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Tourism White Paper
A strategic framework for connecting Labl’s rural production platform, Sagalla Hill,
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economy.
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Planning status. This paper describes a proposed phased visitor programme. Activities, routes, dates, capacities, partners and prices remain
subject to community agreements, current access, due diligence, licences, insurance, safety assessment, financing and applicable law.
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Executive summary
Labl Group East Africa is building a local-to-global system linking regenerative agriculture, responsible fashion

production, rural enterprise, digital traceability, circularity and market access. Its initial six-acre operating base at

Sagalla in Voi creates an additional opportunity: carefully designed tourism that lets brands, students, researchers,

partners and travellers understand how products, people and landscapes connect.

The Business Plan establishes community-based production, local skills development, sustainability education,

visitor handling and a rural facility capable of supporting wider enterprise. The Strategic Plan adds the ambition to

create meaningful connections in which people can visit and meet makers. This white paper converts those strategic

ideas into an implementable tourism model.

The proposal combines scheduled facility visits, locally guided hiking on Sagalla Hill, regenerative farm

demonstrations, living-heritage learning, local meals, community enterprise and optional links to the wider Tsavo

itinerary. It is not mass tourism. It is a low-volume, high-learning model whose legitimacy depends on consent, fair

local payment, visitor safety, environmental discipline and measurable community benefit.

The central proposition
A place-based learning journey where a visitor can see how a responsible garment is

imagined, sourced, made, traced, cared for and returned—while understanding the rural

landscape, culture, livelihoods and enterprise system surrounding its production.

For visitors: an authentic, structured and educational addition to Coast–Voi–Tsavo travel. For brands: direct

understanding of production capability, materials, people and evidence. For communities: diversified income and

enterprise routes. For Labl: trust, market development, product education and stronger local relationships. For
research and education: a living laboratory connecting land, production, circularity and rural development.
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1. Strategic foundation
The tourism model is not separate from Labl’s core strategy. It supports six existing priorities: community-based

manufacturing; customer and partner connection; skills and education; rural economic opportunity; transparent

production; and circular product stewardship.

Business Plan alignment

The Labl Fashion Kenya Business Plan describes production facilities rooted in rural communities, recruitment and

training of local designers and artisans, sustainability education, community engagement, customer visits, events

and visitor-handling roles. Tourism adds a controlled public-facing layer to these capabilities without displacing

production.

Strategic Plan alignment

The Strategic Plan frames Labl as a connected local value chain and a community of collaborating entrepreneurs.

Its aspiration to cultivate meaningful connections explicitly envisages people visiting and meeting makers. Tourism

also supports strategic objectives on community empowerment, market development, research, education and

transparent storytelling.

Two-arm operating model

Labl Fashion LTD leads facility access, garment-production interpretation, showroom and order-related

engagement. Labl Farms LTD leads regenerative demonstrations, farm visits and all organic or regenerative

agricultural research. LABL GROUP EAST AFRICA LTD coordinates the visitor proposition, partnerships,

standards, marketing, safeguards and group-wide evidence.

The rural landscape viewed from Sagalla Hill. The site’s value lies in the relationship between facility, hill, farms, settlements and the wider
Tsavo ecosystem.
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2. Why Sagalla and Voi
Sagalla provides a strong place-based tourism foundation. The facility sits at the foot of Sagalla Hill near Voi, a

transport and service centre on the Nairobi–Mombasa corridor and an important gateway into the Tsavo landscape.

The setting brings together rural settlement, smallholder farming, dryland ecology, heritage, production and access

to established tourism flows.

Why a rural location matters

Rural production can place employment and enterprise closer to where people live, reduce pressure to migrate

solely for work, support local suppliers and create stronger links between raw materials, skills and final products. A

visitor programme makes those relationships visible and can direct additional spending toward guides, cooks,

growers, artisans, transport providers, accommodation workers and community groups.

The role of Sagalla Hill

The hill is more than scenery. A guided walk can interpret terrain, water, farm systems, forest patches, plants,

settlement, local knowledge and human–wildlife coexistence. The programme must avoid presenting the hill as

unrestricted public space: routes, land access, guide roles, carrying capacity and sensitive sites require local

agreement.

Heritage and the old church

The Rev. Wray Memorial Museum at Teri occupies the former St Mark’s Church. Kenya News Agency records that

the church originated in the 1890s and was later converted into a museum in 2006. Any visit must be arranged with

current custodians and should centre local interpretation rather than a simplified external narrative.

The Tsavo connection

Kenya Wildlife Service manages Tsavo East and Tsavo West National Parks. Taita Taveta’s wider landscape

includes community and private conservancies and ranches. Labl’s programme can complement—but must not

imply ownership of or guaranteed access to—these separately governed destinations.
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3. Experience portfolio
The product is modular so that a school group, brand team, researcher, donor, family or tour group can receive an

experience suited to its purpose and time. Every confirmed itinerary states inclusions, exclusions, accessibility, host

arrangements and safety requirements.

Facility and maker journey

Orientation to Labl’s social-enterprise model; responsible sourcing; design and sampling; cutting, sewing and

finishing; quality control; traceability; orders; product care; circular return, reuse and repurposing. Restricted

production areas and customer information remain protected.

Sagalla Hill hiking

A locally guided route selected for current access, terrain, weather, group fitness and time. Interpretation may cover

farms, water, biodiversity, viewpoints, settlement, heritage and coexistence. There is no unsupported self-guided

climb under the Labl programme.

Regenerative learning

Labl Farms-led demonstrations of soil cover, composting, crop diversity, agroforestry, water stewardship, farmer

observation and research design. Claims are presented as practices, trials or measured results—not assumed

impact.

Community-hosted learning

Voluntary and paid participation by local hosts, farmers, artisans, cooks, self-help groups and enterprises. Activities

can include food, farming, language, craft, oral history and livelihood change, subject to cultural and privacy

boundaries.

Heritage visit

A custodian-approved visit to the Rev. Wray Memorial Museum/former St Mark’s Church and other locally approved

heritage points. The programme respects opening conditions, entry fees, photography rules and conservation

needs.

Residential programmes

The property has a house capable of hosting up to ten people. Residential learning, meals and accommodation

begin only after applicable tourism, public-health, food, fire, insurance, staffing and quality requirements are met.

Research and education

Field schools, university modules, brand immersions, teacher programmes, design challenges and interdisciplinary

study spanning regenerative agriculture, textiles, circularity, digital traceability, wildlife coexistence and rural

enterprise.

Market and product experience

A controlled showroom and product-story layer through which visitors can understand specifications, materials,

quality, provenance and circular care, with purchases recorded through appropriate commercial systems.
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4. Sagalla Hill hiking framework
Hiking is a central requested component and must be designed as a managed activity. Before launch, Labl should

work with local guides, landholders, community representatives and relevant authorities to define approved routes

and conditions.

Stage Required controls

Route development Landholder permission; route mapping; terrain and seasonal hazards; sensitive-site exclusions; rest and evacuation points.

Visitor qualification Fitness and mobility questions; age guidance; medical disclosure; footwear, clothing and water requirements.

Go/no-go decision Weather, heat, visibility, wildlife or security alerts, guide availability and group capacity.

On-trail operation Lead and sweep roles; headcounts; communication; pace; interpretation; waste and photography controls.

Emergency readiness First aid; emergency contacts; incident location method; transport and referral procedure; incident reporting.

Post-walk review Hazards, near misses, visitor feedback, guide feedback and route maintenance actions.

Interpretation themes

Landscape formation and views; water and dryland farming; crop diversity and regenerative practice; native plants

and forest patches; settlement and livelihoods; Sagalla language and heritage where hosts choose to share;

human–elephant coexistence; changes in climate and land use; connections between rural production and global

consumption.

Accessibility

Not every visitor can undertake a hill route. The programme should offer a seated landscape briefing, facility

module, short accessible farm walk, visual interpretation and remote or digital content as alternatives. Accessibility

information must be specific, not generic.



LABL GROUP EAST AFRICA LTD • Tourism at Sagalla • July 2026 Page 7

5. Parks, conservancies and community ranches
The facility is part of a wider destination system. Kenya Wildlife Service identifies Tsavo East and Tsavo West as

major protected areas. The Taita Taveta Wildlife Conservancies Association describes a network of more than thirty

ranches and conservancies within the greater Tsavo ecosystem and its wildlife dispersal and migratory corridors.

Potential itinerary connections

Depending on current operations and licensed-partner arrangements, a wider itinerary may consider Tsavo East

National Park, Tsavo West National Park, LUMO Community Wildlife Sanctuary, Rukinga, Taita Hills Wildlife

Sanctuary, Ngutuni, Ndara and other participating ranches or conservancies. Sagalla Ranch is part of the local

ranch landscape.

Truthful representation

The website and itinerary must clearly distinguish: Labl-owned experiences; community-hosted experiences;

partner-delivered activities; and independent destinations. No park, ranch or conservancy should be described as

surrounding, partnered or bookable through Labl unless that status is current and documented.

Conservation and coexistence

Visitor learning can explore wildlife corridors, farm protection, elephant coexistence, biodiversity and community

conservation. Any conservation contribution should be traceable to a named activity or institution, with evidence on

how funds are used.

No guaranteed wildlife

Wildlife is mobile and conditions change. Marketing should never guarantee a sighting. Safety instructions from

competent authorities, guides, conservancies and park staff always override itinerary expectations.

Regenerative and responsible production offers a complementary learning experience to the established wildlife itinerary.
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6. Community enterprise and shared value
Tourism is useful only if value is distributed fairly and participation remains voluntary. Labl should develop a

community-host register and service catalogue covering guiding, food, farms, crafts, transport, accommodation

support, interpretation, events, repair and upcycling.

Enterprise routes

Women and youth: food, guiding support, interpretation, digital content, craft, repair and event services. Self-help
groups: collective delivery, savings, production standards and transparent rotations. SACCO pathways: voluntary

savings, financial education and suitable member services under independently governed and legally compliant

structures. Farmers: paid demonstrations, produce supply and learning services. Artisans: products,

demonstrations and collaborative design. Local businesses: transport, maintenance, waste, food and hospitality

inputs.

Benefit-sharing controls

Publish or agree rates before sale; separate visitor price from host payment; pay promptly through auditable

methods; disclose commissions; prevent double charging; record complaints; rotate opportunities transparently

where appropriate; and monitor whether women, youth and smaller enterprises actually participate.

Measure Illustrative evidence

Local retention Share of visitor expenditure paid to local hosts, guides, suppliers and enterprises.

Participation Number and diversity of paid local participants; repeat participation; new entrants.

Payment quality Time from service to payment; disputed payments; rate transparency.

Host experience Satisfaction, workload, consent, complaints and desire to continue.

Enterprise growth New services, repeat demand, quality improvement, savings and investment.

Community acceptance Concerns raised, remedies completed, activity changes and advisory feedback.
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7. Market and visitor strategy
The tourism offer should grow through qualified relationships rather than high-volume promotion. Initial audiences

are those for whom Labl’s core system is already relevant.

Priority audiences

Small and medium fashion brands; buyers and designers; universities and technical institutes; schools and youth

programmes; researchers; development and donor partners; responsible-tourism operators; conservation and

heritage institutions; diaspora and domestic learning travellers; and international visitors combining Coast and

Tsavo itineraries.

Route to market

Direct: website enquiry, brand relationship, research partnership and institutional programme. Partner: licensed

tour operators, accommodation partners, destination organisations and learning providers. Event: open days,

design residencies, field schools and approved community events. Digital: advance orientation, downloadable

learning materials and post-visit traceability.

Booking qualification

Every enquiry should capture group size, visitor type, purpose, dates, language, accessibility, dietary needs, desired

modules, transport, wider itinerary, safeguarding needs and photography intentions. Labl confirms only activities

that are operationally ready.

Pricing principles

Prices should cover direct delivery, host and guide payments, transport where included, food, maintenance,

administration, insurance, taxes, conservation or heritage fees where applicable, contingency and reinvestment.

Community payments should not be treated as optional tips.

Brand promise

Marketing should be precise: a working rural value-chain experience, not a theme park; community-hosted learning,

not access to private life; guided hiking, not unrestricted mountain access; and independent Tsavo extensions, not

Labl-owned wildlife products.
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8. Visitor journey and operating model
Journey stage Visitor experience Operational evidence

Discover Clear purpose, modules, access limits, travel context and responsible-visitor standard.Current website, itinerary catalogue, terms and accessibility notes.

Enquire Group profile, dates, interests and support needs. Enquiry record and privacy notice.

Qualify Capacity, route, hosts, production, transport and permissions checked.Internal checklist and named decision owner.

Confirm Written itinerary, price, inclusions, exclusions, cancellation and emergency details.Booking confirmation and payment record.

Prepare Visitor briefing; host schedule; route/weather check; food and transport confirmation.Go/no-go and readiness records.

Deliver Welcome, safety, guided modules, headcounts and respectful interaction.Attendance, incident and host-delivery records.

Close Feedback, host payment, complaint route, learning resources and responsible purchase.Feedback, payment and corrective-action records.

Illustrative full day

08:00 arrival, consent and safety; 08:30 guided Sagalla Hill route; 11:30 local meal and host dialogue; 13:00 Labl

Farms demonstration and farm-to-fashion facility visit; 15:30 circularity, product learning and feedback; 16:30

departure. The actual programme changes with heat, rain, route, production and host readiness.

Service roles

Tourism programme lead; facility host; Labl Farms interpreter; local hiking lead and sweep; community-host

coordinator; food-service lead; driver or licensed transport partner; first-aid responsible person; safeguarding focal

person; booking and finance support; and an incident escalation owner.
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9. Safeguards, privacy and ethical storytelling
Tourism creates risks when visitors, cameras and money enter community spaces. Safeguards are part of product

quality, not an administrative appendix.

Consent and withdrawal

Participation is free and informed. Hosts can decline an activity or photograph without losing unrelated opportunities.

Consent to visit is separate from consent to photograph or publish.

Children and vulnerable people

No child is used as an attraction. Programmes involving children require a defined educational purpose, responsible

adults, permissions and a safeguarding protocol.

Photography and data protection

Identifiable images require specific permission and purpose limitation. Labl should retain consent evidence, respond

to withdrawal where legally applicable and avoid publishing sensitive personal or precise-location data.

Cultural integrity

Hosts decide what knowledge, language, food, sites and stories may be shared. Sacred, private, contested or

commercially sensitive knowledge is excluded unless custodians explicitly approve.

Labour and dignity

Community participation is paid work or an agreed community contribution—not unpaid performance. Rates, time,

expectations and cancellation terms are clear.

Environmental discipline

Group sizes, path use, water, waste, food sourcing, vehicle movement and biosecurity are monitored. Tourism does

not compromise production, farms or local water access.

Privacy-safe website imagery

The website uses face-free documentary photographs or privacy-preserving images in which identifiable people

have been replaced. This does not remove the need for consent in future photography; it demonstrates a more

cautious public-media standard.
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10. Legal, licensing and risk-readiness framework
The exact licence set depends on the services Labl ultimately provides. The Tourism Regulatory Authority classifies

tourism enterprises including accommodation, food and beverage, safari or excursion operators and nature-based

facilities. Labl should obtain Kenyan legal and tourism-licensing advice before accepting public bookings.

Area Readiness action

Tourism regulation Confirm the applicable Tourism Regulatory Authority licence class or use a properly licensed partner for regulated services.

County approvals Confirm business, public-health, food, fire, signage, building and any accommodation requirements.

Environment and land Assess route access, waste, water, sanitation, landholder permissions and any environmental approvals.

Parks and conservancies Use current KWS and destination rules, fees, operators and permissions; do not bundle access without agreements.

Transport Use vehicles, drivers and operators with appropriate licences and insurance for the service offered.

Employment and guiding Document roles, competence, contracts, working conditions, training and guide responsibilities.

Health and safety Risk assessments, first aid, emergency plan, food safety, fire controls, incident reporting and public-liability cover.

Data and media Privacy notices, data minimisation, consent records, retention, access controls and media-release rules.

Consumer protection Accurate descriptions, prices, inclusions, cancellation terms, complaints and refunds.

Heritage Current custodian permission and relevant heritage-conservation requirements for promoted sites.

This framework is a planning aid and not legal advice.
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11. Partnership opportunities
The Tourism programme is designed for collaboration, but every partner requires a defined role, deliverable,

safeguard, decision right and reporting route.

Community and heritage

Sagalla guides, host households or enterprises, self-help groups, artisans, farmers, cultural custodians, the Rev.

Wray Memorial Museum custodians and local institutions can co-design experiences, interpretation and benefit

mechanisms.

Tourism and conservation

Licensed tour operators, accommodation providers, Kenya Wildlife Service, TTWCA members and individual

conservancies can help create accurate, separately governed destination links, guide standards, conservation

education and responsible itineraries.

Research and education

Universities, TVETs, schools and research organisations can develop field courses on regenerative farming, design,

textiles, circularity, digital traceability, biodiversity, wildlife coexistence, community enterprise and visitor-impact

measurement.

Development and funding

Donors and social investors can support host training, accessibility, trail safety, heritage interpretation, equipment,

water and sanitation, community enterprise, digital booking, safeguards and monitoring. Funds should be

milestone-based and transparently reported.

Commercial partners

Fashion brands can sponsor learning programmes, visit production responsibly, support circularity demonstrations

and fund community projects without purchasing control over community stories.

Partnership test

A partner is suitable when the collaboration creates a clear visitor or community outcome; respects Labl’s two-arm

operating model; has appropriate legal capacity; accepts safeguarding and data standards; provides evidence; and

does not create misleading environmental or social claims.
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12. Implementation roadmap
Phase Priority actions Release gate

1. Co-design Stakeholder map; community consultations; route and heritage mapping; market interviews; service catalogue; risk register.Documented interest, concerns, access assumptions and accountable owners.

2. Prepare Licensing advice; safety assessments; insurance; guide and host training; pricing; contracts; food and fire controls; privacy and safeguarding.All mandatory controls and minimum viable team approved.

3. Pilot Invited brand, research and education groups; test itineraries, route, interpretation, payments, accessibility and emergency drills.Pilot evidence and corrective actions completed.

4. Controlled launch Publish confirmed modules; qualify bookings; cap groups; monitor hosts, visitor learning, incidents, waste and water.Stable delivery and acceptable community feedback.

5. Partnership expansion Licensed operator packages; heritage and conservation links; residential programmes; repeat institutional products.Separate agreements, capacity and proven economics.

6. Continuous improvementAnnual review; host forum; route maintenance; updated legal register; impact report and product refresh.Board or management approval for continued or expanded operation.

Indicative success measures

Confirmed experiences; paid local hosts and enterprises; share of visitor spend retained locally; women and youth

participation; host satisfaction; visitor learning; brand or institutional repeat visits; hiking incidents and near misses;

complaints resolved; water and waste per visitor; locally procured meals and services; heritage or conservation

contributions; and corrective actions completed.
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13. Conclusion
Tourism at Sagalla can make Labl’s strategy tangible. A visitor can encounter the physical distance between field

and garment, the skills behind production, the practical meaning of traceability and circularity, and the rural

communities and landscapes in which value is created.

Its success will not be measured by visitor numbers alone. The stronger test is whether the programme improves

understanding, creates dignified and fairly paid local opportunities, protects community choice, strengthens Labl’s

customer and research relationships, respects the Sagalla landscape and complements—not exploits—the wider

Tsavo destination.

The next step is controlled co-design: confirm community interest, approved hiking routes, heritage-custodian

arrangements, licensing requirements, partner roles, pricing, host standards and the minimum safe pilot. Promotion

should follow readiness, not precede it.
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