Business Case Study

Ontario Tourism Marketing Partnership Corporation (OTMPC)

Marketing

Ontario, Canada is a place wealthy with tourism destinations.  With outdoor adventures, sightseeing, shopping, attractions, and great dining, Ontario appeals to a broad spectrum of potential visitors.  However, as tourism to Ontario saw only small expansion as the 21st century approached, it was time to encourage visitors to discover the diverse and dynamic country that is part of Canada’s rich history.  That’s where the OTMPC came in to play.  

The OTMPC is the place where public lands and private businesses meet with the travel consumer.  It is OTMPC’s mandate to market Ontario as a bright and shining destination for both previous and new travellers.  And through their efforts, Ontario will be, as their adopted slogan states, “Yours to Discover!”

Company Background

Government Formation

In April of 1999, the OTMPC was formed under the Development Corporation Act as part of the Province’s goal to assist the development and diversification of industry in Ontario.  The OTMPC was placed under the operation of the Operational Service Agency under the Government’s Agency Establishment and Accountability Directive, thus making it a government sponsored operation.

Its purpose was to become a collaborator between tourism partners at home within the province and international visitors.  Through research-driven marketing, the OTMPC was to present Ontario as a premier destination for all types of travellers and in all seasons.  

To facilitate the tourism marketing for Ontario, the OTMPC was to partner with local private and public businesses to spread the message about the tourism industry.  By providing leadership, the OTMPC was to promote the marketing programs of the government and private stakeholders and maintain accountability to business partners about the marketing program delivery.  

The OTMPC was set up to be run by a Board of Directors, who is accountable to the Minister of Tourism and Recreation.  Each board member is a leader in business and public service and is appointed by the Lieutenant Governor for a term of three years.  

Ontario Tourism

Challenges

The Ontario tourism industry has faced many challenges in recent years.  As of the end of 2007, overall foreign visitation was down, while domestic travel to Ontario was up.  Of a gross total of 104.8 million trips to Ontario in 2007, domestic travel accounted for about 83.5% of total trips and was up 5% from the previous year.  However, U.S. visitation, which accounted for about 15% of total trips, was down about 20% from the previous year.  Overseas visitors remained the same at about 2% of total tourism trips.  

Domestic trips in Ontario were by and large made by Ontario residents accounting for about 82% of total trips.  Ontario residents are familiar with the travel products available and keep the province a top choice for short getaways.  They have favourable perceptions about the travel experiences within Ontario.  With an estimate of 1% yearly growth in domestic travel within Ontario, this is certainly a target audience upon which growth can be built.  
One of the main challenges that the OTMPC faces is the fact that total global tourism has increased, but focused on Europe and Eastern Europe destinations.  The total North American travel market share has been steadily declining, with more and more travellers wanting unique destinations.  In fact, the North American market is experiencing the slowest growth in travel of all global markets.   And with travel costs to the Europe market becoming more affordable, the European continent has seen the largest share in travel market growth.

Ontario has a wealth of travel products, including culture, shopping, sightseeing, attractions, outdoor adventures, relaxation destinations, and dining.  However, these product lines are not differentiated from other travel locations well enough to attract more tourists.  Ontario needs to define its travel culture so it can appeal to more customers.

Air travel is another big challenge for Ontario tourism growth.  Currently, air travel costs into Canada are relatively high and prohibitive.  It is certainly possible to position Ontario as an in-demand travel location, but the importance of air access into the province must not be overlooked.  Cheaper and easier air travel must make it possible for travellers to make Ontario their choice destination.

Access to travel information about Ontario is yet another challenge.  In the highly competitive global travel industry, consumers find information about destinations from the convenience of their couch.  The internet allows potential tourists to browse potential locations and make decisions any time of day.  Consumers base their travel destinations in large part by the images and packages presented on websites.  The OTMPC will need to make Ontario a prominent brand on the internet and make it easy for consumers to access information and make travel decisions.

The OTMPC must adapt to the changes in tourism behaviour and create a different operating environment that meets the demands and needs of the tourist consumer.  However, Ontario is well positioned for growth, especially with the aggressive travel advertising from Ontario and other Eastern Canada provinces.  It is the duty of OTMPC to anticipate consumer behaviour and interests and present Ontario as a destination that can deliver on those interests.  

Marketing Strategy

Defining the Message

The first step in the OTMPC strategy to brand Ontario as a quality travel destination is to define the message that they present.  The scope of Ontario’s offerings is wide and diverse, and all of the aspects must be narrowed into a vibrant marketing message.  

The marketing message that is developed must be compelling and reach out to connect with travel consumers.  It must add a fresh perspective to previous visitors and present a positive impression on new ones.  It must promise to the consumer that the experience will be well worth the money spent and deliver on that promise.  In short, it must convince travel consumers beyond the “not sure” stage and offer a special experience that can be found nowhere else.  

One strategy to reach non-domestic travellers is to promote Ontario as all of Canada in one single province.  Although Canada is the third largest country in the world, it is best exemplified within the borders of Ontario.  Most all of Canada’s popular activities can be found in Ontario and all in close proximity of each other.  It is a place where anyone can pursue their interests with a seemingly endless range of options.  

The OTMPC must position Ontario, Canada as a travel destination for curious travellers and to those who seek cultural and geographical exploration.  The goal will be to encourage the traveller to “keep exploring”.  The essence of this message is in the tagline: “Ontario - Yours to Discover.”

Raise Awareness

Ontario is just the place for travellers to find opportunities to discover multifaceted experiences.  The OTMPC must present Ontario as a fun destination that delivers on the promise of exploration and discovery.  The message about Ontario must be communicated in a way that attracts new visitors and compels previous ones to return.  

OTMPC’s consumer research has shown that past visitors have a “been there, done that” attitude, and they feel that they already know what Ontario has to offer.  The OTMPC must overcome that mindset and capture the imagination by presenting Ontario as a place that they have yet to discover. 

New visitors must also see the message that Ontario is a serious place for vacationing and to have fun.  New visitors must become aware that Ontario is not a place to visit “someday,” but a destination that is compelling to visit NOW. 

OTMPC must develop a strong consumer focus that identifies the strongest customer segments that can benefit from the travel opportunities in Ontario.  They must engage the interest in those travellers and help facilitate their travel plans to make Ontario an easy destination to choose.  It is important for OTMPC to deliver the message about Ontario in a way that is fresh and emphasizes how Ontario is a premier travel destination. 

Engaging Business Partners

The success of branding Ontario as a premier travel destination will depend upon the cooperation of private and public companies that provide travel services and products.  Ontario travel is an industry, and all must work together to bring the message to the world and deliver on the promises. 

OTMPC will act as a leader and resource for travel businesses and offer guidance in how the messages are presented and delivered.  They will see that business partners do the following in message delivery:

· Simple communications – The messages and advertisements posted by the individual businesses must be simple and fun for the reader.  

· Awareness of other experiences – It is the duty of each travel vendor to make the travel customer aware of other possibilities in the area.  

· Cross promotions – Multiple vendors in the area must act as joint venture partners in cross promoting each other.  OTMPC will encourage forming package deals that help simplify planning and provide travel logistics for the consumer.

· Involve the consumer – Where possible, give the traveller a more in-depth experience.  This could be done by offering tours of plant facilities, guided tours, or even having the traveller help with chopping wood.

· Walk the talk – Of course, the traveller must see that the business staff enjoys what they do.  Enthusiasm is infectious.  

It is not expected that all travel businesses and destinations will cooperate with the OTMPC’s partner prospectus.  However, to gain the most partners, the OTMPC will endeavour to establish motivational groups in which independent businesses will want to participate.  

One way is to establish a “Best in Class” association of travel destinations.  Only the top rated travel destinations and activities will be placed as members of the association.  The idea behind forming such an association is to motivate travel related businesses to improve their consumer offerings in order to get placement in the association and its related marketing promotions.

Delivering Consistent Value

Ontario tourism will only improve if OTMPC is successful with their goal year after year.  Therefore, it is essential that valuable data be collected and analyzed in order to make improvements in their marketing efforts.

OTMPC will need to be results driven if they are to build a reputation as the tourism marketing leader in Ontario.  All marketing programs will have established measurement criteria.  Collection of the measurement criteria will be dependent upon the cooperation of business partners in the Ontario tourism industry who work with the OTMPC.  Key measurements will need to be delivered and reported on in a timely manner in order to make timely marketing improvements.

Improving the Plan

Consider the following questions from either a private sector tourist business approach, OTMPC approach, or both.

The OTMPC mandate is to promote Ontario as a travel destination in partnerships with the tourism industry and other government agencies.  Although they have developed a sound marketing plan, the resulting tourism numbers have not been as expected.  Your job it to consider improvements in the marketing plan and make recommendations and strategies that will help increase tourism numbers.

Here are some important questions to consider:

· What are the challenges that OTMPC faces in making and developing partnerships with tourism locations?

· What would you suggest OTMPC could do to make its marketing message consistent and delivered most effectively by its partners?

· What additional steps could OTMPC do to raise awareness of Ontario as a tourism destination?

· How can OTMPC nurture more partnerships with Ontario-based travel destinations and vendors?  Can you think of possible initiatives that would motivate partnerships?

· What are the trends in Ontario tourism?  What are the positive outlooks?

· What else can OTMPC do to focus on the positive outlooks in order to more effectively market and promote Ontario?

· What possible festivals and calendar events could OTMPC help develop and coordinate that would attract more tourism?

· How could OTMPC penetrate more tourism numbers from each of the location segments or consumer profiles?

