Reserve Fund   $20,400 $20,808 $21,224 $21,649 
Subtotal $58,131 $80,507 $82,972 $85,526 $88,180 
Administration/Management 

     Salaries Including Benefits: 
     Site Manager $70,000 $71,400 $72,828 $74,285 $75,770 

Interpretive Programmer $33,333 $34,000 $34,680 $35,374 $36,081 
Maintenance $14,040 $14,321 $14,607 $14,899 $15,197 
Assistance/Summer Students $11,520 $46,800 $47,736 $48,691 $49,665 

Office Expenses:           
  Bank Charges $2,400 $2,448 $2,497 $2,547 $2,598 
  Equipment Rentals $500 $510 $520 $531 $541 
  Postage $500 $510 $520 $531 $541 
  Supplies $2,000 $2,040 $2,081 $2,122 $2,165 
  Telephone/Internet $2,400 $2,448 $2,497 $2,547 $2,598 
Other Administrative expenses:           
  Professional Fees $8,500 $8,670 $8,843 $9,020 $9,201 
  Training $5,000 $5,100 $5,202 $5,306 $5,412 
  Board meetings  $4,000 $4,080 $4,162 $4,245 $4,330 
  Travel $5,000 $5,100 $5,202 $5,306 $5,412 
  Other $2,517 $3,269 $3,334 $3,401 $3,469 
      
Subtotal $161,710 $200,696 $204,709 $208,805 $212,980 
GRAND TOTAL EXPENSES $286,841 $314,613 $321,934 $329,447 $337,165 

 

The following assumptions are made with respect to operational expenses: 
 

x Long Term Financing: Debt repayment is zero and the assumption is made that GFH operations 
are able to attract funding for all capital costs. 
 

x Interpretation, programming, collection, and information management: costs are included in 
recognition of the primary focus of heritage preservation and interpretation. These costs are 
established with a slightly heavier burden in year 1, reflective of some need for research and 
development costs, which stabilize in year 2 at $8,000 per year, increased by 2% per annum. 
 

x Marketing and fundraising: costs are set higher in year 1 to recognize development costs for 
brand, website, among other requirements in this early stage. This includes about $20,000 for 
web-site and e-commerce investment. These are increased by 3% per annum thereafter. 
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x Facility costs include: custodial services and supplies, grounds maintenance, insurance, repairs 
and maintenance, site security and utilities. These are increased at 2% per annum. 
 

x Insurance: estimated for potential site liability and GFH should examine programs that may be 
available through the town or through the provincial government to assist with tourist-related 
liability insurance. 
 

x Utilities Revenue: utilities for existing facilities will be available on a cost recovery basis (priced 
into their rental/lease of the land). 
 

x Contribution to Facility/Reserve Fund: is provisionally budgeted at $20,000 in year 1 and 
increased by 2% per annum. This provision is effectively savings beyond cumulative surplus that 
may have restricted use for such things as building maintenance and refurbishment/asset 
replacement. 
 

x Site Manager: the site manager position is based on a gross cost of $70,000, per annum 
compensation rate commensurate with the level of responsibility expected of this position. This 
role will require a strong business management capacity. It should be noted that, for each of the 
business activities described in Appendix A, there is a full complement of staff. In this context, 
each business unit has its own management level position and support, based on the standards 
of the industries being profiled. Accordingly, the role of the site manager is to administer overall 
operations and not, for example, be directly responsible for the oversight of the RV facility. 
 

x Interpretive Programmer: As a major goal of this initiative is to tell the story of the mill and to 
animate the site, we have made provision for a seasonal interpretive programmer / coordinator.  
This is based on a salary for 8 months, annualized at $50,000 per year. It may be possible to 
employ students as interpretive staff and it may be possible to access at least a portion of the 
required funding through student employment programs.   
 

x Maintenance: The maintenance role is based on a total cost of $18 per hour, for 15 hours per 
week, for 26 weeks. This is increased at 2% per annum. 
 

x Assistance/Summer Students: are based in year one on two students working the equivalent of 
40 hours per week for 12 weeks and a rate of $12 per hour. 
 

x Labour: all costs rates include employer costs for statutory deductions including Employment 
Insurance (EI) and Canada Pension Plan (CPP) for the caretaker. 
 

x Office expenses includes: Bank Charges ($200 per month + 2%), Equipment Rentals, Postage, 
Supplies, and Telephone/Internet ($200 per month + 2%). This is increased at 2% per annum. 
 

x Professional Fees: Estimated at 7.5% of annual expenses. 
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x Training: A lump sum provision for training allows for registration and fees for various 

professional development opportunities and capacity building sessions that staff and volunteers 
will be able to access. 
 

x Travel: A lump sum provision for travel allows for several flights per year to participate in 
planning meetings and training/development opportunities. 
 

x Escalation: as noted, expenses have been indexed to an assumed average annual inflation rate 
of: 

o 2.0 percent for wages,  
o marketing (3 percent inflation),  
o utilities (5 percent inflation). 

  

The budget is structured to be profitable over the course of the projections.  
 
Table 3 provides the assessment of net operating surpluses / deficits.  
 
Table 3: Consolidated Statement of Net Surplus (Deficit) 

 Year 19 Year 2 Year 3 Year 4 Year 5 
Net Surplus (Deficit) -$ 7,950 $ 28,300 $ 89,618 $ 156,686 $ 229,636 
Cumulative -$ 7,950 $ 20,349 $ 109,967 $ 266,653 $ 496,290 

 
As shown, the directly managed operations have the potential to contribute operating surpluses to 
overall GFH operations. 

Other Activities 
In addition to the foregoing potential opportunities, the following activities were considered. While 
these are not expected to have a material impact on overall income – we have provided for a nominal 
amount of potential rental income – they are included for several important reasons: 

x Their potential to drive traffic to GFH; 
x Their thematic linkage with interpretation themes associated with the heritage preservation 

aspect of the site; 
x Their relevance to education and innovation, two themes that mirror the technological primacy 

of the original mill and which, through the consultation with descendants of the Harmsworth 

                                                           
9 Note: Use of the convention of capturing revenues in Year 1, 2 and successive years in the following table 
assumes that the antecedent events required to advance this project have already taken place – i.e., that the 
municipal and provincial governments have approved the plan, that a board of directors has been incorporated 
and a site manager recruited. That may take a year following acquisition. Hence, Year 1 as designated in the table 
below may not be the first year chronically; rather, this schedule presents a proposed five year build-out plan. 
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family during this study, continue to resonate with the scions of the original founders of the mill 
property and the town.    

The uses noted above would leave approximately 3,000 square feet of space for alternative or other 
revenues streams and uses that may be afforded space for lower rents because of their role in 
contributing to the traffic and activity at the site, or because of their fit within the mandate of the 
operation. These include the incubator/entrepreneur centre, the Heritage Society, and the Visitor 
Centre. 

Incubator / Entrepreneur Centre 
The Notman House case study and an examination of other ICT-related incubators and accelerators 
illustrate a number of interesting lessons and comparisons for GFH’s role in offering similar space.  

Such a development would likely require sponsors – corporate or philanthropists – to mobilize the 
development. Experience elsewhere underscores that these entrepreneurship centres are often 
attractive to sponsors who are interested in monitoring the companies being developed and incubated 
and the entrepreneurs themselves. Within the case studies, companies like Google, Blackberry, Apple, 
and others will often partner with these centres and in so doing, host events and or take up tenancy in 
such a way that it offers subsidized rental arrangements for the entrepreneurs. The benefits to the 
sponsors include the opportunity to meet the entrepreneurs, support the development of their ideas, 
and ultimately find new IP that could be commercialized. There are several prominent individuals from 
Central Newfoundland who would be ideal candidates to be approached and invited to support this 
initiative. 

In developing these centres, the universal approach is to limit tenancy for early stage enterprises (ESE) 
to as short as 3 months and rarely longer than 12 months. This measure plays a critical role in keeping 
the cycling of young and emerging companies evergreen. Critical to this cycling is the capacity to pick 
winners among ESE as distinguished from those with little promise - graduating the ‘winning ideas’ and 
jettisoning those with little real promise. 

Related to this approach, there is a ‘bottom-line’ pressure on administrators, from an operating revenue 
perspective, to keep companies longer than they, perhaps, should, in order to optimize revenue and 
overall sustainability. Core service company tenancies, sponsorship, and investment are critical to long-
term success. Generally, administrators prefer to not be co-located with a university but both post-
secondary and the ESEs enjoy and work to mutually leverage any formal affiliation. 

In terms of the business case for providing space, rent for ESEs is relatively low and in some cases, free, 
and it is often subsidized through arrangements with the building owners or other corporate or 
institutional tenants who take spaces at premium rates so as to benefit from exposure to the ideas that 
are generated by the resident entrepreneurs and emerging companies. 

Because of the companies attracted to these low rental rates, larger technology companies view these 
settings as a solid base from which to recruit talent and or harvest ideas, a feature that administrators 
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are able to exploit in support of the recruitment of these larger technology companies into 
arrangements that support the overall operations.  

‘Graduation’ (when a company’s proof of concept achieves some measure of success or not, and they 
are evicted) of ESEs is usually threshold-based, with ESEs determined graduation-ready when they hit a 
specified revenue level, a number of employees threshold, or other milestones. 

Some ESEs allow tenants access to private space, but this is usually limited and generally provided as 
needed, with open work-areas being a more common offering. Services typically include phones, WIFI 
and office equipment.  

Prototyping (i.e., the one-off manufacture for concept testing) and maker space may or may not be 
offered on site, depending on the focus of the ESE and the availability of this facility elsewhere within 
the area. 

All ESEs consulted for this study are located in downtown locations, a feature that helps with the vibe 
and the energy level associated with the accelerator. In the case of Communitech (Ontario), its location 
within an innovation district is a distinguishing feature, and it is noteworthy that the local municipal plan 
had, reportedly, made provisions for the creation of such a district. 

Government funding is very important for these organizations. American cases are more heavily funded 
by the private sector and philanthropic organizations, relative to Canadian models. Within Canada, 
Notman House is rounding out its first year following the implementation of a new model of self-
sufficiency, and is also aiming to have the briefest tenancy in accommodating ESEs. Communitech is 
reportedly very dependent on government funding. 

The ESEs considered also find creative avenues to secure corporate sponsorship. Approaches include 
recruitment of seed money, donated or subsidized facilities, furniture sponsors, crowd funding, among 
others. The areas of focus may well align with a number of successful entrepreneurs who originate from 
the region. 

Applied to the GFH development, this option might be developed on a trial basis in partnership with 
MUN or CONA with a view to creating an incubator or accelerator for emerging businesses that align 
with both current and historical aspects of realms such as logistics and distribution, forestry, hydro 
energy, marine biology, among others.   

Heritage Society Use 
As noted elsewhere in the report, the location of the GFWHS on the site is thematically of value to the 
overall project. An advantage of GFWHS securing larger space on the site as a tenant is the possibility 
that the mill-specific artifacts and exhibits that the society holds can be cycled through various spaces 
and places within the properties as part of the active curatorial and exhibition activities. 

One option may be to house the GFWHS on the third floor of GFH. Furthermore, the society’s artifacts 
and resources include many that are directly relevant to the interpretation of the mill’s history. This 
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needs to be a central feature of the heritage preservation component of programming.  Resources 
include: 

x Thousands of photos and other print media dating from 1906 to the mill’s closure; 
x Accounting ledgers from Day 1 to the mill’s closure; 
x The original mill whistle (in working condition); 
x Original photos of the Harmsworth family; 
x Original photos of the mill as it was being built; 
x Old engineering drawings from the original days; 
x Hundreds of wooden patterns  from the pattern room (thought to be original); 
x Original guest book from GFH, among other items. 

Upon expropriation, a team from the Provincial Museum Department (The Rooms) also visited the mill 
and earmarked many artifacts. Repatriation of these objects to the GFH site, as well as their stabilization 
and care, would contribute to the project. 

In terms of space allocations, as noted, the MMH would be used for housing collections and 
interpretive/programming space. The GFH operation would incorporate interpretive elements 
throughout the property, including in new businesses and in outdoor locations, as a way to encourage 
full exploration of the site by visitors, and to create an engaging visitor experience. Costs and revenues 
associated with operating an interpretive facility have not been reflected in the report and would need 
to be explored by GFWHS.   

Vendor Carts 
GFH could issue RFPs for small vendors to set up vendor cars, booths, or retail pods from which to 
conduct business. Vendor carts could be operated at various sites throughout the properties, with those 
that are not susceptible to inclement weather operating n exterior locations and those that require 
some shelter being outfitted with a gazebo style roof, umbrella, or tent covering. 

The carts would target small business entrepreneurs who would enter into an agreement with the 
facility’s management on a lease per area /cart basis and/ or a revenue share basis.  

In the interests of seeding the activity, facility management may choose to offer a lease or revenue 
share holiday for a portion of the agreement duration (e.g., the first few years of operations; charge for 
use only during July and August; prorated revenue shares that peaks in July and August; the first two 
cart operators receive a rate holiday whereas subsequent vendors are charged). The entire site can 
physically accommodate a number of vendors, but it will be important to measure the diversity of 
offerings with what may be sold in the retail and food services highlighted earlier, so that the vendor 
products are compatible and complementary with each other.  

Based on a review of other similar models, the operation could earn as much as $3,000 per season (May 
to October), per cart, in a lease/rent or equivalent revenue share format, and the agreements could 
earn as much as $5,000 per operating season. 
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Visitor Centre  
GF-W has a well-mobilized goods and service sector that is able to provide all the comforts, services, 
retail experiences and activity programming that one would expect in a tourist area.  

These include established operators, as well as new and emerging opportunities. The current Visitor 
Information Centre (VIC) is seen as an integral part of the overarching marketing strategy for the town 
and its possible re-location to the GFH property is viewed to be an important opportunity within the 
proposed adaptive re-use strategy and, perhaps, more importantly, as a way to drive traffic to the site.  

As a result of this interest in the VIC, it is worth considering the current trends in visitor information 
needs and how VICs are used. Current trends generally suggest:  

x The number of visitors counselled in person is trending down; 
x Visitor servicing is becoming more electronic in that the use of mobile devices for travel 

planning is growing: use of mobile computers, use of navigation aids, use of smart phones are 
supplanting visits to VICs;  

x Use of online social media in trip planning (before and during travel) is growing; and 
x The sources of information accessed are more diversified and readily accessible. 

In short, personal counselling services are being replaced by technology and VIC information services 
can be accessed 24/7 form a number of avenues.  

The way that visitors are finding out about Newfoundland and Labrador is also changing. There are 
many more available sources of information now when planning a trip – social media, print ads, among 
others. The top sources of information tend to be word of mouth (technology enhanced), followed by  
travel guides, and tourism-facing web sites. 

The role of the VIC needs to be understood as well. The staff’s job is really to encourage visitors to stay 
longer and spend more money in the area. 

The VIC plan should also examine some of the newer and perhaps more innovative approaches and 
trends for getting tourism information to target markets. Recently, there have been local media 
campaigns in various jurisdictions that encourage residents to ‘become tourist in their own 
town/region’. The reciprocal of this may be for local merchants to take on the role of travel guides.  

Within this, merchants and shop owners would perform VIC-like functions with their customers. Support 
of, and investment in, this sort of approach (through education, marketing strategies, and coordinated 
approach from local retailers) may trigger a stronger ROI than an investment in a new VIC.  

The prospect of moving the VIC to the GFH site, particularly if it is configured to fill multiple roles (i.e., by 
combining artisan activity /retail sales) holds untapped potential for both the community and the GFH.  
Allowing for a closer working relationship to develop between the VIC and GFH represents an 
opportunity for significant visitor product enhancement. Working together within an onsite location will 
better position the visitor services facilities to exceed visitor expectations.   
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Table 4: Visitor Chalet Historic Traffic Counts 
Year Visitors % Change 
2006 7,600  
2007 7,450 -2% 
2008 6,399 -14% 
2009 6,556 2% 
2010 6,390 -3% 
2011 4,150 -35% 
2012 4,187 1% 
2013 4,072 -3% 
2014 3,774 -7% 
Period Average 5,620  
5-year Average 4,515  
 

Although way-finding will be essential to guide visitors from the highway location to the GFH site, the 
proposed location is a value-added addition to the area and a potential win-win initiative for all engaged 
parties.  

This opportunity affords GF-W the chance to increase traffic to the town’s core. This would enhance the 
viability of current operations within the community.  It would also provide return on investment in 
infrastructure necessary to support the activities of the GFH through the Town and the Province’s 
contribution to VIC operations. In 2014, the Town paid $5,000 annually toward the operations of the 
VIC, while the Province contributed $7,500 annually, with other communities of the Exploits Valley 
Development Association committing lesser amounts.  

The goal of co-locating the VIC on the GFH site is not the rent that may be contributed by its operations, 
but, rather, the traffic that will be generated.  

Shifting elements of visitor services to the GFH site would facilitate access to the riverfront and increase 
visibility and awareness of the GFH and all it and the site offers. This can be realized either within 
existing facilities on the property (garage, MMH, in the GFH, or in a new building). Any new centre 
would be part of the operations of the GFH and could potentially also be located on Town-owned land 
under some sort of arrangement with GFH to manage the operation.  

During our interviews regarding the VIC, we learned that the ownership of the current location has 
changed hands and that the VIC operations are negotiating terms of use with the new owners. It may be 
worth considering a ‘beta’ test of the GFH site as the location for 2015, allowing the VIC to operate from 
the MMH or GFH.  

It should be noted, however, that VICs generally need to be located in high traffic areas (i.e., major 
transportation nodes/routes). The GFH site may not align well with this definition and, although it could 
provide tourism information services, it may not be able to receive provincial funding as a VIC.  
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Other jurisdictions highlight that VIC locations in high traffic areas also include high-pedestrian traffic 
sites. As the GFH site development advances, and as the proposed new road alignment is undertaken, 
the case may be able to be made for the GFH site to serve as a VIC.  
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6. Capital Cost Considerations 
In this section of the report we assess the feasibility and examine the business case for the proposed 
development opportunities profiled above. This is presented through an analysis of revenues and 
expenses associated with each of the proposed business opportunities emerging from the consultation 
and case study research, and the estimated capital funding to seed these activities in terms of both 
inventories, as well as required equipment, fixtures, and facilities. 

Required Remediation 
The MMH and GFH have been subject to environmental and condition assessments. Both properties are 
in need of some attention. 

Mill Manager’s House (MMH) – A 2014 study by Pinchin LeBlanc Environmental Limited recommended 
Level II mold abatement in the water tank room of the MMH and a Level I mold abatement in the air 
handling room. The study did not provide a cost estimate to undertake these actions and noted that, in 
the course of carrying out the remediation processes, additional mold may be found, leading to the 
need for a more extensive mold abatement program. 

The Canadian Construction Association defines mold abatement levels as follows. For building finishes 
and components (e.g., drywall, ceiling tile, carpet, etc.) the levels are as follows: 10 

x Level I (Small Scale): Areas less than 1 square metre (10 square feet); 
x Level ll (Medium Scale): Areas between 1-10 square metres (10-100 square feet); 
x Level lll (Large Scale): Areas greater than 10 square metres (≥100 square feet). 

                                                           
10 http://www.cca-acc.com/documents/cca82/cca82.pdf  

http://www.cca-acc.com/documents/cca82/cca82.pdf
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We did not identify any standard costs for mold remediation. Sources indicate that an average house 
may range from a low of $500 for small areas to as much as $30,000 or more, depending on the extent 
of the abatement. If the mold is removed from the heating/ventilation ducts, crawl spaces, walls, 
insulation, and/or attics of homes, the costs escalates considerably. In some cases, mold can cause 
structural damage. 

Given that the house has been unoccupied for some time, the normal changes of temperature and 
humidity (e.g., through showering, cooking, respiration, etc.) would not have contributed to conditions 
that would be favorable to mold growth. However, the ‘low-heat’ mode of the dwelling may have 
exacerbated the mold noted in February 2014. In either case, with more than one year having elapsed, 
Pinchin LeBlanc Environmental Limited should be asked to comment on the necessity of another 
inspection. If another inspection is needed, it should be executed prior to finalization of the costs to 
remediate and the assumption of ownership of the property.  

If Pinchin LeBlanc Environmental Limited does not believe an update is needed, they should be asked to 
estimate the cost of remediating what was found as of February 2014 and this quote should be CPI-
adjusted to current dollars. 

 On March 15, 2013 Exploits Engineering Consultants Ltd. provided the Town with a site review of GFH 
for the purpose of providing a report to Council on the existing condition of the building and noted the 
following building elements. 

Table 5: March 15, 2013 Exploits Engineering Consultants Ltd Assessment Summary 
Building Element Summary of Assessment Result (Adapted by Authors) 
Roof  
 

The area of flat roof over Level 3 attic space has been treated by 
current Owner with new 2-ply modified bituminous roofing 
within past three years.  

Attic Insulation  Remediated in 2010 
Exterior Cladding  
 

Level 1: good serviceable condition.  
Level 2 requires new stain 
Level 3 gabled ends requires new stain finishing to Level 3: 
exterior walls good condition 

Windows and Doors  Randomly checked, all in good condition.  
Insulation, Air Barrier, Vapour 
Barrier  

Unknown, further assessment is needed 

Structural Appears to be in good structural condition.  
Masonry / Chimneys  Unknown, further assessment is needed 
Interior Level 1, 2 and Level 3 good condition 
Plumbing All are in serviceable condition: One washroom on Level 1 and 

eight (8) bathrooms in total to serve eleven (11) bedrooms 
Electrical Needs to be assessed. 

It is a 400 amp, 115/230 volt single phase device. 
Mechanical Systems Not equipped. 
Accessibility GFH does not meet the current 'Buildings Accessibility Act and 

Regulations' criteria. 
Further assessment is needed. 
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Fire and Life Safety Fire suppression and kitchen exhaust system as would be 
required in a commercial kitchen; the house also doesn’t have a 
fire alarm system. 
Further assessment is needed 

 
The report made a number of recommendations including the execution of a HAZMAT Study / 
Environmental Site Assessment, which was carried out and submitted on February 6, 2014, and the 
execution of a Fire and Life Safety Plan Reviews, predicated on future planned uses.  

The Environmental Assessment detailed recommendations for remedial action to address: 

x Asbestos-containing materials (ACMs); 
x Lead based paints (LBPs); 
x Polychlorinated biphenyls in lamp ballasts (PCBs); 
x Mercury-containing thermostats; 
x Urea formaldehyde foam insulation (UFFI); 
x Ozone depleting substances (ODS); and 
x Microbial growth (mold). 

A subsequent addendum to the report addressed the use of Danfoss controls and the possibility of the 
use of toluene (a solvent). Recommendations do outline immediate measures, as well as the ongoing 
monitoring and materials handling protocols, depending on the nature of any subsequent work that may 
be undertaken.  

Areas noted as requiring further assessment will be areas of risk to the new owners of the facility. 
Furthermore, areas identified as in good condition are identified as such within the limits of the 
methodology applied. Conditions attached to these assessments are also areas of risk to the assumption 
of property ownership. 

Remediation Cost Estimates 
Belfor Property Restoration was commissioned to prepare an estimate for the abatement of hazardous 
materials in GFH and MMH based on the hazardous material report developed by Pinchin Leblanc which 
did confirm the presence of hazardous material, primarily asbestos and lead paint, in each location.  

Belfor noted that, ‘to determine an actual cost of abatement, additional, more intrusive testing is 
recommended.’ However, the company did prepare an estimate to supply all labour and materials to 
remove and dispose of hazardous materials listed in the HAZMAT report prepared by Pinchin Leblanc. 

The total cost for remedial measures for GFH was estimated at $323,260 and the cost to remediate 
MMH was estimated at $142,660 (plus HST). The $460,000 estimate was current as of February, 2014. 

The remediation costs are substantial and, given that the Province currently owns the facilities, it is 
assumed that the Province would address all costs and obligations associated with the required 
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remediation efforts. This would include any outstanding liabilities, subsequent site monitoring, and any 
addition remediation that may be identified during the remediation or renovation process.   

Planning and Infrastructure Investment 
The nature of the renovations and new development required under the suite of activities noted above 
make it difficult to estimate precisely the cost of the capital work that may be required.  

The Study Team spoke with contractors, planners, and engineers to provide unit costs based on various 
usage scenarios. The cost per square foot for new-build and renovation activities varies considerably. 
Authentic renovations of historic homes are among the highest cost per square foot that can be incurred 
in a residential setting. Unit costs range from a minimum of $150 per square foot to a high of $175.  

The extension to the GFH comprising the greenhouse and garage area was considered at a lower rate.  It 
was observed that the remediation estimate would, in its execution, necessarily include some element 
of ‘renovation’ because building elements are removed and reinstated during the course of the 
remediation process. For this reason, we estimated the renovation costs for the tea room to be in the 
$150 per square foot range, in recognition of blending a lower per unit rate with what would be a 
concurrent activity in the remediation efforts. 

New residential / wood frame construction costs were estimated at considerably lower rates. The cost 
used to renovate 2,000 square feet of the Carriage House for use as a microbrewery was $125 per 
square foot. This building is not winterized and had never been used for residential purposes, so in some 
respects, it would figure as an easier renovation project. Furthermore, the equipment associated with 
the brewery itself, and its installation, would be included in the equipment costs. Nevertheless, this 
building was not reviewed for environmental considerations and should be inspected, depending on its 
eventual use.   

The cottages are assumed to be small stand-alone buildings (e.g., 400 to 650 square feet) that would be 
constructed at one time so that mobilization costs and water / sewage and other services would be 
addressed in tandem for all units. The cottages are also assumed to be single level and of wood frame 
construction. A unit cost of $135 per square foot was applied in this case, at an average of 525 square 
feet per cottage.  

Equipment and inventory cost estimates are based on the results of the financial analysis and estimates 
of current capital financing among similar enterprises. A limitation of this approach is that it averages 
the equipment value within an amortization schedule. In practical terms: 

x Equipment and inventory for the tea room is equivalent to 1.15 times year 1 annual revenues; 
x Equipment and inventory for the microbrewery is equivalent to 1.66 times year 1 annual 

revenues; 
x Equipment and inventory for the Gift / Craft Shop is equivalent to 1.18 times year 1 annual 

revenues; 
x Equipment and inventory for the cottages is equivalent to 0.70 times year 1 annual revenues 

(note that the renewal and replacement cycle can be as short as between 5 and 7 years); 
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x Equipment and inventory for the cottages is equivalent to just over 2 times year 1 annual 
revenues, in deference to the high-end market being targeted (here again, renewal and 
replacement cycles can be as short as between 5 and 7 years); 

x Equipment and inventory for the RV park is equivalent to 0.4 times year 1 annual revenues. 

In addition, we have added a provision for the development of interpretive elements (displays; 
interpretive media; program development). This is based on the average cost of between $350,000 and 
$500,000. 

Table 6 provides a summary of the potential infrastructure investment, equipment, inventory expenses, 
and planning costs. 

Table 6: Equipment, Inventory, Infrastructure, and Planning Cost Estimates 
 Area / 

Units 
Unit Cost Provision for 

Equipment / 
Inventories / 
Furnishings 

Renovation / 
New 
Construction 
Cost 

Total Cost 

Tea Room Capital Costs 2,000 $150 $129,802 $300,000 $429,802 
Microbrewery Capital Costs 2,000 $125 $138,978 $250,000 $388,978 
Gift / Craft Shop Capital Costs 1,500 $150 $192,169 $225,000 $417,169 
Cottages Capital Costs 525 $135 $255,150 $850,500 $1,105,650 
RV Park Capital Costs 100 sites $13,500 $135,000 $1,350,000 $1,485,000 
Full Renovation of GFH 6,908 $175 $362,672 $1,208,907 $1,571,579 
Land Clearing 92,000 $0.14     $12,672 
Landscaping LS $50,000     $50,000 
Environmental Remediation GFH LS $365,284     $365,284 
Environmental Remediation 
MMH LS $161,206     $161,206 
Development of Interpretive 
Elements  LS $425,000   $425,000 
Total     $1,213,771 $4,184,407 $6,412,341 
 
The above estimate includes a provision for a full renovation of the GFH. If all projects were undertaken, 
the development costs to seed all operations would be in the vicinity of $6.4 million if all operations 
were directly managed by the owner/operator of GFH ($1.2 million in provisions for equipment, 
inventories, and furnishings, and $4.2 million in renovations, remediation, and new construction).  

Allocation of Spaces 
The total space within existing facilities that is allocated in this analysis is in the vicinity of 11,000 square 
feet. Including GFH, the MMH and the renovated carriage house, the total available existing space is 
estimated at just below 14,000 square feet. The net space available for the heritage society, business 
incubation activities, and facility rental uses is in the vicinity of 1,500 square feet of space.  

In order to best develop the site and allocate spaces to their most effective and efficient use, the 
development team would need to commission a site Master Plan and / or work with Town officials who 
have these skill sets. Provisionally, we have assumed that: 
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x The tea room occupies space within the GFH, including the kitchen, main living room, and the 
dining room areas, with the addition of a deck overlooking the river to allow for additional 
space;  

x The VIC and gift/craft shop occupies portions of the MMH and could be located within the 
attached garage space, if the structure was properly configured to accommodate this use;  

x The microbrewery could occupy the detached garage, renovated and properly equipped to 
accommodate brewery usage ; 

x The cottages and the RV park are developed on greenfield / brownfield portions of the site and 
therefore do not directly affect the GFH or MMH properties; 

Other uses include occupancy by the GFWHS, facility rentals, interpretation and touring activities, and 
overall site administration. Given the historic significance of the GFH and the limited use that may be 
made of upper floors and the servants areas, these areas could be utilized for some combination of 
room-by-room thematic interpretation, ESE related offices, and the administration and management of 
the overall complex. Throughout the GFH are opportunities to display and interpret artifacts maintained 
by the GFWHS. 

The ESE operations and activities could also be based within the MMH as could the activities of the 
GFWHS, whose representatives inform us that the society would benefit from the large rooms and 
spaces available within the building. The MMH would also lend itself to use for facility rentals and 
community meetings, among other activities.  
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7. Governance 
An important element of the go-forward strategy for the sustainable preservation of GFH relates to 
governance. While not explicitly part of the original RFP, as the project has unfolded, it has become clear 
that overall governance is an important consideration in respect to managing the heritage preservation 
aspects of the property as well as implementing the proposed business plan. This scenario includes the 
structure of any organization assuming stewardship of the assets and how such a structure might best 
be incorporated.  

This section of the report addresses the legislative framework for non-profit organizations and explores 
governance options for consideration by the committee.  

Governance Backgrounder - The Legislative Framework  
 The focus of the GFHHC shepherding this study has largely been twofold: 

x The preservation of the heritage assets associated with GFH; 
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x Assessing whether a financially sustainable future is possible for the house, the site and the 
assets: one that will depend on revenue derived from a diversity of sources, including own-
source revenues arising from the range of business activities profiled in the preceding sections. 

The availability of assets arises from the closure of the mill, its ultimate demolishment and access to 
lands that are presently provincially-owned, but which may become owned by the Town of GF-W, 
pending acceptance and provincial acquiescence.  

An important part of the business plan associated with this study’s recommendations will rely on the 
stewards of GFH having access to lands (for example, the proposed RV park) which are outside the 
current bounds of the GFH property. As an example, if accepted as a viable option and, ultimately 
pursued, this scenario would mean that arrangements for the acquisition and/or use and beneficial 
leveraging of these lands for the ongoing preservation and interpretation of the GFH site, and 
potentially other purposes, would need to be made with the municipality. 

The materiality of the future of GFH as a successful economic development generator and aggregator 
for the entire region, will likely be a matter of ongoing interest for the municipality and one, which, 
presumably the municipality will want to stay close to and monitor.  

The more expansive view of the full range of business/revenue generation activities that may be 
promulgated in support of the heritage preservation aspects of the GFH site adds a dimension of 
complexity to the incorporation, governance and management of this site than would otherwise be the 
case. For example, in the management of a more typical museum property, the objects of the 
organization responsible for stewardship of the asset would likely be more exclusively directed at the 
discharge of the heritage preservation aspects of its mandate, rather than in the recruitment and/or 
management of a portfolio of businesses or separately funded/operated projects.  

Further, the GFHHC has assessed that the future success of GFH and its preservation will depend on 
finding financially sustainable business opportunities that could generate revenue to support the 
heritage preservation aspects of the site.  

As illustrated in the case studies, and in the foregoing analysis of a range of potential business 
development opportunities, those responsible for governing and operating the GFH site may potentially 
have business relationships with the private sector. In this, there are several approaches that can be 
taken and which are explored in the fore-going business analysis – including owning and operating the 
business or seeking partners to develop, operate and manage these business opportunities under 
agreement with GFH. As such, if these proposed opportunities proceed, GFH stewards will need to 
engage with other partners. In this, they may seek expressions of interest from the private sector, may 
make and enter into development agreements, contracts with concession holders, profit-sharing 
agreements, among other arrangements that go beyond the typical governance and operational 
oversight responsibilities relating to managing heritage assets.  

Ultimately, consideration of the best approach to governance needs to account for unique features and 
complexities in determining how best to incorporate, govern and operate the site.   
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Organizations whose objects and purposes fall within the scope of the preservation and sustaining of 
heritage assets typically are incorporated as non-profit organizations. There are essentially three types 
of incorporation for non-profits in Canada and Atlantic Canada, as described below from the 
authoritative document, Guide to Law for Non-profit Organizations in Atlantic Canada:11 

1. They may be incorporated under special legislation specific to the particular non-profit – 
examples would be the Canadian Dental Association or the National Research Council of 
Canada; 
 

2. Many non-profits are incorporated under  legislation specific to a certain type or class of non-
profit – an example is Boards of Trade incorporated under the federal Boards of Trade Act; 
 

3. Most common are government statutes dealing with general incorporation of non-profits. 
Federal and provincial governments have authority to incorporate a non-profit (also called a 
‘society’ in some provinces). Newfoundland and Labrador’s Co-Operatives Act, falls under this 
provision and, as illustrated below in the specific examples of comparable Newfoundland and 
Labrador-based operations, is the preferred instrument of incorporation for these organizations. 
At the federal level, the Canada Business Corporations Act provides for the incorporation of, 
among others, national patriotic, religious, philanthropic, charitable and artistic and professional 
organizations. 

The federal Income Tax Act, which comes under the jurisdiction of the Canadian Revenue Agency (CRA), 
outlines income and tax issues relating to all types of non-profits. CRA also awards charitable status to 
non-profits. 

The Income Tax Act describes a non-profit organization in general terms as:12 

x Organized exclusively for social welfare, civic improvement, pleasure, recreation, or any other 
purpose except for profit; 

x Operated exclusively for the same purposes for which it was organized or any other purpose 
mentioned above; 

x Not being a charity; and 
x Not distributing or making available income for the personal benefit of its members unless it is 

an association for the promotion of amateur athletics.  

The foregoing provides a general framework related to the incorporation of a non-profit. The reference 
document, which is relatively recent (2007), provides a step-by-step guide to the incorporation process 
and the development of governing documents, including a constitution and by-laws. It specifically 
includes by-law requirements for Newfoundland and Labrador and points the user to the Newfoundland 
Corporations Act as a guide to what may be included in the bylaws of a corporation without share 
capital. The document also addresses prohibited activities, as well as the specifics of winding up a 
                                                           
11 http://www.cliapei.ca/sitefiles/File/publications/GEN8.pdf  
12 http://www.cra-arc.gc.ca/E/pub/tp/it496r/it496r-e.html   

http://www.cliapei.ca/sitefiles/File/publications/GEN8.pdf
http://www.cra-arc.gc.ca/E/pub/tp/it496r/it496r-e.html
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corporation. As such, it will serve as an excellent resource with respect to the ‘how to’ and, in so doing, 
can become a useful guidance document for the GFHHC.  

Throughout the study, the GFHHC referenced the possible desire to form a foundation which could serve 
to attract, hold and disburse funds so as to secure a financially sustainable future for GFH.  

Foundations can be public or private. The Newfoundland Arts Council is an example of a public 
foundation. As a Crown Agency, it receives funding from government, but also attracts funding from 
other public and private donors. 

The aforementioned guidance document also addresses the matter of private foundations as follows: 

Private foundations obtain their funds through an arm’s length relationship with a major 
financial supporter of members of a particular family or other closed group. They carry on their 
own activities or give funds to other qualified donors. They cannot engage in business activity of 
any kind and must be set up either as a trust or as a corporation. Within a private foundation, 
less than 50% of the organization’s directors can be legally related to one another and at least 
50% of all funds must come from unrelated donors.  

Going forward, in light of the complexities of managing the dual responsibilities related to heritage 
preservation and potential business development activities, the GFHHC will likely want to secure legal 
counsel on the most appropriate approach to incorporation generally and, specifically, as to whether 
incorporating a foundation makes sense at this time.  

The above will be particularly important in relation to how any business activities are advanced – i.e., 
developed and managed by the GFH operation or out-sourced to the private sector under some type of 
development agreement. The section immediately below offers a potential organizational model 
associated with the governance and management of the site. Arising from the case studies undertaken, 
and in broader research undertaken, governance of heritage assets was examined. The findings are 
instructive here. 

The Quirk Review13, undertaken in the UK at the direction of the national government examines the 
issue of turning public assets over to community-based organizations. In his report, Barry Quirk, the 
local government ‘efficiency champion’, concludes there are no substantive barriers, that risks can be 
managed, and that when asset transfer is done properly the benefits outweigh the risks. This study 
includes nine case studies that are instructive in respect to the issue of the transfer of public assets and 
the associated governance. 

Looking closer to home, there are a number of projects that use differing configurations. Trenton Park in 
Nova Scotia is municipally owned and managed, with third party operators running the campground and 
related facilities. Victoria Park in Charlottetown, PEI is municipally run and managed, and Pippy Park in 
St. John’s is governed by a foundation. Following the cooperative model in Newfoundland and Labrador 

                                                           
13 http://www.dacorum.gov.uk/docs/default-source/council-democracy/cabinet---18-03-08---quirk---
report.pdf?sfvrsn=0  

http://www.dacorum.gov.uk/docs/default-source/council-democracy/cabinet---18-03-08---quirk---report.pdf?sfvrsn=0
http://www.dacorum.gov.uk/docs/default-source/council-democracy/cabinet---18-03-08---quirk---report.pdf?sfvrsn=0
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are the North Shore Ambulance Co-op, Confederation Building Child Care Co-op, Springdale Community 
Dev. Co-op, Advocate Youth Services Co-op, Bell Island Community Dev. Co-op, Western Newfoundland 
Developer’s Co-op, and the St. John’s Farmer’s Market Co-op. Whereas the Port Union Coaker 
Foundation opted for the foundation model, a new culinary tourism project in Trinity Bay North is also 
planned as a community cooperative.  

Incorporation and Sample Site Management Model 
If incorporated entirely as a non-profit organization, the GFHHC will need to address all the steps 
outlined in the above guidance document and adhere to both provincial and federal legislative 
requirements. These steps include defining: 

x The objects and purpose of the organization; 
x Constitution and by-laws; 
x The composition of the board of directors - theoretically, the board will need to have a 

balanced membership including those with heritage preservation interests, as well as those 
with business acumen. The municipality and other organizations may wish to have ex officio 
representation on the board; and 

x The committee and organizational structure, all developed in satisfaction of best practices in 
board governance including provisions for supporting structures - an executive committee, 
audit committee, nominating committee and other committees as deemed necessary; 

To model best practices, the board of directors for the organization to lead the heritage preservation 
and implementation of the business plan will be ideally established as a policy board (also known as the 
Carver Model). In this model, the board exists to exercise the commanding authority and strategic 
leadership of the organization. The Board defines the results to be achieved by the organization (the 
ends), and also defines what would be considered unacceptable in terms of ethics and prudence (the 
means to establishing the ends and as accompanied by executive limitations). The board delegates the 
job of achieving its ends, within the parameters defined in policy, to the site manager. To complete the 
delegation, the board rigorously monitors performance of the site manager to ensure accountability. 
This demarcation of roles and responsibilities between the board and its executive staff is a best practice 
and foundational to the establishment of high performance boards.  

The composition of the board is important and needs to align with the objects and purpose of the 
corporation. For this reason, the initial board should be targeted to align with functional areas within 
the proposed operation. Diverse board skill sets in finance, law, marketing, heritage and cultural 
stewardship and tourism will be important. Business acumen and a sophisticated understanding of 
modern board governance will be important. Establishing board criteria to ensure that there is a regular 
turnover of members, while ensuring overall leadership continuity will also be important.  

Ideally, there will also be job descriptions for board members and a commitment to an annual 
examination of board competencies and performance.  
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Figure 6 below provides a possible model for the proposed structure.  

 

Figure 6: Proposed Structure 
 
This schematic shows the board of directors at the apex of the organization.  

Assuming responsibility for the site management of the GFH property and the development of adjoining 
businesses, including securing land leases and associated activities, is unquestionably a complex 
mandate. And even if the implementation process is to be stage-gated and conducted over a period of 
up to five years, given these complexities, we have considered the inclusion of two further support 
structures for the board, specifically designed to both minimize the risk and lighten the load during the 
implementation process. 

One consideration is the optional site management support committee. Membership for this committee 
could be drawn from the board and supplemented with influential external members. Reporting to the 
board, this committee could lend support and guidance during the early stages of the implementation of 
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the proposed business plan, in undertaking site enhancements/modifications and outreach to secure 
appropriate resources to advance the business plan.  

An Advisory Team / Friends of GFH could also be established to extend the reach of the board in 
mobilizing community, government and private benefactors in much the same way as a volunteer 
hospital auxiliary operates. Membership for this group could be drawn from influential community 
members and be provided with a specific mandate by the board.  

Early in the process, the board will need to recruit and hire a skilled site manager. This is a pivotal role 
involving oversight and management of three spheres of activity as detailed below. Additional support 
staff will be required, though likely manageable on a part-time or contract basis. 

In a mature operation of the GFH project, these spheres of activity would occupy the attention of a site 
manager. These include the following: 

x Physical Property Management/Business Development - managing the physical assets and 
executing on new businesses: 

o Landlord duties/tenant management; 

o Building and site management; 

o Restoration coordination (pre and post major work); 

o Community garden coordination (seasonal). 

x Program Coordination Duties – addressing and coordinating the programing and site uses that 
address: 

o Liaisons with visitors; 

o Managing/resourcing exhibits and interpretive services; 

o Education and research services; 

o Curatorial services; 

o Program coordination including - Arts/craft sales/shop, visitor services, business 
incubation services & coordination of related staff and site program scheduling. 

x Administration and Financial Duties – these address the corporate service functions including: 

o Administrative functions; 

o Partnership development; 

o Management of lease/rental agreements; 

o Staffing and human resource management; 
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o Financial management and control; 

o Facility pricing; 

o Planning and management and reporting to the board; 

o Assisting with fundraising and endowment; and 

o Marketing/Communications. 

During the implementation process, these duties may be weighted differently.  

The site manager’s position will require a broad skill set including strong organizational and managerial 
skills, knowledge of heritage preservation and management, exemplary business skills, communication 
skills and financial management skills. The board should aim to recruit an incumbent at the highest 
possible level available remuneration will permit, as the GFH site is a complex organization to develop 
and manage, particularly in the early stages.  

The overall structure is intended to be scalable and to be responsive to the requirements associated 
with a staged and carefully managed implementation plan, regardless of the implementation path 
chosen.  
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8. Conclusions & Recommendations 
Based on the research and consultation undertaken during this project, GF-W seems to be very resilient 
in adapting to the closure of its major employer.  

In fact, several key informants advised that the impact of the mill closure was tempered by the fact that 
its operations had been in decline for a considerable period of time prior to the closing. While the 
closure was unwelcome, the adaptation to the reality of a potential closure had begun long before the 
actual event, thus, sheltering the areas from the closure’s most insidious impacts.  

The study reveals the broad recognition by key stakeholders of the prominent role that the mill played 
over more than a century. It was instrumental in the creation of the town. The importance of preserving 
the one remaining high quality heritage asset associated with it – the GFH itself - and using the house 
and the property to curate a compelling legacy is broadly supported.  

The presence of the GFH enables the preservation of the important narrative of the mill’s salutary 
history – its impact on the town, its impact on the early Newfoundland economy and the remarkable 
story of the social contract that existed between the mill and the townspeople.  

Based on the consultation, this understanding and support would seem to be shared by citizens and 
political and business leaders alike. Notwithstanding this general support, both the municipality and the 
GFHHC clearly understand the importance of prudence in considering whether to accept the GFH 
property from the Province. 

Arguably, the level of fiscal challenge that 
governments are presently facing underscores the 
importance of taking a diversified approach to 
securing the required funding to support the 
heritage preservation imperative of the house and 
the property.  

The GFHHC mandating this study recognized early 
on that operating the site as a typical museum was 
unlikely to be financially sustainable. It is for this 
reason that committee cast the net more broadly 
to consider the creation of other avenues of 
revenue generation that could serve to support the 
house and property into the future.  

This GFH study has identified a range of potential 
uses that will need to be considered in some 
combination. As the case studies illustrate, the 
analogues that achieve the most success in 
advancing financially sustainable adaptive re-use 
options have built that success on diversification 
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and the recognition that there is rarely a silver bullet.  

Typically, those that have achieved the most success have been able to develop a menu of site uses that, 
if well thought out and designed synergistically, can contribute to the overall financial sustainability of 
the adaptive re-use plan. This is the challenge that the stewards of the GFH and, indeed, the 
municipality face in coming to the decision on whether to acquire the site. Consequently, this study 
verifies several important factors that are material and significant in respect to considering the future of 
GFH. These include: 

x The reality of the need for diversified sources of funding to support the heritage preservation of 
GFH. The case studies bear out that this is also a requirement for most modern adaptive re-use 
initiatives designed to preserve important heritage assets; 
 

x The fact that the business development opportunities examined in this study have the potential 
to contribute materially to the future financial sustainability of GFH goes some distance in 
providing assurance that the site can achieve financial sustainable going forward. However, 
coupled with this observation is the understanding that this will take time to achieve; it is not 
going to happen overnight, in fact, a five year initial planning horizon is suggested; 
 

x Further, an analysis of the core visitor statistics for Newfoundland and Labrador, though dated, 
strongly suggest that visitors to Central Newfoundland generally exhibit characteristics that are 
promising for likelihood of success in the preservation of GFH, the presentation of a dynamic 
visitor experience and the possibility of the development of a high value brand that can be 
leveraged in the future. These characteristics include: 
 

o Longer stays  than the typical visitor to GF-W;  
o More spending during their trips;  
o Participation in more activities and take in more ‘see and do’ activities;  
o Interest in cultural and experiential offerings (which are provided in abundance in the 

area); and 
o Interest in heritage themes and services that are well-aligned with the various elements 

of the GFH business case.  
 

x The study reveals that the eventual dismantling of the vestigial remains of the mill will open the 
door for a more integrated riverfront experience for tourists and citizens alike, including 
significantly enhanced view planes and, perhaps, most importantly, the opportunity to connect 
the downtown with the GFH property via a riverfront active transportation corridor.  

x If possible, in advance of the demolition of the mill, efforts should be made to secure historically 
significant items from the mill property itself, including salvaging building fragments or 
equipment for later use in interpreting and curating the mill story.  These could serve as very 
interesting and poignant artifacts. The NL Heritage Division has indicated they may be able to 
provide some assistance in identifying appropriate items, although time is of the essence given 
that demolition is commencing. 
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x The study also reveals the potential of the GFH preservation initiative to serve as an anchor for 

an integrated area tourism strategy that puts the river at the forefront and which opens the 
door for a diversified visitor experience leveraging the high value assets of GFH, the Salmonid 
Interpretation Centre and the river experience; 
 

x From a municipal perspective, these potential initiatives offer an entrée into the development of 
an integrated tourism strategy, one which holds the promise of having a significant economic 
development impact for the town and surrounding areas.  

These attributes provide a strong foundation on which to build and implement the plan.   

The work plan for this assignment also looked for opportunities for alignment with the GFW’s primary 
economic sectors, namely tourism, education, forestry, service, retail, and information technology. 
Other important linkages considered included locally-based avenues for post-secondary education and 
research, including collaboration with MUN and CONA.  

Going forward, opportunities to link the above institutions within the development plan provide the 
potential for innovative programming, for example, augmenting a heritage carpentry program with a 
real-world project associated with the retrofit of the GFH or other structures on the property, and / or 
developing space for entrepreneurship, new business incubation, youth mentorship, education and 
makerspace based on one or more of the priority economic areas.  

Such initiatives may be helpful to a number of other development priorities, including stemming 
outmigration and creating employment and entrepreneurial opportunities for youth.  

Notwithstanding these largely positive conclusions, if the proposed plan or specific components thereof 
are to proceed, there are many complexities that need to be recognized and addressed. These include: 

x Because the future development of this site involves both the heritage preservation aspect and 
the development of supporting enterprises to generate revenue, the development, 
implementation and management of the process will be complex and will require a stage-gated 
approach, likely over a five year period; 
 

x Getting to a point of financial sustainability will require some level of public sector support 
through capital and grant funding until fully implemented. This support needs to be identified in 
advance and there also needs to be some early certainty for the stewards of this initiative 
around the likelihood of this support being forthcoming in order to manage the risks associated 
with implementation; 
 

x Building condition assessments and environmental studies have been undertaken. 
Understanding their implications and integrating their findings in respect to how best to 
proceed with the adaptive re-use plan will need to be carefully considered. Also, the analysis of 
potential business opportunities to be adopted at the site identifies the need for nearly $6.4 
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million in potential funding requirements. Securing line of sight to how best to acquire these 
capital requirements will be a pivotal aspect of ensuring a successful implementation. 
Newfoundland and Labrador, of late, however, is noteworthy for its visionary initiatives, such as 
Zita Cobb’s transformational Fogo Island initiative among other successful rural development 
initiatives that have been the focus of many communities over the past 20 plus years. These 
provide useful models and guidance for the team considering the GFH initiative.  

As explored in Section 7 of this report, incorporation, governance and ongoing management is 
complicated by the dual nature of this undertaking – heritage preservation and the development of 
sustainable business opportunities. The GFHHC has the ‘right stuff’ to contribute to the formation of a 
proactive and entrepreneurial board of directors. Notwithstanding, this is a complex assignment and will 
require a high level of competent leadership through the implementation process.   

Funding Considerations 
The main areas of revenue for the implementation of the adaptive re-use plan will be earned revenues 
through either a lease / revenue share agreement with independent operators on site or though directly 
managed enterprises. 

Other revenue potential, depending on how the business develops, may include: 

x Interpretation activities, with revenue derived from admissions or program revenue;  
x Special events; 
x Donations and fundraising, which may include: corporate, individual, private/foundation; and 
x Federal/provincial/municipal grants. 

From an annual operating perspective, there is little surplus with which to finance the initial capital costs 
associated with the  remediation of the properties, refurbishment, addressing deferred maintenance, 
landscaping, new infrastructure, new buildings, among other costs.  

Accordingly, as noted above, project proponents will need to seek necessary funding from a variety of 
sources. Potential sources to be explored are noted below: 

x The Department of Business, Tourism, Culture and Rural Development (BTCRD) has a Business 
Investment Fund that is aligned with the priorities and goals of the GFH adaptive re-use 
initiative. This program provides a source of, ‘funding to business and economic sectors that 
responds to the changing needs of enterprises.’ 

The Business Investment Fund is comprised of two components: the Business Investment 
Program and the Business Development Support Program. The Business Investment Program 
offers a repayable term loan to a maximum amount of $500,000 per government fiscal year at 
the department’s base rate of three per cent. Equity funding in the form of redeemable 
preferred shares is offered to a maximum of $500,000 per project; a maximum aggregate of $1 
million is available.  
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The Business Development Support Program is in the form of a non-repayable contribution(s) to 
a maximum amount of $100,000 per government fiscal year. The contribution level is based on 
50 per cent of eligible costs, with the business identifying their access to the remaining 50 per 
cent to complete the project (www.ibrd.gov.nl.ca/programs/BIF.html). The GFH would be 
seeking funding from this program. 

x The GFH initiative may also seek support from ACOA.  ACOA offers the Innovative Communities 
Fund (ICF). This program invests in strategic projects ‘that build the economies of Atlantic 
Canada’s communities.’ The ICF focuses on investments that can show long-term employment 
and economic capacity building in rural communities. 

Both ACOA and BTCRD are seeking ways to develop experiential visitor opportunities that can lead to 
products and services that will contribute to non-resident spending in Newfoundland and Labrador. 
Both programs will require some investment from those leading the GFH initiative, and this may include 
in-kind contributions and potentially contributions from the municipality. ACOA and BTCRD will need to 
be consulted for specific requirements and the final application will be used to determine eligibility. 

The GFHHC is comprised of a highly entrepreneurial group and clearly recognizes that engaging the 
private sector and philanthropic sources of funding will also need to be an important element of the 
strategy going forward. Outreach to the scions of the Harmsworth family undertaken as part of this 
study suggests that there may be an interest amongst the family in the adaptive re-use scenario. The 
Harmsworths are benefactors to the province’s university and seem very interested in the initiative to 
curate the mill story and its historical significance, including the important role the family progenitors 
played. The GFHHC has other ideas on ways to engage benefactors that would serve as an essential 
feature of the forward adaptive re-use plan. 

Implementation Schedule  
In advance of the municipality possibly accepting the GFH property from the Province, this  study was 
solicited to test the feasibility of the preservation of this important heritage asset. A clear focus was on 
creating a scenario plan that could reasonably and demonstrably be considered as creating the potential 
for the site to be financially sustainable going forward, and not reliant exclusively on public sector 
support. This study meets that threshold. Following review and finalization by the GFHHC, the study will 
eventually be presented to the Mayor and Council for consideration.   

While subject to change as the project evolves, the following comprises suggested steps associated with 
implementation of the findings of this report, assuming the descision is made to advance the proposed 
plan: 

x Confirm or Refine the Proposed Development Plan and Present the Proposed Approach to the 
Mayor and Council - The purpose of this step is to solicit direction from Council on the proposed 
approach. Council will want to consider the findings of the study in coming to a  conclusion in 
respect to its own actions in respect to the site. This review and decision is likely to be time 
sensitive.  

http://www.ibrd.gov.nl.ca/programs/BIF.html
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o Timing: Immediately 
o Responsibility: GFHHC 

 

x Plan Prioritization and Implementation - Assuming that the overall decision of Council is to 
support the acquisition of the site and proceed with implementation, the GFHHC or the 
designated project lead will need to refine the plan and develop a stage-gated detailed 
implementation plan taking into account prioritized activities. Once completed, this will need to 
be presented to the Province by Council and GFHHC for purposes of negotiation, partnership 
development and, ultimately, for acquisition of the site. This will include mapping out the 
development process, the drafting of funding applications, acquiring permits or approvals. 

o Timing: Immediate 
o Responsibility: Designated plan implementers  

 

x Stakeholder Engagement -Continuing the tradition of ensuring input at every step of the way, 
the plan implementation group will hold a community meeting to present and review the 
proposed plan. Options outlined in this report will be shared with community members and 
other stakeholders so that these interested parties can participate in identifying opportunites 
and gaps. Community and stakeholder support and participation will be integral to the overall 
success of both the implementation phase and the property’s long-term financial sustainability. 
This approach will obviate the threat of lack of support in the early stages of the plan’s 
implementation.  

o Timing: Immediately - one month following acceptance from the municipal and 
provincial governments  

o Responsibility: Designated plan implementers  
 

x Fine-tune Plan and Adopt: As early as possible, designated plan implementers will need to 
incorporate input from Council and stakeholders into a final plan. This will include confirmation 
of the mix of proposed revenue generating activities. Whereas  the recommended product mix 
can evolve over time, an initial agreement on products / services offerings and supporting 
enterprises to be developed will influence the remaining implementation action steps ,as well as 
have a bearing on the recommended alterations to site layout and its infrastructure needs.   

 
x It is likely that the focus of the plan will need to be over several years with projects and 

intiatives logically sequenced and capitalized in advance.  
o Timing: Immediately – one month following acceptance from the municipal and 

provincial governments 
o Responsibility: Designated plan implementers 
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x Incorporation, Governance and Engagement of a  Site Manager – Designated plan 
implementers will require legal counsel to determine the best approach to incorporation and 
proceed to incorporate the legal body that will have responsibility for oversight of the project. 

 
x  The resources and key steps associated with this step are outlined in the preceding section. It is 

suggested that the board also develop a written accountability framework and a project charter 
that is publicly available to all stakeholders, funders and benefactors. In addition, the plan 
implementers will need to identify a site manager in charge of the plan’s overall development 
and implementation. This can be accomplished through recruitment, or possibly through a short 
term secondment from a public partner. The early implementation steps are critical for the 
coordination and management of all subsequent phases. It must be recognized that this report’s 
proposed plan is preliminary – more detailed planning will need to be developed, including 
project monitoring and ongoing management. The site manager may also become the plant’s 
operational  manager and/or production manager. 

o Timing: Immediately – within 6 months following acceptance from the municipal and 
provincial governments 

o Responsibility: Designated implementation group and incorporated body (GFH Board of 
Directors)  

x Develop Detailed Implementation Plan – The site manager needs to develop and make explicit 
a detailed series of steps necessary to achieve the development concept (mapping out of the 
development process over the phasing period, funding applications, permitting, approvals, 
among a range of other factors). 

o Timing: Within 3 months of hiring site manager 
o Responsibility: Site Manager/Board of Directors 

 

x Seek Funding Support – Interim funding will be required for project support, ensuring that  
specific project elements match each funding source’s requirements/mandates. Funding will be 
matched with prioritized plan elements and sequenced in accordance with the final accepted 
plan. 

o Timing: Immediately – to 12 months (and may be ongoing) 
o Responsibility:  Site Manager / Board of Directors 

 

x Confirm/Establish the Theme and Concept – With local buy-in, confirm the concept as the 
project’s ‘go forward’ vision. Logo and image design/branding may follow to allow for the 
development of necessary marketing materials. The GFH brand can have tremendous potential 
for both area awareness and product and services branding. This will also help in building 
support with potential benefactors and in fund raising. 

o Timing: Early stage effort by the site manager 
o Responsibility: GFH/ Site Manager/Board of Directors 
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x Commence Implementation Works –  Upon funding confirmation and under board direction, 
the site manager will oversee the preparation of construction contracts, will meet necessary 
regulatory and permitting requirements  and will commence construction activities and 
renovations.  

o Timing: Immediately upon approval of Phase 1 funding 
o Responsibility: Site Manager/Board of Directors 

 

x Marketing Material – Methods of external promotion and fostering of project awareness may 
range from print collateral, to web materials, to social media strategies designed to reflect the 
vision. It will be important for the GFH board and site manager to work with other tourism 
partners, such as the Salmonid Interpretation Centre and festival organizers to optimize co-
marketing opportunities and to coordinate resource allocation for maximum efficiency. 

o Timing: Within 3 months of hiring site manager 
o Responsibility: Site Manager/Board of Directors 

 

x Build and Nurture Area Business Awareness – Make local businesses aware of the development 
and tourism services and help them identify ways to co-market or collaborate with GFH on 
service offerings. Such services may include guided excursions, tours, educational initiatives, 
cultural programming and related mechanisms. Leveraging the surge of interest in experiential 
tourism, innovation and entrepreneurship, will contribute to the success of the development 
and could lead to more spin-off business in the region.  

o Timing: Immediately upon completion of Detailed Implementation Plan 
o Responsibility: Site Manager/Board of Directors 

 
 

x Staged Plan Implementation /Construction Period – Ongoing Operation – Under board 
direction, the site manager will oversee the ongoing operation of the site and will report to the 
board and key stakeholders on a regular basis. This will be critical to ensuring stakeholder 
engagement and in supporting fund raising efforts. Communication releases, social media 
updates, public meetings, Council and stakeholder briefings will be important and may be 
scheduled based on pre-season planning, season commencement, peak-season update, and 
year-end review.  

o Timing: Ongoing 
o Responsibility: Site Manager/Board of Directors 

 
Other important dimensions of the implementation plan include the following steps: 
 

x Finalize capital equipment requirements and total costs; 
x Determine financing arrangements for capital expenditures;  
x Finalize financing arrangement for capital expenditures; 
x Place purchase orders for capital equipment; 
x Secure funding for website development and marketing support; 
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x Finalize website and social media strategy; 
x Finalize potential customer contact list; 
x Commence e-mail and telephone sales blitz of target markets; 
x Development of a branding strategy; 
x Develop an integrated communication planning function to keep key stakeholders informed and 

engaged, develop niche products for target markets, i.e., potential customers, potential 
benefactors,among others.  

 
The goal to achieve a financially sustainable operation is a long term project.  

Notionally, we consider the initial planning horizon will be for a five-year period, with revenue 
generating initiatives outlined herein being added over time. Development of each of the business units 
will likely be discrete projects on to themselves, with planning, securing cap ex requirements and 
execution proceeding in accordance with the accepted prioritized plan.  

Recommendation 
The GFHCC was seeking the development of potential business ideas/opportunities and asked the 
consultant team to recommend the opportunity that offered the most promise.  

As evidenced by the review and analysis of 5 potential business opportunities, as well as the overarching 
facilities management operations, the study concludes that most are viable and, further, the study also 
provides an aggregated summary of potential revenue that might accrue from all of these opportunities 
in a fully mature cycle.   

Rather than recommending one particular opportunity, all present as possibilities and should be 
seriously considered in developing a forward model for GFH that can optimally contribute to long term 
financial sustainability in the preservation of this historically significant heritage asset.  

Making the final determination as to which of the various business options should be pursued may be 
best managed through the development of a set of decision-making criteria that could then be applied 
objectively to each opportunity to assist with final selection. Among others, key criteria could include: 

x Contribution to the heritage value and interpretative themes; 
x Alignment of business options with the heritage values; 
x Potential profitability (net revenues) of the proposed business option(s); 
x Complexity and management effort required by the governing body (expertise); 
x The ability of the proposed opportunity to bring traffic to the site; 
x Partnership opportunities available to support key aspects of the development; 
x Complementarity to interpretative themes; and 
x Level of investment required. 

 



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 70 

  



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 71 

Appendix A: Guiding Principles of the Grand Falls House 
Heritage Committee  
Fully cognizant that the current GFH project will span a number of years and will intersect with 
many different groups and government departments, it was essential to agree on what our 
guiding principles for the project would be. 

Although not all inclusive, nor listed in any particular order of importance, the following 
expresses our founding intentions. 

 
x It is essential to respect the heritage value of GFH. 
x The GFH and property must be accessible to the public through a public or private 

business model (TBD). 
x Ultimately the property must belong to the Town of GF-W. 
x New adaptive re-uses must be found for the GFH, MMH and property. 
x Need to utilize community involvement and resources available, to identify potential 

sources of revenue for the property that will be viable and sustainable, as can 
realistically be applied to a heritage property. 

x Need to seek both provincial and national heritage status for GFH and property. 
x Need to establish a stand-alone foundation /trust for the protection and operation of 

the GFH, MMH House and property. 
x Need to have a paid site manager to manage the property and day-to-day affairs of the 

GFH and property. 
x A sound strategic and sustainable business plan will need to be developed. This will be 

most successful if developed as a 5 to 10-year plan, with distinct phases, allowing 
development to be manageable from both an operational as well as a fiscal perspective. 

x Need to partner with and receive the support of existing groups and businesses 
operating within the service sector and tourism field within the town and the region. 

x Ideally a portion of space will need to be identified to house the GFWHS offices.  
(Possibly the MMH). 

x The MMH is large enough (5000+ square feet) to house a viable business venture. 
x Need to identify the surrounding land, to the east and west of the property that 

currently is Crown Land or belongs to the Town of GF-W and ask that while the 
development study is being carried out, this land be frozen and not be developed, sold 
or earmarked for future use. This adjacent land could play an important role in the 
future development of the GFH property. 

x Identify the existing GFH land (4 hectares) for long-term development that will appeal to 
the visiting tourist. Examples include the Logger’s Life Museum, logging camp, aboriginal 
village and riverbank development.  

x Today’s tourists expect experiential tourism and adventure tourist activities more than 
static buildings. This needs to be keep mind in developing a successful business plan 
model. 

 

GFHHC members collectively believe that long term viability will only be possible by engaging in 
a professional assessment of the current infrastructure coupled with a solid business plan.  It is 
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the wish of the GFHHC to develop a framework based on a 5-10 year roadmap plan that will 
support sustainable revenue generation, sufficient to support a property of this magnitude and 
status. 
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Appendix B: Case Studies 
 

Case 1: Middleport Pottery, Stoke-on-Trent [supported by the Prince’s 
Regeneration Trust] 
Country of Origin - England 

 
The Story 
The historic site was constructed in 1888 
for a well-known local ceramics 
company, Burgess & Leigh Limited, 
nestled in the heart of Burslem, Stoke-
on-Trent, a world-renowned centre for 
ceramics. The Grade II listed site is a red-
brick maze, containing historic 
machinery, archives and collections in every corner. 

Simon Thurley, Chief Executive of English Heritage, called the site a 'national treasure'. 

Middleport Pottery produces beautiful Burleigh pottery – each piece is touched by 25 pairs of 
hands. The production process is extensive, careful and the skills used are extremely rare. Many 
of the employees have been there for decades; often their families worked in ceramics, passing 
down local craftsmanship through the generations. 

A few years ago, the site was at serious risk of closure, the historic fabric was in a state of 
disrepair and it seemed Burleigh might move out of Burslem, losing a precious piece of British 
industry. Much-needed local jobs would be lost, buildings possibly abandoned and Stoke-on-
Trent would suffer another huge blow to its proud industrial heritage.  

In June 2011, the Prince’s Regeneration Trust stepped in to save the site. A private and public 
funding package was assembled that enabled the acquisition of the site and which undertook 
an ambitious restoration and regeneration project.  

The restoration work included a varied and extensive program of training and educational 
activities to support the local community in skills provision, with an emphasis on traditional 
British craftsmanship.    

Cost Dimensions 
The initiative was taken on as a project under the Prince’s Regeneration Trust, however, 
specifics are unknown.  

Relevance for GFH 
The restoration has meant that Burleigh has remained on-site, saving local jobs and 
craftsmanship. The unused buildings have been developed to provide attractive accommodation 

http://www.english-heritage.org.uk/
http://www.princes-regeneration.org/projects/middleport-pottery-stoke-on-trent
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for workshops, enterprise space, craft and community areas, a cafe, a gallery and a heritage 
visitor centre. The new visitor experience at Middleport Pottery includes tours of the Burleigh 
factory, where visitors can see the handcraft techniques utilized since the 1800s. Visitors can 
also step inside the industrial bottle kiln, featuring sights and sounds from the Middleport 
Pottery's past, and can also experience the mould collection, which is the largest in Europe.  

The restored Victorian offices display a collection of Burleigh ceramics from across the years.    

Conclusions  
This restoration offers some interesting parallels to the situation in GF-W.  

Perhaps, the most important story in GFH is the social contract that existed between the mill 
owners and the community and the fact that the mill had a transformative impact on the 
Newfoundland economy in the 20th century. While the mill will be gone, the preservation of the 
GFH offers the opportunity to tell the mill story and communicate its relevance for both the 
province and the area.  

This analogue also underscores the need for diversification at a site like GFH. The inclusion of 
the heritage visitor centre is also interesting in the context of GFH.  

 

Case 2: Anchor Mill, Paisley [supported by the Prince’s Regeneration Trust] 
Country of Origin – Scotland 

The Story 
Magnificent industrial site saved and 
developed into apartments and 
business space. 

Anchor Mills, located in Paisley, 
Renfrewshire in the Scottish Lowlands, 
closed in the 1980s and rapidly fell into 
dereliction. Its abandonment and neglect was a physical illustration of the area’s wider industrial 
and economic decline.  

The mill became empty in 1980. After much difficulty finding a way to restore the site, the local 
authority got in contact with the Prince’s Regeneration Trust in 1999 to find a viable 
contemporary use that would make a major contribution to the regeneration of the town 
centre. It was clear that this project could only succeed with dedicated and collaborative 
partnership workings, so the Trust set up a steering group that would prove vital in driving the 
project forward. This involved the owner, Renfrewshire Council, Scottish Enterprise 
Renfrewshire and Historic Scotland.  

http://www.princes-regeneration.org/projects/anchor-mill-paisley
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The construction work began in June 2003. The restoration respected the original structure of 
the buildings and made good use of the fine central, colonial style atrium that maximizes natural 
light and ventilation.  

Cost Dimensions  
 Funding came from Historic Scotland and Scottish Enterprise, Renfrewshire.  

Relevance for GFH 
The area and the mill played a key role in the global cotton industry but closed due to rapid 
industrial decline. Similarly, the mill in GF-W was, at its peak, a globally significant and 
technologically advanced industrial development. The connection with the Great War and the 
fact that the Harmsworths felt that they couldn’t rely on Europe and instead needed a stable 
supply of colonially-sourced newsprint to ensure the security of their newspaper empire is an 
interesting back-story.  

Conclusions  
This analogue also illustrates the adaptive re-use of a heritage asset and a diversified approach 
to the re-use imperative. The Paisley site offers both residential and commercial space within an 
historic context/envelope. The governance around its development and the partnership 
approach reflects that such projects are complex and that, to be successful, they need to be able 
to draw on a wide variety of resources and expertise. 

 

Case 3: Conway Mill, Belfast [supported by the Prince’s Regeneration Trust] 
Country of Origin – Ireland  

The Story 
The successful restoration of one of the 
few remaining mill sites in Belfast is 
proving to be an integral part of the 
area's economic development. 

This vast site is a 19th century flax 
spinning mill; its decline in the latter half 
of the 20th century accompanied 
economic depression and social unrest in Belfast. During 'The Troubles' considerable conflict 
took place around the mill and as a consequence the building suffered hugely from vandalism 
and neglect. The Trust advised and supported the Conway Mill Preservation Trust to secure an 
imaginative regeneration solution that would save this remarkable heritage site while benefiting 
local residents.  

The mill was reopened in November 2010 by the Deputy First Minister of Northern Ireland, 
Martin McGuinness, MP. It is fully restored and houses many local community services such as 

http://www.princes-regeneration.org/projects/conway-mill-belfast
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art classes for vulnerable children and small businesses including a number of artisan 
enterprises. 

The building has been sensitively restored. The work kept the historic fabric intact and also 
created a complementary and innovative central courtyard between the two mill buildings, 
enclosed by a high-level glazed roof structure. 

The project created 16 workspaces and enterprise units; it is estimated that over 100 jobs 
were created and 90% of all units are occupied.  

In September 2011, the project won the national Regeneration & Renewal Award for the best 
use of heritage in a regeneration project. 

Cost Dimensions 
The Prince’s Regeneration Trust supported a fundraising campaign in which the local affiliate 
secured over £5m from a range of organizations, including the Department for Social 
Development, the International Fund for Ireland, the Heritage Lottery Fund, the Department of 
Enterprise, Trade & Investment and the Arts Council. 

Relevance for GFH 
The funding model notes that broad-based support was required to cover the cap ex associated 
with the restoration of the Conway Mill site. It is likely that a similar approach will be required 
for GFH. 

Conclusions  
This development similarly illustrates the practical side of historical restorations – diversified 
uses that can achieve commercial sustainability, but, add an interesting dimension of being an 
integral part of an area’s economic development strategy. 

 

Case 4: Cardigan Castle, Cardigan [supported by the Prince’s Regeneration 
Trust] 
Country of Origin - Wales 

The Story 
Grade I listed ancient monument that 
was home to the first Eisteddfod in 
1176. 

Cardigan Castle is prominently situated 
above the River Teifi and is a key historic 
building within the heart of the town. It 
was the birthplace of the first National 
Eisteddfod (in 1176) and so is central to 

http://www.princes-regeneration.org/projects/cardigan-castle-cardigan
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the history of Wales.   

The site has a long and complex past. Although a fortification was built here in the 11th century, 
most of the surviving medieval fabric dates from a major rebuild in the mid-13th century. 

In the early 17th century, Cardigan Castle was recorded as a ruin, but by the early 19th century 
it was under new ownership and the elegant villa Castle Green House was built, incorporating 
the north tower of the medieval castle. At around the same time, the site’s Regency gardens 
were laid out. However, by the 1980s the house was uninhabitable and part of the curtain wall 
had collapsed.  

The building’s bad condition and historical importance prompted Ceredigion County Council to 
purchase it in 2003. The Trust established a working partnership between both the Council and 
the Cadwgan Building Preservation Trust (a local trust made up of volunteers) and helped to 
develop a proposal to rescue the Castle and open it up for public access to help regenerate 
Cardigan.   

The Trust built the capacity of Cadwgan Building Preservation Trust, supported fundraising, led a 
planning day with stakeholders and a governance workshop, assisted in commissioning the 
options appraisal and wrote the conservation management plan.  

Repairs began in 2012 and, most importantly, in 2013 the unsightly stanchions that had for so 
long blighted the view of the Castle from the river were removed.  

Work has also now started on Ty Castell and Castle Green Cottages. Officially opened in 2014, 
the site incorporates visitor facilities, teaching space for Welsh language courses, a restaurant, 
holiday cottages, Eisteddfod garden and workshops. The Castle enterprise has created many 
jobs and offered training opportunities during the repair works. Cardigan Castle is indeed one 
of the most significant heritage regeneration projects in Wales.  

Cost Dimensions 
In March 2011 the Heritage Lottery Fund granted the project £4.7m towards the repair and 
adaptive re-use of the Castle and its grounds. This was further boosted by £4.3m from the 
European Regional Development Fund, £460,000 from Cadwgan and £600,000 from the 
Community Asset Transfer Fund. 

 Relevance for GFH 
There are interesting parallels between this development and the adaptive re-use of the GFH 
site.  

Prospective uses are quite diversified as noted above. The added benefit of linking the 
redevelopment to skill building opportunities is an important element of the project. The GFH 
site offers the infrastructure for all the proposed uses of this site – visitor facilities, perhaps, 
with the ‘mill story’ curated; space for a restaurant; possible relocation of the visitor information 
centre, an ‘English Garden’ experience and relevant accommodations.  
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Conclusions  
This is a very interesting analogue that maps nicely to the GFH objectives.  

Case 5: Flagstone Cottages, Castletown 
Country of Origin - Scotland  

The Story 
These restored quarry worker’s 
cottages are tucked up a little lane 
in the village of Castletown, 
between John O' Groats and Thurso 
on Scotland's northernmost 
mainland coast. These cottages 
were renovated as a project of the 
'Prince's Trust for Regeneration', 
with an eye to ensuring that they 
cater to the practical needs of 
modern living while remaining 
totally true to their original 
character.  

Comprising two mid-19th century 
cottages of just two rooms each, 
these houses were built as modest 
dwellings for flagstone workers at 
the nearby Castlehill pavement 
works in Caithness. Rows and rows 
of these houses were built in 
Castletown using quarried flagstone 
for the walls and roofs. During the 19th century, the Castlehill works was at its most productive, 
paving the world’s streets including those in London, Sydney and New York. 

Many of the traditional industries of the North Highland region collapsed in the 20th century, 
including farming, fishing and flagstone production, and the cottages were abandoned in the 
1950s. There was a steady depopulation and a reduction in traditional skills in the whole area. 

A local group bought the cottages in 2009 to repair them to be an exemplar of best practice in 
converting traditional buildings. They felt this was important because of the number of 
redundant traditional buildings in Caithness and the wider North Highlands. This important but 
fragile built heritage is at risk of being lost through inappropriate alteration or dereliction. Often, 
modest buildings are unlisted and therefore have no statutory protection, as in the case of 
Flagstone Cottages. 
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The local group worked in partnership with the Prince of Wales's North Highland interests to 
take a broad approach in regenerating this dramatic corner of the UK, bringing together the 
farming community, local businesses and the tourism industry. They made sure traditional 
building skills and materials were used throughout the project. Contractors went to great 
lengths to ensure that the character and authenticity of the properties were retained. As far as 
possible, features were repaired rather than replaced.  

Guests can stay in Flagstone Cottages and experience a cosy getaway in the far north of 
Scotland. Stunning beaches and landscapes surrounding the Castle of Mey are in close 
proximity.  

Cost Dimensions 
Financing the Flagstone Cottages project was a challenge because the cottages’ unlisted status 
meant there were limited funding opportunities. Contributors included a donation from The 
Pilgrim Trust. The cottages were completed in 2012 and formally opened by HRH, the Prince of 
Wales. 

Relevance for GFH 
Archetypical ‘mill workers’ cottage constructed in the early stage of the development of the mill 
town could be developed as a paying enterprise at the GFH site. If the Logger’s Life Museum 
were to be relocated to the site of GFH, there may be an opportunity to similarly develop rental 
accommodations within the context of a simulated logging compound replicated on the site, 
perhaps with river views/proximity that could be a tourist attraction similar to the Flagstone 
Cottages prototype.   

Conclusions  
This Scottish example provides insight into an interesting ‘experiential tourism’ idea that may 
have relevance for the future development of GFH. 



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 80 

Case 6: Notman House 
Country of Origin 

 

Canada - www.startupnations.org/notman-house-building-the-montreal-startup-community/  

The Story 

Notman House was built in 1844 as a residence for a local lawyer.  The house is located near the 
intersection of Sherbrook Ouest and Rue St Laurent, about half a kilometre from the McGill 
University campus in Montreal.  Notman House, as an IT Accelerator, began in 2006 when its 
founder (Mr. John Stokes) moved to Montreal and began investing in local IT start- ups.  

Initially, this initiative involved a few entrepreneurs getting together for breakfast and other 
meetings. These informal meetings evolved into the blog Montreal Startup, which was used to 
track company progress and collaboration and resulted in significant forward momentum 
developed under the leadership of several serial entrepreneurs and investors as detailed below.  

As momentum grew, space was needed. In 2010, Stokes and his partners raised $50 million and 
became Real Ventures, now Canada’s largest and most active early-stage IT investment fund.  
The following year, they created FounderFuel, an accelerator program that attracts start-ups 
globally.   

In 2012 they partnered with dozens of others to establish Notman House, a community center 
for entrepreneurs. 

Key partners include:  

x BDC 
x Caisse de dépôt et placement du Québec 

http://www.startupnations.org/notman-house-building-the-montreal-startup-community/
http://www.founderfuel.com/en/
http://notman.org/en/
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x Hydro Quebec 
x Investissement Québec 
x Microsoft 

 
Several corporate sponsors and businesses were also involved 
 

Notman House is Montréal’s ‘technology hub and home of the web’, with a focus on technology, 
the Internet, mobile and software development. Its objectives are: 

x Community building;  
x Networking;  
x Collaboration; and  
x Shared learning.  

Its longer-term goal is to, ‘build a strong and vibrant ecosystem of successful and inspiring 
technology entrepreneurs in Montréal.’ 
 

In terms of facilities and services, Notman House has 23 private offices available for rent to the 
tech start-up community. Co-working space is an open work environment with work stations 
available for rent on a daily, weekly or monthly term. Monthly and weekly renters will have 24/7 
access to Notman House. 

The downstairs café area is available to tenants and others as a venue to meet and present their 
projects and access free Wi-Fi (the Wi-Fi services is provided for free by the ISP, Ile-Sans-Fil, as 
part of their sponsorship to Notman).   

The Business Development Corporation rents the café space from Real Ventures and provides it 
to the operator free of charge. The café will be open to the public and, once operational; will 
lease space from the building owner. At the time of this writing, Notman was in the process of 
exploring operating arrangements for the café.  

Notman House has become a launch pad for many entrepreneurs and start-ups who rent office 
space throughout the building. Notman House regularly host meet-ups, hackathons (hosted by 
companies such as Google), networking and educational events geared towards the local start-
up community.  

All the events at Notman House are organized by community leaders and partners. The House 
hosts between 4 and 10 events per week. 
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Cost features/dimensions: 
The house has 10,426 SF of leasable space and in 2011 was leased to Real Ventures in 2011 for 
use as an IT incubator14. 

 
Notman House was purchased for about $3.5 million by the non-profit OSMO Foundation15. 
OSMO is a non-profit entity that was created by investors, technology and media executives to 
facilitate the transfer of knowledge, experience, and relationships from experienced 
entrepreneurs and their support ecosystems to aspiring entrepreneurs.   

Through a $2.5-million partnership with Videotron, Notman House is being restored with 
expanded office space for young start-ups.16 In August 2014, the $8.5 million renovation was 
completed, tripling the size of the campus from 10,426 SF to about 30,000 SF, including a public 
café for entrepreneurs, investors and others.  

Among other approaches to funding, crowdfunding has been a source, with contributors 
recognized as: 

x Founders Circle Members;  

x Notman House Project supporters; and 

x Contributors of $5,000 and more, $1,000 and more, and ‘Community Crowdfunding 
Contributors’ for lessor amounts.  

Notman House boasts the tag line, ‘Home of the Web in Montreal’. Notman House comprises 
two separate buildings: the house itself and a former hospital.  

Notman House has two meeting rooms available for rental for private meetings, off-site 
meetings or presentations with potential clients and investors. 

x Board Room: $50.00 + tax / hour: (Includes seating for up to 10 people, Cisco 
teleconferencing/presentation system, Wi-Fi powered by Videotron); and 

x Meeting Room: $25.00 + tax / hour: (Includes seating for up to 8, projector, screen, Wi-
Fi internet powered by Videotron). 

Desks can be rented on a permanent basis or for a fixed number of hours per week. The daily 
rate will be available for ‘out of town’ entrepreneurs and freelancers who would like to have a 
work station while in Montreal. Rates are as follows: 

                                                           
14 http://spacelist.ca/p/qc/montreal/51_sherbrooke_st_w/shared  
15 The OSMO Foundation, a non-profit entity, was created by investors, technology and media executives 
and the community itself. Its mission is to use its financial resources to facilitate the transfer of 
knowledge, experience and relationships from experienced entrepreneurs and their support ecosystems 
to aspiring entrepreneurs. http://www.techvibes.com/company-directory/osmo-foundation  
16 http://www2.canada.com/montrealgazette/news/business/story.html?id=ecf635c7-65e1-4337-8b2a-
17d7439dc386  

http://spacelist.ca/p/qc/montreal/51_sherbrooke_st_w/shared
http://www.techvibes.com/company-directory/osmo-foundation
http://www2.canada.com/montrealgazette/news/business/story.html?id=ecf635c7-65e1-4337-8b2a-17d7439dc386
http://www2.canada.com/montrealgazette/news/business/story.html?id=ecf635c7-65e1-4337-8b2a-17d7439dc386
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x Monthly rate: $350 (includes 24/7 access) 
x Weekly rate: $120 (includes 24/7 access) 
x Daily rate: $40 
x Hourly rate: $8 

Its relevance for GFH 

Notman House is illustrative of another adaptive re-use option for an historic structure in an 
urban environment. It shows the extent of adaptive re-use that can be applied in the 
subsequent use of such facilities; in this case, as a centre to support entrepreneurship and the 
start-up community.  

Conclusions  

Adaptive re-use needs to be considered in the context of the broad uses that are possible and, 
in so doing, thereby freeing the stewards and developers of the property to think in the 
broadest possible terms.  

Case 7: Willistead Manor, 
Windsor Ontario 
Country of Origin - Canada 
The Story 

Willistead Manor was built by Edward 
Chandler Walker, second son of Hiram 
Walker, and his wife Mary Elizabeth 
Griffin Walker. Designed by the famous 
American architect Albert Kahn, 
construction began in 1904 and was completed in 1906. Mr. Walker called Willistead home until 
his death in 1915. Mrs. Walker continued to live at the house until she moved to Washington 
D.C. in 1921.  

Named for Chandler's older brother Willis, who had died as a young man, the manor was 
designed in the English Tudor style and features, as was common among Tudor Revival 
dwellings, many different types of architecture embellishment. Tudor homes in England were 
built centuries ago and renovated over time. During each renovation, the style of that particular 
period would be added, the end result being homes made of stone, then stucco and finally brick.  

Chandler and Mary had married later in life and did not have any children. When Chandler died 
in 1915, Mary attempted to persuade her sister to move to Walkerville from the United States; 
she even had a home constructed adjacent to the Walker properties. She eventually joined her 
sister in America and in 1921, the Walker family deeded the home to the town of Walkerville. 



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 84 

The town used the Manor as administrative offices until 1935 when Walkerville amalgamated 
with Windsor. The house continued as an administrative office and then a public library, as 
stipulated in the Walker deed. Between 1943 and 1975, Willistead became the original home of 
the Art Gallery of Windsor.  

By 1976, much of the exterior and interior portions of the Manor had fallen into disrepair. 
Windsor City Council decided that Willistead be designated for its historical and architectural 
value, that it be restored and renovated as a manor home for public tours, and it serve as a 
meeting facility for private and public functions. A special act of the Ontario Legislature 
rescinded the original stipulation that a portion of the Manor be used as a public library. 

Kahn's use of reinforced concrete and steel trusses, both radically innovative techniques for the 
time, meant that the full restoration of Willistead was a distinct possibility. Loaring Construction, 
the general contractor for Phase One of the restoration, was responsible for the extensive 
repairs to render the house weatherproof.  

The property’s weeping tiles had been choked off by huge tree roots, some as large as branches, 
and portions of the foundation had to be broken up to access the tiles. In order to repair the 
chimneys, Loaring disassembled them stone by stone, put in new mortar and then rebuilt them 
one stone at a time in the same order. Much of the original metal in the copper drainpipes was 
restored rather than replaced. 

The roof is constructed of special tiles designed and built in the United States. Replacing the 
entire roof would have been far too costly, so the subcontractor, Margven Roofing, used tiles 
from the roof of the Gate House to replace missing or broken tiles. The Gate House's new roof is 
a more modern-day, less expensive version of the tiles. 

Elmara Construction was contracted for the interior work, Phase Two of the restoration. 
Workers sanded and refinished floors, repaired the fireplace in the Great Hall, refitted windows 
and rebuilt supports under the stairs so that they would no longer creak.   

Entering the Great Hall today, one is struck by its sheer size and grandeur. Measuring 23 feet by 
39 feet by 13 feet high, the Hall is almost the size of a small house! The eye is drawn to the 
enormous fireplace, and then upwards to the impressive brass chandelier that had been stored 
in the basement of the manor for fifty years.  

The incredible ornamental woodwork throughout the house is testament to the patience and 
skill of craftsmen at the turn of the century. The Globe Furniture Factory of Walkerville was 
responsible for much of this work, as was Joachim Jungwirth of Detroit who did the fine 
handcarving including the newel posts of the main staircase. 

Willistead stands as a testament to the foresight and perseverance of those who wished to 
ensure that a magnificent link to the past be preserved and celebrated in all its glory. 
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Cost Dimensions 

Funds for the Willistead restoration and renovation came from The City of Windsor, The 
Heritage Foundation, private donations, and a Canada Works grant. A citizen's committee was 
formed to garner private donations; the Ontario Government matched each dollar donated with 
funds through Wintario. 

The acquisitions division of the Willistead Committee has been responsible for the revitalization 
of the interior décor and furnishings. Louise Brown and the late Peter K. Ryan worked tirelessly 
with the assistance of a group known as Questers whose interest is to locate, restore and place 
antiques. The Walker family donated a number of pieces that had originally been in the house, 
including a female statue and portraits of the Walker family.  

Facilities for the handicapped were built, including a ramp at the front of the building, without 
marring the appearance of the exterior or interior of the Manor. 

In 1981, after three years of work and the investment of about $1.25 million, Willistead 
reopened in its new capacity. According to Alice Nemeth, manager of the Manor, the response 
to the metamorphosis was extremely positive. Private functions such as weddings, 
anniversaries, and memorial services are regularly held on the second floor and tours of the 
entire Manor continue to be popular. 

Relevance for GFH 

There are remarkable parallels to GFH. It is noteworthy that heritage features were retained by 
means of the careful attention paid during the restorations and retrofit and that the buildings’ 
history and provenance are showcased by the dwelling’s uses. The re-development costs are 
relatively modest from a cap ex perspective. What is not clear is the sustainability question and 
whether the site has been able to be self-sufficient following the retrofit.  

A volunteer, community-based group known as the Friends of Willistead provides oversight to 
the development. This is a non-profit, volunteer organization based in Windsor, Ontario. It raises 
funds for the preservation, restoration and acquisition of items for Willistead Manor.  

Membership is just $15 per year and entails 30 hours of volunteer time per year.  

Conclusions  

Those leading this initiative clearly honored the history and provenance of the property.  
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Appendix C: Record of Consultations  

Interview Findings 
The consulting team hosted a number of meetings and conducted interviews in December 2014. 
This generated a list of opportunities and ideas for a sustainable role for GFH property. 

x Accommodations (some see high-end accommodations but this is generally dismissed 
after considering the cost; use the house for special events on a ‘pay basis’ – weddings, 
special meetings; build a new hotel, or high end cottages on the land) 

x Art gallery 
x Attraction of benefactors (Harmsworth Family commitment) – to establish a foundation 

for ongoing preservation  
x Concerts 
x Cranberry juice/wine/vodka or microbrewery with tours and access to the house as a 

tasting venue 
x Culinary tourism (use of / preparations related to salmon) – collaboration with the 

Salmonid Interpretation Centre 
x Farmers Market 
x Fundraisers, and this is where the idea of cooperation is important 
x Garden parties 
x Gift shop  
x Gordon Pinsent as a patron 
x Heritage as a tenant – interpreted piece on history of the mill and its unique social 

contract and story of community development 
x High-end fishing trips, weddings and other tourism-related ventures 
x Licensing fees for promotional items (use of brand) 
x Linkages to the trail system – link with VIC role as a muster point for trails 
x Loggers union history – relocate the Logger’s Life Museum 
x Put the VIC there  
x Maritime Archaic Indian / Beothuk interpretations / model villages  
x Niche honeymoon suite… weddings… high end dinners…. 
x Partnerships with CONA and MUN (Harmsworth Brothers and Technology focus) 
x Provincial grants and funding programs 
x Relocate Mary March Museum 
x Replica of the log cabin 
x Reproduce mill baskets  
x Residential development 
x Selling the MMH 
x Site for bus tours 
x Special functions / Wedding picture venue - could have a facility for this 
x Tea room 
x Theatre concerts 
x Vegetable garden 
x Visitor Information Centre 
x Zip lining (river) 



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 87 

Brainstorming Session Results (February 2015) 
Points Raised in General Discussion  

x “The way people can end their evenings.” 
x “Insulator Town” Re: Driving Distance a place from which to launch a tour of the area. 
x Lobster Boils 
x View of water 
x Lighthouse Picnic Box Boy 
x Draw for Gorge Park 
x Replicas of the house/mill to buy 
x Replicas of mill equipment 
x How to make paper 
x Photographs from day 1 
x Meeting room and break out rooms for rent to groups 
x Wedding Receptions 
x Imperial garden and dress: authentic animation 
x Addresses that the townspeople did not have a historical opportunity to participate and 

experience GFH 
x Is there a need for a volunteer development strategy? 
x K of C Building paid $27k for heat before insulation: innovative paint and spray foam 

reduced the cost 
x What are the operational costs? 
x Opportunity to add 12 cottages: funding considerations? 
x Mini hotel.  
x Trails/Links 
x Tour and product offering 
x Trails through the site 
x Online booking of tours 
x Bowring Park Foundation 
x Corporate giving component 
x Paper rolls w/ names 
x Artist events 
x Picnic baskets/mill baskets 

i) Hobby crafts 
ii) Carpenter shop 
iii) Blankets for picnics 
iv) Hands on making of baskets 

x Logger’s Life museum 
x “On the river” and the authentic experiences
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Working Table One 

x Rental / accommodations 
x Logger’s Life Museum 
x Tourist office  
x Tea room 
x Cottages for sale 
x Connecting mill property 
x RV park 
x Dinner theater: John Thompson 
x Admission fee 
x Zip line 
x Snowmobile tours: GF was the capitol 
x Endowment fund: sponsorship, fundraising; consideration of capital vs. operating costs 

relative to business education or specialized education groups etc. 
x Accommodations: period costumes; high price point; target tours 
x Fogo Island spin: Come in and stay longer but need a higher standard 
x Use of Grounds: weddings 
x Who is involved 

i) BOD for foundation 
ii) Province 
iii) Feds 
iv) Town 
v) PPP [Public Private Partnership] 

x Top 3 needs 
i) Feasibility 
ii) Concept that will attract people 
iii) Centralized focus: Logger’s Life, Beothuk interpretation; people are paid for equal 

revenue 
iv) NALCOR power for them 

 

Working Table Two 

x Building we want to retain 
x Don’t want to see a zip line 
x Site cannot stand alone 
x To keep we have to look at the broader picture 
x Urging to the tourism strategy 
x Golf course cliffs house and historic sites along the way, Mary March, Logger’s Life 

Museum, salmon rest sites, gorge, Salmonid Interpretation Centre, lots of assets, valley 
roads cemetery, oldest street in town, gorge = beauty spot, camping grounds, boat 
launch 

x Have the tourism infrastructure with GFH as the center piece, then the natural beauty of 
the river and it being the top salmon river  

x Need site promotion and tourism strategy 
x Back bone = Exploits River 
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x Make this town the destination point 
x Make the river more of a centrepiece apart from the GFH 
x Maybe it is possible for marketing tax for the area 
x Pact of fiscal framework request 
x Most other points have been discussed 

  

Working Table Three 

x Agree with the previous table (Table Two) 
x Tourist chalet issue 
x Space for meetings 
x Down in front a new home for heritage center w/ guided tours through the site. (new 

building) 
x Period costumes 
x Outdoor theater 
x PPP [Public Private Partnership] 
x Microbrewery  
x Tie in Beothuk  
x River concourse  
x Needs a lot of activities  

i) Gift shop 
ii) Lunches 
iii) Etc. 

x Sell the thing! 
x Extra property, imagine cottage style homes 
x Selling some of excess land /and endowment fund: estimate $250k and do not spend 

principal 
x RV park 
x Sanger Park has the highest occupation rate in Central NL. 
x Partnership may not be on site 
x Garden parties 
x Restaurant with cultural foods on the menu set to the time and place.  

 

Working Table Four 

x Very little to add 
x Lottery/casino night 
x Workshop space in MMH 
x Indoor/outdoor theater 
x Make the GFH a restoration project for training: Furniture, look to Bonavista as an 

example: George Brown Arts did some of the restoration OTI; 10 and 12 students to do 
the complete work and cut the costs for this effort; may be a source of restoration 
funding 
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Full River Concourse 
Within this session, a strong case was made with respect to opportunities to develop GFH and 
property as part of a broader tourism strategy that focuses on the Full River Concourse which 
would see the Exploits River as the backbone to a broader vision that enhances community life, 
increases recreational opportunities and promotes environmentally compatible business 
opportunities.     

Linked to this is an enhanced system of year-round trails for pedestrian and motorized uses.  
 
Objectives for the concourse: 

x Most sections of the pathways to be fully accessible for wheelchairs, strollers, etc. 
x Many sections of the pathways to be partitioned/shared for compatible activities 
x Capitalize on paved and groomed trails/roads already in place on the mill property 
x Provide areas for lookouts and picnicking 
x Create areas for ‘organic community gardens’ (in cooperation with the town’s 

horticultural planners and the local horticultural society)  
x Strengthen conservation areas 
x Link with Corduroy Brook trails and the Sanger Park trails 
x Link/Partner with Mary March Museum, A&C and Logger’s Life Museum 
x Create ‘Green parking’ areas (some of which could be utilized during the Salmon 

Festival) 
x Open new fishing areas accessible along the river 

 
Promotion of a new and unique asset is critical to potential increases in tourism and visitor 
traffic. Seasonal “Run/Ride/Race/ the River” activities (GF-W is ideally located for provincial 
meets) hold enormous potential. This is in keeping with the work undertaken during the town’s 
Centennial Celebrations, with the opportunity to include:  
 

x Walking trails named for pioneering citizens, 
x Interpretive panels for trail ways (early settlers, locations, history including Beothuk pre-

history and history, colonialization and the introduction of industrialization to the 
province), and 

x Potential to recreate Beothuk fencing, etc. and link this with the Red Indian Lake 
Heritage Society project in Millertown.  
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Appendix D: Summary of Activities and Stakeholders 

Familiarization Tours 
During a site visit from November 30th to December 3rd, the following familiarization tours were 
completed: 

x Tour of GFH and property 
x Tour of GF-W 
x Tour of the Salmonid Interpretation Centre  

Stakeholder Meetings 
During the site visit, the following group meetings took place: 

x GFHHC (two meetings) 
x GFWHS 
x Adventure Central Tourism  
x Environment Resource Management Association and  Sanger Park/Grand Falls Fishway 
x Met with / Presentation by the Corduroy Brook Enhancement Association 
x Presentation from Mr. Don Pelley re: Archaeology of the Exploits River 
x Exploits Regional Chamber Commerce 
x Economic Development Officer, GF-W 
x Town Councillors (GF-W)  and Senior Staff 

Personal Interviews: 
During and following the site visit, the following one-on-one interviews took place: 

x GFHHC Committee Members 
x Jerry Dick 
x Vivian Harmsworth 
x Rodney Mercer 
x Paul Hennessey 
x Bev Butler and Heritage Group 
x Roger Pike 
x Larry Weatherbie 
x Lucien Forbes 
x Peggy Bartlett  
x Jennifer Thomas 
x Penny Houlden [Penny has since retired, Mark Ferguson is her replacement] 
x Shannon Pinsent and Tourism Group 
x Barry Manual 
x Gerald Thompson 
x Don Pelley 
x Fred Parsons  
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x Chris Tulk  
x Scott Dawe  
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Appendix E: Detailed Financial Analysis 
The following provides a detailed description of the various revenue generating activities 
developed within the financial analysis presented in Section 5. Summary rows may not add to 
the totals presented due to rounding.  

RV Park & Campsite 
The riverfront RV park is proposed as a high-end facility that would draw RV enthusiasts to the 
area through the co-marketing of visitor services throughout the region, but mainly by means of 
the see-and-do activities along the Exploits River, including the opportunities associated with 
the proposed high-interest developments at GFH and environs.  

The riverfront RV park’s design and layout would draw on the site’s dramatic and panoramic 
views, with camp sites featuring views of the river. The services of the RV park will include fully 
serviced lots offering 50 amp electrical hook-up, water, sewage connection, and WIFI. 

Figure 7 provides a Town-prepared proposed layout of the park, highlighting the lot sizes and 
the connection to Lincoln Road, near Cromer Avenue. As a well-appointed RV park, the sites 
would be offered at a higher price point relative to other area options. Over time, the RV park 
could also feature a swimming pool, a spa / fitness centre, a canteen, a riverfront deck and 
groomed open spaces to create a potential for hosting special events. 

 
Figure 7: Town of GF-W Prepared Layout of the Proposed RV Park 
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RV Park Profit and Loss Statement 
The assessment of the business case for the proposed RV park assumes the use of municipally-
owned lands (former marshalling yard for the mill). Current and recent occupancy trends were 
considered in order to develop an earned revenue potential across a number of rates per camp 
sites per night and considers various occupancy permutations and combinations.  

We also examined a number of RV parks throughout NL for a comparison of rates and service 
combinations. Parks considered included: 

x Pippy Park in St. John’s (2014 rates between $28.98 for un-serviced lots to $45.00 per 
night for sites offering water, electrical (50 amp), sewer, WiFi; 

x Terra Nova National Park of Canada, with rates at Newman Sound for sites serviced with 
electricity (amperage not specified) at $25.00 per night, not including entry and service 
fees; 

x Sanger Memorial RV park, with rates between $31 to $33 for lots with water, sewer 
hookups and electrical services from 15 amps to 50 amps;  

x George Huxter Memorial Park, with rates between $18 (unserved) and $22 (semi-
serviced with electrical only – amperage not specified). 

Generally, the higher the level of services provided, including the design features of RV parks to 
accommodate larger RVs with pull-through lots, the higher the price point per site per night.  

Using a year 1 rate of $40 per site, the following financial summary results prevail.  

Table 7: RV Park Detailed Projections 
Detailed Projections Year 1 Year 2 Year 3 Year 4 Year 5 
Number of sites 100 100 100 100 100 
Price per site $40.00 $42.00 $44.10 $46.31 $48.62 
Nights available 9,200 9,200 9,200 9,200 9,200 
Occupancy 90% 90% 90% 90% 90% 
Nights used 8,280 8,280 8,280 8,280 8,280 
Average revenue per night $36.00 $37.80 $39.69 $41.67 $43.76 
Total revenue $331,200 $347,760 $365,148 $383,405 $402,576 

Average revenue per unit/year $3,312 $3,478 $3,651 $3,834 $4,026 
      
Cost of sales (direct expenses) $35,076 $35,777 $36,493 $37,223 $37,967 
Operating expenses (indirect expenses) $262,099 $267,341 $272,688 $278,142 $283,705 

Labour and wages $68,756 $70,131 $71,534 $72,964 $74,424 
Provision for amortization $33,086 $33,747 $34,422 $35,111 $35,813 
Repairs and maintenance $35,326 $36,032 $36,753 $37,488 $38,238 
Utilities (power, 
telecommunication) 

$43,425 $44,293 $45,179 $46,083 $47,004 

Rent $2,757 $2,812 $2,869 $2,926 $2,984 
Interest and bank charges $4,997 $5,097 $5,199 $5,303 $5,409 
Professional and business fees $7,065 $7,206 $7,351 $7,498 $7,648 
Advertising and promotion $3,274 $3,340 $3,406 $3,474 $3,544 
Insurance $8,099 $8,261 $8,426 $8,595 $8,767 
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Other expenses (site cleanup, 
equipment, security, etc.)  

$55,315 $56,421 $57,550 $58,701 $59,875 

Total expenses $297,175 $303,119 $309,181 $315,365 $321,672 
Net profit/loss $34,025 $44,641 $55,967 $68,041 $80,904 
% Profit 10% 13% 15% 18% 20% 
 
If the RV park operates within a business model that is consistent with other comparable 
provincial RV parks (which are among the top performers for profitability), the operation will be 
immediately profitable (year 1) and, over time, could achieve a profit level of about 20% by 
keeping price increases 3% above increases in expenses. 

Achievement of these results are predicated on achieving the per site rates noted, at the 
assumed occupancy rate of 90%. Extrapolating from the experience at Sanger Memorial RV Park, 
this occupancy rate is achievable.  

Within this assessment, the following assumptions are made: 

x The RV park is operational for 92 days each year (e.g., June 15 to September 15);  
x The RV park has a capacity of 100 sites (seasonally, the RV park has a capacity of 9,200 

nights);  
x The average occupancy rate for the season is 90%, for an effective total nights sold of 

around 8,200 per season; 
x The per site rate is increased at a rate of 5% per year; 
x All expenses (fixed and variable) are increased at a rate of 2% per annum. 

Price Sensitivity 
Table 8 assesses the profitability of the RV park across various rates per site, beginning at $30 
per night and increasing the rate by $5.00 to a rate per night of $45.00 (See Table 8). 

Table 8: RV Park Rate Sensitivity Analysis 
 $30 / Site $35 / Site $40 / Site $45 / Site 
Average effective rate per night 
(at 90% Occupancy) 

$27.00 $31.50 $36.00 $40.50 

Total revenue $248,400 $289,800 $331,200 $372,600 
Total expenses $222,681 $246,957 $272,931 $301,068 
Net profit/loss $25,719 $42,843 $58,269 $71,532 
 
All four pricing scenarios tested suggest the operation can achieve revenues in excess of 
expenses, with an average profitability of 10%. 

RV Park Employment Assumptions & Impacts 
Approximately 23% of the total expenses are for direct labour. The following table summarizes 
the employment impact associated with the RV park operations, using an average rate of 
remuneration of $16.00 per hour.  

Table 9: RV Park Estimated Employment Impacts 
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Direct Employment Year 1 Year 2 Year 3 Year 4 Year 5 
Labour and commissions $68,756 $70,131 $71,534 $72,964 $74,424 
Average Wage Per Hour $16.00 $16.32 $16.65 $16.98 $17.32 
FTEs 2.15 2.15 2.15 2.15 2.15 
FT-Seasonal Equivalents 8.36 8.36 8.36 8.36 8.36 
 
In year 1, the park will generate close to $70,000 in wages and salaries. At an average rate of 
$16 per hour, this would support 2.15 full-time equivalent positions (FTE)17 or up to 8.4 full-time 
seasonal positions. 

RV-Park Capital Costs 
Research into the costs to build an RV park suggest that, if the RV park was developed as the 
higher-end park as outlined above, total construction costs would be in the order of $12,000 to 
$15,000 per lot. Using this scale, the total capital costs would run in the vicinity of $1.35 million. 
With a variance of +/- 20%, the total capital costs could be between $1.1 million and $1.6 
million. This would include all costs associated with the building of necessary administrative 
buildings, laundry and shower facilities as well as other buildings needed for the administration 
and management of the park. 

Actual construction cost forecasts are dependent upon the region where the construction is 
taking place, as well as the amenities intended within the facilities offered on site (e.g., 
administration office, showers/comfort stations, among other facilities). 

Land assembly and acquisition costs are not included in this estimate. 

RV Park Potential Contribution to GFH Management  
This dimension is the most important consideration of the RV park and all other business 
opportunities profiled herein: the potential for the operation to contribute revenue to support 
the heritage preservation dimensions of GFH and property.  

Table 10 provides an estimate of the RV park’s potential to provide revenue for GFH. 

Table 10: RV Park Estimated Return to GFH  
Estimated Return to GFH  Year 1 Year 2 Year 3 Year 4 Year 5 

Net profit/loss from operation (a) $34,025 $44,641 $55,967 $68,041 $80,904 
Provision for lease /rental payment (b) $12,752 $13,007 $13,267 $13,532 $13,803 

RV Park Estimated Return to GFH  
(a + b) $46,777 $57,648 $69,234 $81,573 $94,707 
 
In year 1, we estimate the RV park would generate nearly $47,000 in revenues for GFH and up to 
$95,000 by year 5. This is through a combination of profit on operations and a lease/rental 
payment for site use. Under a directly managed operation, 100% of this would be paid to GFH. 
Under a contract management scenario and /or a revenue share and lease arrangement with a 
third party operator, the return to GFH would be significantly reduced to about $12,800. 

                                                           
17 One full time equivalent position (FTE) is equivalent to 2,000 hours of employment per year. 
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RV Park Potential Visitor Traffic and Visitor Spending 
Data on provincial visitor traffic is provided through the 2011 Exit Survey – Profile of Non-
residents Using the Province’s Campgrounds. Although dated, this source provides information 
on party size of groups using campgrounds and RV parks (2.3) and a relatively long average 
length of stay in the province (17 nights).  

Based on this, and the total estimated occupancy, the proposed RV park will attract 
approximately 628 parties or 1,145 unique visitors during a typical season of operation.  

Table 11: RV Park Potential Visitor Traffic and Visitor Spending  
Potential Spending Year 1 Year 2 Year 3 Year 4 Year 5 

Transportation $538,200 $565,110 $593,366 $623,034 $654,185 
Accommodations $331,200 $347,760 $365,148 $383,405 $402,576 
Restaurants $179,400 $188,370 $197,789 $207,678 $218,062 
Souvenirs $96,600 $101,430 $106,502 $111,827 $117,418 
Groceries $110,400 $115,920 $121,716 $127,802 $134,192 
Entertainment $110,400 $115,920 $121,716 $127,802 $134,192 
Other $13,800 $14,490 $15,215 $15,975 $16,774 

Total Trip Spending $1,380,000 $1,449,000 $1,521,450 $1,597,523 $1,677,399 
Parties 628 660 693 727 764 
Persons 1,445 1,518 1,594 1,673 1,757 
 
As shown in Table 11, total spending among this group will amount to between $1.4 (year 1) 
and $1.7 million (year 5). From a market potential, it is noteworthy that for every $40 in RV park 
fees, RV park users will spend an additional $127.00 on other purchases of goods and services in 
relation to their trip. While the majority of these expenditures are on transportation-related 
expenses (fuel, car rentals, fees, etc.), more than $510,000 is spent on goods and services that 
can be provided by businesses located within GF-W, also highlighting the potential for additional 
on-site services, including those available through GFH operations. 

This ‘non-RV park spending’ also creates a potential for the GFH operation to provide a range of 
ancillary services that would contribute to site-based earned revenues, either for directly 
managed enterprises, or enterprises that are operated by third parties under lease/revenue 
share agreements with GFH. Opportunities include food services (e.g., the proposed tea room, 
ice cream booth, and other concessions), as well as co-packaged tour offerings, souvenir sales, 
groceries and other items campers and RV operators may require.  

Summary of RV Park Site Operations 
Operations data for RV parks used in the development of the projections above is influenced by 
and exhibits a common trend among campsites and RV parks. In typical cases of both private 
and public RV park and campsite operations, the economic return paid to land use is usually less 
that the rental rates that land may otherwise attract in an alternative use. Land used for 
privately operated campsite and RV park space is often owned by the operator, with the 
owners, in many cases, not having to finance the acquisition of the land through site operations.  
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Private RV parks are also usually located outside urban populations and so tend to attract less 
property tax costs than do urban sites.  

Many urban campsites and RV parks are operated on municipally owned lands (directly 
managed or under a contract management arrangement with a private operator). Consequently, 
these operations offer little property tax income to the municipality and with public use 
mandates (e.g., Trenton park in Nova Scotia), the ‘rent’ paid to land is non-existent or very low.  

The implications of this analysis are that the existing data available on these operations is not a 
good predictor of the ability of a typical campsite / RV park to finance land acquisition and or 
capital costs.  

Nevertheless, keeping the year 1 contribution to profit fixed at roughly $34,000 (based on Table 
11 above), we estimate the operation could carry a 25 year mortgage of about $320,000 at a 
rate of 5% per annum. To carry the full financing costs of a $1.5 million mortgage, the operation 
would need to find about $86,000 more revenues in year 1 to pay the principal and interest on 
the associated long term debt. 

Cottages 
The cottages are envisioned as authentic replicas of the early mill houses that were provided by 
the Harmsworth family in the very early days of the mill’s operation. As envisioned, these would 
be ‘stylized’ to be reminiscent of days gone by but with contemporary amenities. Like the B&B / 
Inn vision, these accommodations would be geared toward a higher price point, both because 
cottages tend to be more expensive to build and operate, but also because they provide for 
larger party sizes. Individual separate units will mean higher fixed and variable costs relative to 
hotel and inn operations. 

One of the cottages could be developed as a ‘re-imaging’ of the original GFH structure, which 
was a log dwelling that Lord Northcliffe had built as a replica of Mark Twain's log house. The log 
dwelling was earmarked as the residence for Lord Northcliffe and his family when they visited 
Grand Falls.  

Other selling features and opportunities for continued product evolution and enhancements are 
similar to the B&B analysis provided above.  

Cottages Profit and Loss Statement 
As above, our assessment of the business case for the proposed cottages makes assumptions 
with respect to occupancy trends, in order to assess earned revenue potential across a number 
of room night/rate combinations.  

As above, cost of sales and operating expense information is used to identify the potential for 
profitable operations, as well as to identify threshold sensitivity to changes in the underlying 
assumptions. The data reflect a tight margin, with profitability ranging between 2.6% on 
average, up to 5.5% for top provincial performers within this market segment.  
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Table 12: Cottage Detailed Projections 
Rooms Year 1 Year 2 Year 3 Year 4 Year 5 
Potential Room Nights 4,380 4,380 4,380 4,380 4,380 
Occupancy 70% 70% 70% 70% 70% 
Nights Occupied 3,066 3,066 3,066 3,066 3,066 
Rate per Night $200 $210 $221 $232 $243 
       
Total revenue $613,200 $643,860 $676,053 $709,856 $745,348 

Average revenue per unit/year $51,100 $53,655 $56,338 $59,155 $62,112 
      
Cost of sales (direct expenses) $81,581 $83,212 $84,877 $86,574 $88,306 
Operating expenses (indirect 
expenses) $513,241 $523,506 $533,976 $544,656 $555,549 

Labour and commissions $124,164 $126,647 $129,180 $131,764 $134,399 
Amortization and depletion $76,202 $77,726 $79,280 $80,866 $82,483 
Repairs and maintenance $43,032 $43,892 $44,770 $45,665 $46,579 
Utilities and telephone/ 
telecommunication $74,857 $76,354 $77,881 $79,439 $81,028 
Rent $6,275 $6,401 $6,529 $6,660 $6,793 
Interest and bank charges $28,688 $29,261 $29,847 $30,444 $31,053 
Professional and business fees $13,447 $13,716 $13,991 $14,270 $14,556 
Advertising and promotion $13,447 $13,716 $13,991 $14,270 $14,556 
Insurance $29,584 $30,176 $30,779 $31,395 $32,023 
Other expenses $103,545 $105,616 $107,728 $109,883 $112,080 

Total expenses $594,822 $606,718 $618,853 $631,230 $643,854 
Net profit/loss $18,378 $37,142 $57,200 $78,626 $101,494 
% Profit 3.0% 5.8% 8.5% 11.1% 13.6% 
 
As with other accommodations options considered, achieving the projected revenues is 
predicated on the room rates and occupancy rates noted. 

If the cottages operate within a business model that is consistent with comparable 
“Housekeeping Cottages and Cabins” in Newfoundland and Labrador, the operation will be 
immediately profitable (year 1) and, over time, could achieve a profit level of about 13.6% by 
keeping price increases 3% above increases in expenses. Margins are comparable to the B&B 
operations and are tight relative to other options considered herein. 

Achievement of these results are predicated on achieving the per site rates noted, at the 
assumed occupancy rate of 70% for the full year. 

The fact that the cottages can cater to a full year of accommodation makes the service offering 
unique within the region. 

Within this assessment, the following assumptions are made: 

x The average occupancy rate for the season is 70%, for an effective total nights sold of 
3,066 per year; 

x Average room rate of $200 per night; 
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x The per site rate is increased at a rate of 5% per year; 
x All expenses (fixed and variable) are increased at a rate of 2% per annum. 

Cottage Employment Assumptions and Impacts 
Approximately 23% of the total expenses are for direct labour. The following table summarizes 
the employment impact associated with B&B / Inn operations, using an average rate of 
remuneration of $16.00 per hour.  

Table 13: Cottage Estimated Employment Impacts 
Direct Employment Year 1 Year 2 Year 3 Year 4 Year 5 
Labour and commissions $139,404 $142,192 $145,036 $147,937 $150,896 
Average Wage Per Hour $16.00 $16.32 $16.65 $16.98 $17.32 
FTEs 4.36 4.36 4.36 4.36 4.36 
 
In year 1, the cottages operation has the potential to generate close to $140,000 in wages and 
salaries. At an average rate of $16 per hour, this would support 4.36 full-time equivalent 
positions (FTE). 

Cottage Potential Contribution to GFH  
The potential for the cottages to contribute revenue to the GFH operation is provided in Table 
14 where we estimate net profit and ‘provision to financing’. 

Table 14: Cottage Estimated Return to GFH  
Estimated Return to GFH  Year 1 Year 2 Year 3 Year 4 Year 5 

Net profit/loss from operation (a) $18,378 $37,142 $57,200 $78,626 $101,494 
Provision for financing (b) $82,477 $84,127 $85,809 $87,525 $89,276 

Estimated Return to GFH  (a + b) $100,855 $121,268 $143,010 $166,151 $190,770 
 
As with estimates above, the provision for financing is equivalent to rent and / or mortgage 
payments for financing facility ownership. In year 1, we estimate the shop has the potential to 
generate revenue of $101,000 and up to $191,000 by year 5.  

Under a directly managed operation, 100% of this would be paid to GFH. Under a contract 
management scenario and or a revenue share and lease arrangement with a third party 
operator, the return to the overall GFH operation would be reduced to approximately $82,000 
based assuming GFH holds the  ‘mortgage’ for the operators.  

Note that industry data reflects that margins for this form of operation are tight, and within 
these structures, any significant increase in R&M expenses could be problematic, given the 
margins. We have also assumed a higher price point relative to other accommodations options 
within the area. As well, any new / future hotel development in GF-W may have some impact on 
occupancy rates assumed herein. 

Gift/ Craft Shop 
The operation of the gift/craft shop has the potential to be a strong aggregator for other 
activities proposed for the site, leveraging the traffic that is generated by the RV park, the 
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potential location of the visitor information services on site, and the confluence of the trail 
system.  

The gift /craft shop would operate seasonally, although the opportunity exists to extend 
operations during additional periods or on special occasion days during the off-season.  

The shop could operate as an independent third party, with a lease/revenue share agreement. 
As an independent organization, the gift / craft shop would have no affiliation with the 
governing body overseeing the management of the GFH site.  

The gift / craft shop could also be structured as a partnership initiative or a cooperative 
consisting of a number of artisans. Alternatively, it could be a single for-profit organization that 
sells for others on commission and consignment. Another option would be for the shop to 
operate as a for-profit enterprise.    

Gift/Craft Shop Profit and Loss Statement 
The financial model for gift / craft shop operations is based on a survey of 70 incorporated and 
unincorporated businesses operating in the province under the industry code NAICS 453220: 
Gift, Novelty and Souvenir Stores. This analysis provides a snapshot of average revenues and 
costs and is related to target earned revenues per square foot given by retail performance data 
of approximately $9.00 to $10.00 per square foot. Small retail operations (those with gross 
revenues of less than $5 million per annum) performing to the industry average should generate 
a net profit of about 7% per annum.  

Table 15 provides the profit and loss statement for the gift / craft shop for year 1 to year 5. 

Table 15: Gift / Craft Shop Detailed Projections 
Detailed Projections Year 1 Year 2 Year 3 Year 4 Year 5 
Total revenue $177,404 $195,588 $215,635 $237,738 $262,106 
Cost of sales (direct expenses) $100,777 $102,793 $104,848 $106,945 $109,084 
Operating expenses (indirect 
expenses) $64,703 $65,997 $67,317 $68,663 $70,036 

Labour and commissions $30,138 $30,740 $31,355 $31,982 $32,622 
Amortization and depletion $2,616 $2,669 $2,722 $2,776 $2,832 
Repairs and maintenance $1,409 $1,437 $1,466 $1,495 $1,525 
Utilities and 

telephone/telecommunication $2,868 $2,925 $2,984 $3,043 $3,104 
Rent $10,515 $10,726 $10,940 $11,159 $11,382 
Interest and bank charges $1,560 $1,591 $1,623 $1,655 $1,688 
Professional and business fees $1,308 $1,334 $1,361 $1,388 $1,416 
Advertising and promotion $2,264 $2,309 $2,356 $2,403 $2,451 
Insurance $1,258 $1,283 $1,309 $1,335 $1,362 
Other expenses $10,767 $10,982 $11,202 $11,426 $11,655 

Total expenses $165,480 $168,789 $172,165 $175,608 $179,120 
Net profit/loss $11,924 $26,798 $43,470 $62,130 $82,986 
% Profit 7% 14% 20% 26% 32% 
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If the shop operates within a business model that is consistent with other comparable provincial 
businesses that are among the average performers for profitability, the operation will be 
immediately profitable (year 1) and, over time, could achieve a profit level of about 32% by 
keeping net price increases 3% above increases in expenses. 

Within this assessment, the following assumptions are made: 

x The shop is operational for 123 days each year (e.g., May 15 to September 15);  
x It occupies 1,500 square feet of space, 70% devoted to retail / floor space, and 30% 

devoted to administrative and storage-related space; 
x Retail revenues increase at a rate of 5% per annum, through a combination of price 

escalation and achievement of higher sales due to increases in customers/margins; 
x All expenses (fixed and variable) are increased at a rate of 2% per annum;  
x Displays, fit-ups, furniture, and fixtures would be the sole responsibility of the operator; 
x From a revenue perspective, operations would be the equivalent of an average per day 

sales of approximately $1,400 per day for each day of operations. From a patron 
perspective, this would be the equivalent of 140 customers spending $10.00 per 
transaction. 

Facility management may require, as part of the lease, some commitment to local products 
and/or a level of product quality that is in keeping with the target market and the GFH branding. 

Securing these results is predicated on achieving per square foot rates noted.  

Craft/Gift Shop Employment Assumptions and Impacts 
Approximately 20% of the total expenses are for direct labour. The following table summarizes 
the employment impact associated with the Gift / Craft shop operations, using an average rate 
of remuneration of $13.00 per hour.  

Table 16: Gift / Craft Shop Estimated Employment Impacts 
Direct Employment Year 1 Year 2 Year 3 Year 4 Year 5 
Labour and commissions $22,542 $22,993 $23,453 $23,922 $24,400 
Average Wage Per Hour $13.00 $13.26 $13.53 $13.80 $14.07 
FTEs 0.87 0.87 0.87 0.87 0.87 
FT-Seasonal Equivalents 3.37 3.37 3.37 3.37 3.37 
 
In year 1, the shop has the potential to generate close to $23,000 in wages and salaries. At an 
average rate of $13 per hour, this would support 0.87 full-time equivalent positions (FTE) or up 
to 3.4 full-time seasonal positions. 

Gift / Craft Shop Potential Contribution to GFH  
The potential for the gift / craft shop operation to contribute revenue to overall GFH operations 
is provided in Table 17 where we estimate net profit and ‘provision to financing’. 

Table 17: Gift / Craft Shop Estimated Return to GFH  
Estimated Return to GFH  Year 1 Year 2 Year 3 Year 4 Year 5 
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Net profit/loss from operation (a) $11,924 $26,798 $43,470 $62,130 $82,986 
Provision for financing (b) $13,635 $13,908 $14,186 $14,469 $14,759 

Estimated Return to GFH   $25,559 $40,706 $57,656 $76,599 $97,745 
 
As with the RV park estimates, the provision for financing is equivalent to rent and / or 
mortgage payments required to finance facility ownership. In year 1, we estimate the shop has 
the potential to generate $26,000 in revenues for GFH and up to $98,000 by year 5. Under a 
directly managed operation, 100% of this would be paid to the GFH. Under a contract 
management scenario and / or revenue share and lease arrangement with a third party 
operator, the return to GFH would be reduced to approximately $13,700. 

Tea Room 
The model for the tea room is predicated on comparable small enterprises operating within 
limited-service eating places sector. The tea room potentially offers a good complement to the 
activity that is generated on the site and provides an opportunity to animate the history of the 
GFH by means of a service offering that is entirely relevant to the past uses of the house’s 
formal rooms.  

The food services space is assumed to be fully allocated within the GFH, using the kitchen and 
pantry as food preparation areas and the dining room and sitting room for serving. Operated as 
a family-friendly tea room, we estimate that the well-appointed dining space could 
accommodate 40 patrons. Deck space constructed on the riverside of the building could 
accommodate visitor overflow.  

Table 18 provides the analysis of revenues and expenses for the tea room. 
 
Table 18: Tea Room Detailed Projections 
Detailed Projections Year 1 Year 2 Year 3 Year 4 Year 5 
Total revenue $150,377 $157,896 $165,790 $174,080 $182,784 

            
Cost of sales (direct expenses) $98,349 $100,316 $102,323 $104,369 $106,456 
Operating expenses (indirect 
expenses) $46,292 $47,218 $48,163 $49,126 $50,108 

Labour and commissions $24,641 $25,133 $25,636 $26,149 $26,672 
Amortization and depletion $2,854 $2,911 $2,969 $3,028 $3,089 
Repairs and maintenance $2,245 $2,290 $2,336 $2,382 $2,430 
Utilities and 

telephone/telecommunication $2,786 $2,842 $2,898 $2,956 $3,016 
Rent $7,425 $7,573 $7,725 $7,879 $8,037 
Interest and bank charges $893 $910 $929 $947 $966 
Professional and business fees $1,190 $1,214 $1,238 $1,263 $1,288 
Advertising and promotion $3,449 $3,518 $3,588 $3,660 $3,733 
Insurance $68 $69 $70 $72 $73 
Other expenses $744 $759 $774 $789 $805 

Total expenses $144,642 $147,534 $150,485 $153,495 $156,565 
Net profit/loss $5,735 $10,361 $15,305 $20,585 $26,219 



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 104 

% Profit 4% 7% 9% 12% 14% 
 
If the tea room operated consistently in comparison to those similar businesses in 
Newfoundland and Labrador that are among the average performers for profitability in this 
sector, the operation will turn a modest profit in year 1 and, over time, could achieve a profit 
level of about 14% by keeping net price increases 3% above increases in expenses. 

Within this assessment, the following assumptions are made: 

x The tea room is operational for 123 days each year (e.g., May 15 to September 15), 
although it could be operational longer and serve the local market outside the visitor 
season;  

x It occupies about 1,500 square feet of space, 70% devoted to retail / floor space, and 
30% devoted to kitchen/preparation and storage-related space; 

x Revenues increase at a rate of 5% per annum, through a combination of price escalation 
and achievement of higher sales due to increases in customers/margins; 

x All expenses (fixed and variable) are increased at a rate of 2% per annum;  
x Furniture, and fixtures would be the sole responsibility of the operator or extra; 
x Kitchen fit-ups, furniture, and fixtures would be the responsibility of the operator; 
x From a revenue perspective, operations would be the equivalent of an average per day 

sales of approximately $1,200 per day for each day of operations. From a patron 
perspective, this would be the equivalent of 120 customers spending $10.00 per 
transaction or 240 customers spending an average of $5.00 per day during the season of 
operation. It is anticipated that this service offering will leverage traffic generated within 
the RV park as well as the visitor services offered elsewhere on site; 

x Given the seating capacity, the tea room should be able to gross just under $1,300 per 
day, or approximately $30 per seat, per day; and 

x From a patron perspective, the activity generated would be the equivalent of 80 people 
spending an average of $15 per person, or 40 people spending $30 per person. In the 
context of the potential traffic generated by the VIC, these thresholds are, arguably, 
modest. 

Based on business profile data for food service operations in NL, the operations would 
contribute approximately $9,200 in rent to facility management. 

Facility management may require, as part of the lease, some commitment to local products 
and/or a level of product quality that is in keeping with the target market and the GFH branding. 
Achievement these results are predicated on achieving per seat revenues as noted.  

Tea Room Employment Assumptions and Impacts 
From an employment impact perspective, this aspect of the proposed venture would generate 
about 1.5 full time equivalent positions with total wages and salaries of approximately $30,000 
for its 123 operational days.  
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Approximately 24% of the total expenses are for direct labour. The following table summarizes 
the employment impact associated with the tea room, using an average rate of remuneration of 
$16.00 per hour.  

Table 19: Tea Room Estimated Employment Impacts 
Direct Employment Year 1 Year 2 Year 3 Year 4 Year 5 
Labour and commissions $34,611 $35,303 $36,009 $36,729 $37,464 
Average Wage Per Hour18 $13.00 $13.26 $13.53 $13.80 $14.07 
FTEs 1.33 1.33 1.33 1.33 1.33 
FT-Seasonal Equivalents 5.18 5.18 5.18 5.18 5.18 
 
At an average rate of $13 per hour, year 1 employment would support 1.33 full-time equivalent 
positions (FTE) or up to 5.18 full-time seasonal positions. 

Tea Room Potential Contribution to GFH  
As with other options, the ability of the tea room to contribute to overall GFH operational costs 
is entirely dependent on how renovations and development costs are financed, as well as the 
nature of the agreement with GFH in terms of the future operations. 

The potential for the tea room to contribute revenue to GFH operations is provided in Table 20 
where we estimate net profit and ‘provision to financing’. 

Table 20: Tea Room Estimated Return to GFH  
Estimated Return to GFH  Year 1 Year 2 Year 3 Year 4 Year 5 

Net profit/loss from operation (a) $5,735 $10,361 $15,305 $20,585 $26,219 
Provision for financing (b) $9,210 $9,394 $9,582 $9,773 $9,969 

Estimated Return to GFH  (a + b) $14,945 $19,755 $24,887 $30,359 $36,188 
 
In year 1, we estimate the tea room has the potential to generate $15,000 in revenues for GFH 
operations, and just over $36,000 by year 5.  

Under a directly managed operation, 100% of this would be paid to GFH. Under a contract 
management scenario and / or revenue share and lease arrangement with a third party 
operator, the return to GFH would be reduced to approximately $9,200.  

Craft Beer 
The growth of the craft and artisanal beer sector in recent years has been significant. Consumers 
seek more unique tasting and usually higher cost beer brewed in small batches featuring more 
character and, often, a local story.  
 
The financial model for craft beer production was developed through an examination of SMEs 
operating within the NAICS 312120 – Breweries sector and predicated on small enterprises 
operating within Atlantic Canada. The development of a microbrewery would complement 
proposed activity on the GFH site and provides an opportunity to promote the site to a broader 

                                                           
18 Note that the current general minimum wage in NL is $11.00 per hour. This will increase to $11.25 on 
October 1, 2015. 



Final Report: Grand Falls House Business Case 

    © 2015, Group ATN Consulting Inc.     pg. 106 

audience through retail sales and broader distribution of GFH-branded product beyond the 
town and local environs. 
 
The space to accommodate the operation could be fully allocated within the garage (which 
offers another branding potential: GFH Carriage House Ale, etc.) and / or a new facility.  
 
Table 21 provides the analysis of revenues and expenses for craft beer production and, based on 
the current performance of SMEs in this sector in Atlantic Canada, the potential for success 
potential is encouraging, with a year 1 profit of about 16% in these projections and about 14% 
for the industry average. 
 
Table 21: Craft Beer Detailed Projections 
Detailed Projections Year 1 Year 2 Year 3 Year 4 Year 5 
Capacity (hectoliters) 500 500 500 500 500 
Liters 50,000 52,500 55,125 57,881 60,775 
Rate per liter $3.00 $3.09 $3.18 $3.28 $3.38 
Total revenue $150,000 $162,225 $175,446 $189,745 $205,209 
       
Cost of sales (direct expenses) $67,091 $68,433 $69,802 $71,198 $72,622 

Revenue per liter of production $3.00 $3.09 $3.18 $3.28 $3.38 
      
Operating expenses (indirect expenses) $59,587 $60,779 $61,995 $63,234 $64,499 

Labour and commissions $27,882 $28,440 $29,009 $29,589 $30,181 
Amortization and depletion $4,561 $4,652 $4,745 $4,840 $4,937 
Repairs and maintenance $1,208 $1,232 $1,256 $1,282 $1,307 
Utilities and 
telephone/telecommunication $950 $969 $988 $1,008 $1,028 
Rent $5,300 $5,406 $5,514 $5,624 $5,737 
Interest and bank charges $1,688 $1,722 $1,757 $1,792 $1,828 
Professional and business fees $2,826 $2,882 $2,940 $2,999 $3,059 
Advertising and promotion $6,531 $6,662 $6,795 $6,931 $7,069 
Insurance $879 $897 $915 $933 $952 
Other expenses $7,762 $7,917 $8,076 $8,237 $8,402 

Total expenses $126,679 $129,212 $131,796 $134,432 $137,121 
Net profit/loss $23,321 $33,013 $43,650 $55,313 $68,088 
% Profit 16% 20% 25% 29% 33% 
 
Beginning with a production of about 500 hectoliters, a microbrewery operating consistently 
with those comparable businesses in Atlantic Canada (that are among the average performers 
for profitability in this sector), the operation will turn a significant profit in year 1 and, over time, 
could achieve a profit level of about 14% by keeping net price increases 1% above increases in 
expenses. 

Within this assessment, the following assumptions are made: 

x The microbrewery is operational year round;  
x It occupies about 1,500 square feet of space; 
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x Revenues increase at a rate of 3% per annum, through a combination of price escalation 
and achievement of higher sales due to increases in customers/margins; 

x All expenses (fixed and variable) are increased at a rate of 2% per annum; and  
x Capital costs, which can be between $250,000 and $500,000 for a capacity of this level, 

are financed within the operation. 

Craft Beer Employment Assumptions and Impacts 
From an employment impact perspective, the craft beer initiative would generate about 1.5 full 
time equivalent positions with total wages and salaries of approximately $38,000 per .  
 
Approximately 31% of the total expenses are for direct labour. The following table summarizes 
the employment impact associated with the proposed microbrewery operation, using an 
average rate of remuneration of $16.00 per hour.  
 
Table 22: Craft Beer Estimated Employment Impacts 
Direct Employment Year 1 Year 2 Year 3 Year 4 Year 5 
Wages $38,107 $38,869 $39,646 $40,439 $41,248 
Average Wage Per Hour19 $16.00 $16.32 $16.65 $16.98 $17.32 
FTEs                1.19                 1.19                 1.19                 1.19                 1.19  
 
At an average rate of $16 per hour, year 1 employment would support 1.19 full-time equivalent 
positions (FTE). 

Craft Beer Potential Contribution to GFH  
As with other options, the capacity of the microbrewery to contribute to overall GFH operations 
is dependent on how renovations and development costs are financed, and the nature of the 
agreement with GFH in terms of future operations. 

The potential for the brew operation to contribute revenue to GFH is provided in Table 26 
where we estimate net profit and ‘provision to financing’. 

Table 23: Craft Beer Estimated Return to GFH  
Estimated Return to GFH  Year 1 Year 2 Year 3 Year 4 Year 5 

Net profit/loss from operation (a) $23,321 $33,013 $43,650 $55,313 $68,088 
Provision for financing (b) $9,861 $10,058 $10,259 $10,464 $10,674 

Estimated Return to GFH  (a + b) $33,182 $43,071 $53,909 $65,777 $78,762 
 
In year 1, we estimate that craft beer has the potential to generate $33,000 in revenues for GFH 
operations, and just over $78,000 by year 5.  

Under a directly managed operation, 100% of this would be paid to GFH. Under a contract 
management scenario and or revenue share and lease arrangement with a third party operator, 
the return to GFH would be reduced to approximately $9,900.  

                                                           
19 Note that the current general minimum wage in NL is $11.00 per hour. This will increase to $11.25 on 
October 1, 2015. 
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Moving forward with the development of the craft beer / microbrewery would include a market 
study that would identify, within the local market, the awareness of and current/potential 
consumption of microbrew options within the region. This information would help decision 
makers identify the operation’s correct initial production. Food service establishments in St. 
John’s and elsewhere in the region may provide additional market opportunities going forward.  

 


