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Trails for All Business Plan

Executive Summary:

Our company, Trails for All was developed around the idea that outdoor recreation is a
necessity and not just a need. The product that we developed is a mobile application/
website that is primarily focused on assisting the disabled community have better access
to hiking trails and was intended to fill the void that currently exists in the market

We are seeking $5,000,000 of seed funding with a total cash requirement of $18,000,000
for the initial development and first three years of operation.

The Need: “People with disabilities who want to enjoy a stress-free hiking experience need
a way to access hiking trails easily in order to be more independent and confident
outdoors”

The Product: Trails for All is a hiking application/website that has all the essential
elements required to make trails more accessible to the disabled community. Trail
information in hiking apps such as AllTrails or Gaia GPS is limited to trail length, elevation
gain, the time required, etc. With Trails for All, the user gets access to information such as
difficulty level for a disabled person, type of terrain (paved, stony, etc), sun exposure, etc.
These features give us an advantage over our competitors and would attract more users.

The Strategy: We plan to develop a beta version using the seed funding and do a local
release in a particular locality. This would help us to incorporate user feedback into future
versions more effectively. Further, we would be launching an improved version across the
nation in the last quarter of 2024, which would be a fully-fledged website that has all the
listed features.

Copyrights will be acquired for all the text and media on the website, and the code for the
mobile applications. Trails for All will have a free version containing advertisements, and a
premium version without ads for which a user must pay $14.99 annually.

The Team: We are four students, Kyra Anderson, Anna Lugthart, Anil Karathra, and India
Johnson, from the University of Colorado Boulder who came together around a common
passion of making outdoor recreation accessible to the disabled community.
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Background:

Common sources of information for trails––maps, online services, apps, etc.––provide
broad-level information for the average hiker. People with disabilities, however, often
require additional information these sources lack. Sun exposure, proximity and
accessibility of parking, and specifics of trail surfaces were all brought up in user
interviews.

Reviews can also provide useful information for people as they prepare to hike a trail. For
people with disabilities, seeing reviews from someone with a similar level of ability is of
particular value. Since disabilities come in many forms, it is important that hikers are able
to find the information most pertinent to their needs.

Navigating sources of information for trails can be a hurdle in and of itself. For example,
some people require inverted colors, larger fonts, or text to speech.  Being able to easily
access information in a variety of formats is crucial.

Though many existing services meet one or more of these criteria, we have yet to find one
that accomplishes them all. Since trails provide recreation, exercise, mental clarity, and a
sense of adventure, we strongly believe everyone is entitled to these experiences. However,
without reliable sources of accessibility-oriented trail information, many people with
disabilities opt to stay indoors.

These factors all led to our need statement: “People with disabilities who want to enjoy a
stress-free hiking experience need a way to access hiking trails easily in order to be more
independent and confident outdoors”.

Product:

Initial brainstorming led our group towards searching for a common theme or passion that
the team shared. Quickly, we landed on sport and recreation. We wanted to challenge
ourselves by working on a product with a target audience that is often excluded or
exploited by the outdoors.

In the ideation process, we decided to help people with disabilities and interviewed them
to determine their needs. Based on their needs of difficulty navigating rough terrain,
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seeking independence and enjoyment, and striving to stay safe outdoors, we created
several pretotypes to test which one would be the most beneficial for them. The pretotypes
created and tested with our users were an app/website to help them access trails, a tread
for wheelchairs that can go over rough terrain, a kayak crane to help then get into and out
of kayaks, and a VR Oculus simulation for hiking. Based on their feedback, the majority of
users felt the app/website was most useful.

This led us to the prototyping gate of fine tuning the app/website’s contents and usability.
Small details such as icons, color options, font, audio controls, image displays and other
miscellaneous details that are often overlooked when it comes to digital components for
people with disabilities, so we asked our users' for feedback and tailored our final
app/website to their preferences.

Through the iterations above, we landed on a digital application that allows users to
discover trails and local parks that may offer those who are handicapped an opportunity to
explore the outdoors. Our website called Trails for All, is a site intended to help people with
disabilities easily access hiking trails. Our group is passionate about making sure that
anyone who wants to, is able to enjoy the outdoors. Our mission is to make hiking a fun,
relaxing activity to partake in by using our site.

Much of getting to where we are now with Trails for All is due to our users and user
feedback. Throughout the product design process our group was fortunate enough to
make close relations with many of our target users. Spending much of our time
interviewing, surveying, and sharing intimate stories about their experience as someone
with a disability, we were able to get a more fulfilled image of what our product would look
like from ideation to concept and now prototype. Ultimately, our group valued their
guidance with the hope of achieving the ultimate goal of delighting our users at the end of
all of this!

Market Analysis:

Addressable Market:

Our project is focused on making the outdoors more accessible to the disabled community.
We intend to fulfill this goal through a unique hiking app/website that prioritizes
accessible trails and other outdoor recreational activities.
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Hiking is one of the most popular outdoor activities in the United States, with a steady
increase in the number of participants since 2007 as seen in Figure 1. The number of
people who went hiking in 2019 was close to 49.6 million, which accounts for 16.4% of the
country’s population. The statistics show an increase of nearly 17 million from 2007 when
only 10.4% (32.5 million people) of the population went on a hike. Further, the two main
causes for this increase were stated as a growing awareness of local hiking routes and
increased accessibility with better waymarking and infrastructure. Such rapid growth
would not have occurred without the advancements that have happened in the technology
field which has helped in mapping numerous trails and making them known to hikers.

Figure 1: Growth of Hikers in the United States [Source: travelness.com]

Another factor to consider is the number of disabled people in the country. According to
the Centers for Disease Control and Prevention (CDC), 13.7% (45.47 million people) of the
US population have a disability related to mobility as seen in Figure 2. This number will
increase at a constant rate based on historical statistics. Outdoor recreation for this
community is important since it can enhance their mental and physical health. Besides
being active, it helps in instilling a sense of inclusivity for these people.
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Figure 2: Breakdown of People with Disabilities Who Would Potentially Go Hiking  [Source:
CDC]

Market Dynamics:

There are currently multiple hiking applications and websites in the market, which can be
downloaded from the App Store, Play Store, or accessed through any web browser. Most of
these applications have a free version which may have pop-up advertisements or limit
certain features, and a premium version which the users can access by paying a
subscription fee.

The market for our product includes disabled persons, as well as hikers. According to our
research, one-third of the US population falls into either one or both groups. Hence, we are
addressing a market of approximately 100 million adults (over the age of 18).

Even though the growth of hiking apps is difficult to predict, the recent success of AllTrails,
the hiking app with the largest market share, shows an evident demand for similar
products. AllTrails in 2020, surpassed the 1 million mark in terms of premium users and
reported year-over-year growth of 36% in the number of active monthly users globally.

The number of hikers has an average growth rate of approximately 5.4% year-over-year
based on past statistics, whereas the number of people with disabilities increases at a
relatively lower rate of 0.1%, thanks to advancements in the medical field.
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As Trails for All begins to penetrate the market, it should not fundamentally change it.
However, it should slightly change the hiking market to create a more inclusive
community that can better accommodate non-able bodied people.

Competitive Analysis

The most used hiking app/ website is AllTrails with more than 1 million paid users.
Further, AllTrails is used by approximately 35% of the global hiking population which
makes them our biggest competitor. Other commonly used hiking apps/websites include
but are not limited to Gaia GPS, Spyglass, Avenza Maps, etc.

Although all these apps/ websites that are currently available are incredibly helpful in
finding trails and tracking hikes, they offer minimal or no support for the disabled
community. Our product aims to fill this void by prioritizing accessible trails, while also
catering to the needs of the general hiking population. Such a feature gives us a unique
advantage over our competitors by attracting not just hikers but also disabled people who
want to enjoy the outdoors.

Intellectual Property:

Closest Intellectual Property:

There were various websites that did attempt to create a place where people with
disabilities could find local trails that had ample accessibility information. The site closest
to our product is called Access Recreation. It is a Portland, Oregon based website that
provides information about local hiking trails and outdoor facilities for people with
disabilities. They developed their own guidelines to follow for trail accessibility and go into
great detail for each trail page. On each specific trail page, they have an in-depth
description of what the trail is, a map of the trail or park, photos of the trail and the terrain,
photos and descriptions on  how  to access the trail, and amenities that are available at the
trail. They also include video descriptions on some of their trail pages. Additionally, they
did have a copyright that terminated in 2021.

Intellectual Property Workaround and Strategy:

What sets us apart from Access Recreation and other similar websites is that our site is
much more user friendly and navigable. Access Recreation has a lot of words describing
the trails, but no icons to quickly tell if the trail is accessible or not. Additionally, they do
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not have a reviews section and people using the site are not able to filter trails by their
specific disabilities.

Trails for All will have search bars on each page to make everything easy to find. The site
will also allow users to filter out trails that are tailored to their preference.  The site will
have less text, and more icons that make the information on the site more digestible and
easier to scan through quickly. There will also be a review section that can auto-populate
from our users’ reviews and can be filtered by specific disabilities or key words. To protect
our own intellectual property, we plan to create a copyright for our website so others
cannot use our design or layout.

Operating Plan:

Milestones:

In order to get to market, we need to accomplish several things.

Our first step, which we’ve already completed, is to create a proof of concept website based
on multiple iterations of user feedback. This website does not need to be fully functional,
but instead should demonstrate what we aim to achieve with our product and how we want
it to look. Important features at this step include layout, styling, fonts, and icons. It should
also include the visual elements of any key interactive website mechanics, like review
submission.

Once we and our users are satisfied with this initial version, we’ll need to develop a fully
functional website. Building on our previous prototypes and user interviews, we’ll
synthesize a polished, original site using HTML, CSS, and JavaScript. All of the
non-functional features from the proof of concept website should now work. Additional
features may include a search bar, accounts, and the ability for users to suggest new trails.

As we approach launch, we’ll need to copyright our website, incorporate, and hire a lawyer.
We’ll need to purchase a domain name and adequate server space. As more trails, reviews,
and photos get added to the site we’ll need to continue purchasing server space to ensure
we can store new information and keep the site running fast.

We’ll also need to expand our team. At first these people can work remotely, but as the
website grows we’ll need to purchase office space, computers, and other equipment to
keep operations running.
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Finally, we need to establish revenue streams for our site, including ads, subscriptions,
and merchandise. These will give us the ability to pay for server space and expand our site
to other regions.

Development Approach:

We aim to start with a limited, local rollout and scale up over time. This offers several
benefits. Firstly, it allows us to start out with a small, manageable user pool. We can use
this time to gauge user interest, work out the kinks, and improve our site. Boulder would
be an ideal location to start as it has a wide variety of trails and potential users.

Secondly, it allows us to maintain more ownership over the company. We can use revenue
from ads, subscriptions, and merchandise sales to grow, limiting our need to take out
loans or sell ownership.

Our plan is to spend the first year fundraising, developing the site, and testing with a small
team. In the back half of the year, we’ll also begin marketing and scaling up our team. The
second year, we’ll roll out our product at a local scale and use feedback from users to
improve our site. We’ll also continue fundraising and marketing. As we approach the end
of the year we’ll further expand our team. The third year and beyond, we’ll continue
expanding our site and team, branching out to other parts of Colorado, then the rest of the
country. We will continue marketing throughout. The full three year plan can be seen in
the Gantt Chart in Figure 3 below.
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Figure 3: Gantt Chart for Operating Plan

Financial Analysis:

Operating Plan:
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Revenue Model:

COS Analysis:
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Opex Analysis:
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Income Statement:

Cash Requirements:
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Team:

Our Team:

The following is our team’s current members:

Kyra Anderson is a senior in Mechanical Engineering and has experience with design and
development. She is passionate about spending time outdoors and staying active.
Additionally she loves to cook, swim, and travel in her free time.

Anil Karathra is a first year graduate student in Mechanical Engineering student who has
experience in mechanical product design and development. He received his B-tech in
Mechanical Enginering from A.P.J Abdul Kalam Technological Univeristy in Kerala, India
and has previously worked as Design Engineer for a start-up organizaition. Apart from his
professional career, he loves to play soccer, bike and is also an amateur singer and
guitarist.

Anna Lugthart is a first year graduate student in Mechanical Engineering, an amateur
coder, and a lover of the outdoors. She received her BS in Mechanical Engineering at
Northwestern University and has worked a year and a half in industry. In her free time, she
enjoys hiking, camping, and trying her hand at any new skill she can.

India Johnson is a second year graduate student in ATLAS Creative Technology & Design
Program. Her previous education including a Bachelor’s degree from Michigan State was
focused on Textile and Fashion Design. Away from her studies, she’s a part of the
University of Colorado Women’s Cross Country & Track team, an avid outdoor enthusiast,
and cat lover.

Team Development:

As the team begins to expand, future roles will fit into 4 departments: Development, Sales,
Marketing, and Administration.
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As we approach our initial launch, we’ll need to fill several new positions. In Development,
we’ll need a small team of software developers to expand and improve our website. In
Sales, we’ll need an accountant. In Marketing, we’ll need to hire someone to advertise our
site. In Administration, we’ll need a chief executive officer (CEO). At this stage, the role of
CEO will likely be filled by someone on our team. We will also temporarily need a small
team to gather sample trail data and people to test our software before releasing it to the
public.

As the website grows we’ll need to add more positions. In Development, we’ll expand our
team of software developers. In Sales, we’ll hire customer service personnel. We may also
hire more accountants if necessary. In Marketing, we’ll hire more people to form an
advertising team. In Administration, we will hire a chief financial officer (CFO) and chief
operating officer (COO). As any other needs become evident, we’ll expand our team to
accommodate.
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