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ACTP EVALUATION: YEAR 1

EXECUTIVE SUMMARY

This section opens with a summary of the key findings of the evaluation of the first year
of the 2006 — 2009 ACTP Agreement. These are followed by a series of
recommendations.

e The Atlantic Canada Tourism Marketing Program (ACTP) was successful in meeting its
overall objectives in 2006. The Program generated $88.2 million in expenditures in the
Atlantic Provinces and attained an overall return on investment (ROI) of $15.80: $1.00.

e The US Program achieved an ROI of $17.81:1, well above its $14:1 objective.

e The Overseas Program appears to be struggling with the start-up of its new campaign. It
fell short of its $6:1 objective with an ROI of $3.96:1. Total visitation to Canada from
Atlantic Canada’s primary overseas markets is weak in 2006.

e The US consumer campaign attained an ROI of almost $23:1. This is significant as it
shows that even in a very unstable year the US campaign can deliver an ROl of over 20:1
(for the third consecutive year).

e Media-brokered savings and added value in the US market totalled $1.0 million. This
exceeded the objective of $900,000.

e Media relations programs were very successful in both the US and overseas. The
equivalent of $8.6 million in media coverage was attained in the US market. In overseas
markets, media coverage reached $9.4 million.

o Three very successful tour wholesaler partnerships were undertaken with US trade
suppliers. They generated $2.1 million in sales that is directly attributable to ACTP
support (based on share of investment) and attained an ROI of $30.19:1.

e The 2005 International Travel Survey shows that the New England market area led
declines in US overnight travel to Canada in 2006. It was the third consecutive year of
decline in visitation from New England (New England ranks forth among the seven
leading US markets for travel to Canada).

e The Atlantic Provinces held their share of overnight trips to Canada from New England
in 2005. However, the overall market decline resulted in a loss of 15 percent of visitors
from New England and a decline of 12 percent in expenditures.

¢ A survey of Management and Marketing Committee members was carried out as a
component of the evaluation. The surveys found members believe ACTP has had a
major impact on US market performance and were it not for the Program; they believe
the region would have almost no presence in overseas markets.

e Almost all members indicated improved regional cooperation was very important and the
vast majority considered ACTP the leading force in making this possible,

e The survey found members of both Marketing and Management Committees were
consistent in giving ACTP high ratings for following a clear and well-defined strategy,
basing decisions on sound data and measuring program results. Many considered ACTP
an industry leader in the area of program measurement,

e The new flexibility built into the Agreement received almost unanimous support.
Management Committee viewed flexibility as a policy issue governing the overall
direction of ACTP programs. Marketing Committee members tended to view flexibility
as an operational issue. They felt more flexibility was required to be able to respond
quickly to changes in ACTP’s key markets.




e Management and Marketing Committees disagreed on the timeliness of decisions. Three-
quarters of Marketing Committee members did not believe decisions were being made
fast enough. The opposite position was held by Management Committee.

* The amalgamation of the former US and Overseas Committees into a single Marketing
Committee is seen as positive by a majority; however, the anticipated growing pains are
not over. Approximately one-quarter of Marketing Committee members are still
experiencing difficulty adjusting to the change.

e The concept of ACTP leadership was an area of frequent misinterpretation within both
Committees. Many respondents mentioned that a key principle of ACTP is to respect the
brand equity and priorities of the individual Provinces in the US market. ACTP was
recognized as playing a leadership role in promoting a pan-Atlantic perspective in
tourism marketing, fostering greater co-operation among the Provinces, and stimulating
incremental marketing activities that would not occur without ACTP. ACTP is also seen
as a leader in providing research for developing marketing strategies.

e As in past surveys, little progress was seen as having been made in the area of
communicating the value and importance of ACTP to the private sector.

Recommendations:

1. The US Market

Because of the significant decline of the New England market (and the forecast that it will decline
for the forth consecutive year in 2006), it is recommended that ACTP begin the process of
thoroughly reviewing its US market strategy.

The objective of this review is to develop a contingency strategy which can be implemented if the
New England market continues to decline and reaches the point that it can no longer serve as the
primary market for Atlantic Canada.

It is also recommended that while this review is taking place, very high ROI criteria be
established for all business cases which support the transfer of funds to activities outside the New
England market area.

This cautious approach is recommended for the following reasons:

a) Revenues generated by the current program are critical. In 2006, approximately one of
every five dollars spent by Americans in Atlantic Canada was because of the ACTP
program. As recently as five years ago, the ratio was only one dollar out of twenty.

b) The ACTP program has a proven ability to deliver. In 2006, the ROI for the New
England campaign remained above $20:1 despite very poor market conditions. This rate
of return should be a key factor when considering the movement of any funding out of
New England.

c) There is a risk factor that should not be underestimated. Over the past five years, the
ROI of the consumer campaign has gone from consistently under $10 to consistently over
$20. While web-based marketing has been a factor, studies carried out over the past year
show dramatic increase in awareness. This suggests awareness has played a significant
role in driving up the ROT (as it is supposed to). If ACTP were to seriously reduce or
drop out of New England for any length of time, it would lose the momentum of the
growing awareness it has achieved. The ROI, upon re-entry would be in danger of falling
back to the $10:1 range.

It is recommended that the US strategy review examines the situation from a global perspective
and includes an assessment of the latest trends, emerging markets and predicted futures. There
should be no predetermined constraints or limitations such as geographic boundaries. This review




should result in new strategy options for the US market. Ideally the leading options would be
supported by test case results.

This review and development of new strategy will not be easy. It must take place in a very
volatile environment where “next year” performance is critical.

The following are recommended as objectives to be completed in Year 1:

a.

Clarify the New England situation. Why is New England the weakest market in the US?
Are residents still traveling — in other word, is Canada losing to competing destinations or
is the problem the market itself, such as a weak New England economy? Data to provide
these answers may be available from US sources.

Develop an early indicator program Under the current system, nearly a full year passes
before for market specific problems can be identified (isolating New England
performance from total US visitation). This is too long under the current circumstances.

Several Provinces collect market specific data. While the methodologies are different it
is possible that when taken as a group and matched against frontier counts the provincial
data will be able to serve as the base for an early indicator program. The main
requirement of such a program is to indicate at end of season:

1. Has the New England decline bottomed out and is it beginning to recover?
il. Is it worsening?
iii. Is the market basically holding?

It is recommended that the development of a market-specific indicator program be
explored with the Provinces in 2007. This is important because if the results show New
England starting to recover in 2007 it may eliminate the need for further work in this
area.

Establish a “decision point”: Identify both the indicators and the critical values that
would trigger a significant change in the US market strategy. For example, the focus
might be on declining visitation, declining revenues, loss of market share, or a drop in the
ROI exceeding a specified amount. The choice of indicator and the threshold that would
trigger action should be developed by the Marketing Committee.

Develop a plan and schedule: The strategy review will be a complex undertaking. It is
recommended that a detailed plan and schedule be developed in 2007.

2. Recommendation: The Overseas Markets

With the US market strategy the immediate priority, it is recommended that the Overseas
Program adopt a “stay the course” position at this time:

a.

Continue in Europe: Most of the activity of the Overseas Program in the European
market was devoted to developing tour wholesaler partnerships. These partnerships in
the UK and German-speaking countries provided an ROI of $10:1. Other activities, such
as trade shows, trade fams, and media relations do not provide immediate sales. It is
recommended that ACTP continue its activities in the UK and German-speaking
countries at the current level of spending. ROI should, of course, continue to be
monitored to determine whether these development activities contribute to an increase in
ROI in the long run.

Continue in France: Results for last year’s pilot French campaign were encouraging. [t
is recommended that ACTP continue its involvement in the French market at the current
level of investment, Trade fams and media relations activities that were deferred should










