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TOWARDS A MARKETING PLAN FOR THE

LAKE ONTARIO WATERFRONT TRAIL

DRAFT #2

Lake Ontario Waterfront Trail

TOWARDS A MARKETING STRATEGY

Based on information provided by partners at the May 2002 Partners Meeting, the Trust has established a marketing committee mandated to facilitate the development of a marketing plan for the Lake Ontario Waterfront Trail. Committee members are:

Gary Hardy Niagara Economic & Tourism Corporation 

Pam Belgrade, Burlington

Merebeth Switzer, Credit Valley Conservation 

Suzan Trabert-Mckay, Mississauga

Rob Berry, Toronto

Jamie Maxwell, Toronto

Patti Watson, Durham Region 

Peter LeBel, Whitby

Cindy Symons-Milroy, Oshawa

Eileem Lum, Northumberland County

Andrea Patterson, Port Hope

Erin Wannamker, Cobourg 

Lucille Fragomeni, Quinte Conservation

Kevin Hill, Greater Napanee
The Committee decided at its first meeting that they would design and participate in a process that would create a marketing strategy. Peter LeBel proposed a process that involves eight steps:

· Environmental Scan

· Target Market Definition

· Establish Goals and Objectives

· Define Key Messages

· Identify Strategies/Activities-Tactics/Vehicles

· Budget and Resources, Potential Partners

· Review Programs (identify crossovers and additional marketing opportunities for key sectors)

· Marketing Plan Collaboration

The Committee has completed the first two steps and has begun early work on step three, Establishing Goals and Objectives.

Attached is the output from two brainstorming/work sessions held by the Committee. In addition we have included research from various reports and web sites.

Towards A Marketing Plan For The Lake Ontario Waterfront Trail
Step One: Environmental Scan

OUR PRODUCT: Lake Ontario Waterfront Trail: a diverse, lakefront, home trail

The Waterfront Trail unique offering to the public and users is its proximity to Lake Ontario. Surveys and research reinforce that water is the most significant draw to the Trail. Ingrid Stefanovic and Richard Oddie from University of Toronto have surveyed end to enders extensively. Their analysis of comments revealed that these people most valued “a diverse, lakefront, home trail”. Our brainstorming session and User Survey bear this out. In the Survey, 96% of respondents rated proximity to water and appreciating nature as very important.

More than a hike/bike path, the Lake Ontario Waterfront Trail’s proximity to cultural venues connects people to a rich diversity of opportunities to enjoy culture and nature along the waterfront. Current information tells us that the Trail links over 28 communities; 177 natural areas; 143 parks/promenades/trails; 80 marinas and yacht clubs; hundreds of historic places; fairs; museums; art galleries and festivals. Moreover, experiencing culture was rated as important or very important to 62% of respondents in the 2002 User Survey, consistent with other surveys that identify “enrichment” as very important when planning trips (Source: Lou Harris Poll for Travel and Leisure Magazine.)

Output from brainstorming sessions and research follows below.

 Defining the Product: What are we marketing?

· 28 communities; 177 natural areas; 143 parks/promenades/trails; 80 marinas and yacht clubs; hundreds of historic places; fairs; museums; art galleries and festivals along Lake Ontario’s waterfront (1999 statistics from Trail mapbook)

· places to eat, shop, sleep, drink, meet

· waterfront trail

· peaceful

· recreation/fitness amenity – wellness

· water

· scenery

· multi-purpose (walking, cycling, driving)

· connections (intra community and inter community)

· free

· length +500 kms

· experience (learning/interpretation) with family

· nature; enjoy, education, interpret

· variety

· close to population

· easy and safe

· entertainment – music, plays, theatre

· accessibility to all ages, cultures

· personal challenge (fitness)

· commuter path

· fundraising venue ie. charity walks, runs taking place in many of the communities

· gaps

· unique fish & wildlife habitat and corridor (migration path, corridor for deer, coyotes etc)

· fishing

· swimming

· all water activities

This table taken from the 2002 Waterfront Trail User Survey report compares the importance users place on trail attributes and amenities with their rating of the Waterfront Trail’s provision of those attributes and amenities. As you can see the Trail receives strong ratings.

	Respondents Value the following Attributes and Amenities (percentage of respondents who reported trail aspect to be somewhat or very important)
	Respondents Rate the Trail on the following Attibutes and Amenities (percent of respondents who reported aspect to be good or excellent)

	Appreciating nature and the waterfront    96%

Being surrounded by nature                      94%

Being close to Lake Ontario                     90%

Being able to see Lake Ontario                 87%
	Natural views from the Trail                       89%

Type of environment that the Trail runs 

through                                                        83%

	Accessing parks and playgrounds             71%


	Number and quality of playgrounds           59%

	Experiencing cultural attraction                62%
	Number of cultural/heritage attractions      37%

Quality of cultural/heritage attractions       40%

	Participating in the programs offered        37%
	Number of family/children’s programs      24%

Quality of family/children’s programs       25%

	Visiting heritage sites                                36%
	Number of cultural/heritage attractions      37%

Quality of cultural/heritage attractions       40%


· The largest majority of users rated appreciating nature and the waterfront, being surrounded by nature, being close to Lake Ontario and being able to see Lake Ontario as important reasons for using the Trail.  They also rated these aspects of the Trail most highly.

· Accessing parks and playgrounds was mentioned by the second largest percentage of respondents as important (in this comparison), yet a lower 59% rated this aspect as good or excellent.

· Experiencing cultural attractions was mentioned by 62% of users as important, yet a noticeably smaller percentage rated this aspect as good or excellent.

SWOT ANALYSIS

 The SWOT analysis reveals that the Waterfront Trail’s key strength is the strong support it has from waterfront communities, conservation authorities. These organizations implement and maintain the Trail. The high rating given to amenities and design of the Trail (see above chart from the 2002 User Survey) indicate that these organizations are aware of what people want and incorporate this knowledge into the planning and construction and maintenance of the Trail and associated Greenway.

While the Trail offers an incredible, highly-rated experience, there are major gaps and areas where the Trail’s alignment is suitable only to experienced, recreational cyclists. Directional and trailhead signage is inadequate to notify and navigate the user about the route, especially between municipalities. This is a weakness that needs immediate attention if a marketing/promotion program to succeed.

The communities east of Belleville have made excellent progress in preparing to bring the Trail to their communities with the result that once complete the Waterfront Trail will extend an impressive 740 kms from NOTL to Brockville and have two border crossing into the USA. The cooperative marketing program now coordinated by the Trust represents an excellent opportunity to coordinate marketing and trail issues. Chief among these is the development of tourism packages that will appeal to our target audience and securing sustainable funding sources for marketing initiatives. 


While the federal and provincial governments have played a significant role in the development of the Trail in the past and continue to support individual projects, the Marketing Committee identified the lack of provincial and federal involvement in the promotion and marketing of the Trail as a major threat and an important issue to address as we proceed. The Committee also noted that the absence of sustainable funding sources for marketing initiatives represents an important challenge that may be answered in part by corporate/sponsorship support. However, given the extensive local corporate sponsorship programs, a protocol or agreement will be needed to avoid conflicts.

SWOT Analysis from the Brainstorming Session

	STRENGTHS
	WEAKNESSES
	OPPORTUNITIES
	THREATS

	· points noted in PRODUCT above

· safe

· strong waterfront community support

· corporate sponsorship

· service club support

· cooperation between waterfront communities

· unique product offering

· connects with 2 US border crossings -Niagara, Gananoque

· connects with other significant trails Bruce, Oak Ridges as well as north/south river valley trails (southern spine of all Ontario trail systems)

· opportunity for a variety of experiences


	· brand not consistent; some have own brand ie. Hamilton

· gaps in physical trail 

· all sections not completely accessible for disabled, blind, elderly, hearing impaired

· not all publicly owned

· signage not consistent (inadequate trail head orientation & distance markers)

· low awareness level outside of waterfront communities

· amenity gaps, especially washrooms

· safety

· service providers unaware of trail ie restaurants, hotels
	· growth ie. extending to Brockville

· sponsorship & support as a provincial attraction

· seasonality -use it to smooth out usage

· cooperative marketing

· potential for getaway packaging

· federal/provincial scale should encourage public investment

· opportunities are consistent with current leisure trends

· sustainability of infrastructure maintenance ie publicly owned

· proximity to major population (Golden Horseshoe catchment 59% of Ontario’s population; 22% of Canada’s population)

· economic development

· marketing the variety of experiences
	· capacity issues ie overuse

· conflicting corporate/sponsorship policies

· lack of provincial support (may want to reconsider this as a threat given $4.2M provincial SuperBuild investment)

· weather dependent

· private ownership

· ability/desire of all partners to participate ie. sustainability of the collective

· are there sustainable $’s to carry out viable marketing & media

· trends of decreases in tourism

· Canada geese infestation & droppings affect quality of experience

· places to park at a premium in popular location (affect access)


COMPETITION

While the amenities and attractions below may be considered competition, they also represent opportunities for synergistic relationships. These facilities may welcome invitations to participate in joint promotional activities given that building a reputation for having a strong, diverse, natural trail network will likely benefit all participants.

Provincial parks (charge for entrance)

Other Trails – Bruce Trail, rail trails, local trails

Conservation areas (some charge for entrance)

Any other outdoor activity

Step Two: Define Target Audience
MARKET TRENDS

The Waterfront Trail fits many emerging market trends. 

1. customization/personalization of experiences

2. more active & fit

3. gain knowledge along with the experience

4. soft adventure

5. aging active population

6. cocooning (staying around/close to home)

7. time challenged

8. shorter, more frequent vacations

9. expectations for speedy information

10. awareness & respect for the environment

11. travelers are more sophisticated and demanding

12. booking cycle shorter ie 2 weeks in advance of trip

13. sport, recreation innovation

14. single parent $ constraints

15. increase in bird watching

16. cycling as a tourism activity is in a major growth spurt
TARGET AUDIENCE

(r=resident; t=tourist; p=partners)

Long List:

· shopping (r/t/p)

· cyclists – especially end to end (t)

· families – an hour to a weekend (r/t)

· green tourists – end to end (r/t)

· running (local) clubs & organizations that plan road races (p)

· tourists -active; elder hostel; visiting friends & family; aging population (t)

· seniors & formal walking groups (r/t/p)

· event organizers (p)

· hotels, business travelers & other tourism operators (p)

· youth – resident (r/t)

· roller bladers (not primary) (r/t)

· those connecting to other trails (more local); other trails (p)

· wellness committees/corporation community (r/p)

· residents/tourists (need to identify boundaries) – weekend getaways
· DMO’S (destination marketing organizations); Netcorp, Tourism Toronto; Tourism Mississauga; SOTO (southern Ontario tourism organization) (p)

· OTMP (Ontario Tourism Marketing Partnership) (p)

· green organizations – eg Green Tourism Map (Toronto) (r/p)

· Eco groups (r/t/p)

· WRT partners – municipalities, CA’s, parks, marinas, boaters & attractions along the trail  (p)

· funding organizations – municipalities, governments (fed/pro); major corporations for sponsorship (p)

· media (p)

· restaurants (p)

· birders, naturalists (first two maybe not big spenders!) & anglers (r/t/p)

· retailers, tour operators, tour packaging (p)

POTENTIAL SHORT TERM OPPORTUNITIES (to be confirmed through discussions with event organizers):

· World cycling championships in Hamilton next year

· Triathlon in Mississauga next year

· World Sailing Competition in Hamilton next year

PRIORITY TARGET MARKETS
The Committee recommends three key target markets: recreational cyclists, families and aging active population on the basis of:

· product readiness – Toronto Star tour this summer confirms that the trail is ready end to end for recreational cyclists; and ready in most communities but not end to end for multi- purpose use.  Bike On Tours markets seven tours that uses major sections of the Lake Ontario Waterfront Trail.

· an evaluation of our target markets, the market trends and the existing use of the product

· short term opportunities ie. the world cycling championships next October in Hamilton

I. RECREATIONAL CYCLISTS

· product ready

· end to end

· move along the trail

· growth market

· World Championships in Hamilton next year = opportunity

· targets residents & tourists

· potential for packaging/weekends

Use of Product Now & Potential Use

Now = few end to end; second to walkers in current use, therefore familiarity with trail (WRT 2002 User Survey)

Potential  = desire longer distances; longer time commitment; more recreational; intra community – tourist; packaging self created – wants options varying on time availability; theme potential – historic, kids, fitness, shopping; economic impact throughout community

Relevant Research

Bike ON Tours (data based on their customer survey)

Characteristics of Bicycle Tourists

· primarily age 30 to 55

· professional collar jobs, most with annual incomes of over $60,000

· enjoy eating out, canoeing, camping, hiking, theatre, shopping, museums/historic sites, water sports/swimming/beaches

What Will Attract Them

· bicycle friendly streets and paths – wide enough for bicycles and other uses

· access to scenic roads, natural areas, waterfront, cultural and historic attractions

· good restaurants

· accommodation with a hearty breakfast either provided or nearby

· adequate and secure bicycle parking

· theatre, music and arts festivals

· route maps and effective advertising

La Route Verte, Quebec

· annual number of trips generated is estimate to be 16,700 for out of province tourists and 26,400 for domestic tourists with expenditures of $40 to $60 per trip – 57% for food and lodging, 18% for transportation, 15% for entertainment services and 12% for other products and services
Lake Ontario Waterfront Trail Users Survey

· The majority of cyclists (50%) were between the ages of 35 and 54 with most (46%) indicating they were from a couple household with no children under 21 at home.

· The majority of cyclists (56%) reported an annual income of at least $70K.

· Cyclists appear to use the Trail most often with their family (49% of the time), while 32% of the time bicyclists reported using the Trail with friends.

· The majority of cyclists (66%) can be classified as either medium or heavy users of the Trail indicating that most are recurrent Trail users.

· Cyclists surveyed reported traveling the longest distance on the Trail on average (20.1 kilometers) compared to distances by other modes of transportation. 

· The majority of cyclists (88%) use the Trail for physical fitness or to appreciate nature and the waterfront was their most important reason for using the Trail.

· 85% percent of cyclists reported that they would consider spending part or all of their vacation on the Trail.

· 47% of cyclists reported that using the Trail for a self-guided tour was either somewhat important or very important.

· 43% percent of cyclists reported that they would be interested in an organized tour of the Trail.

· 95% percent of cyclists reported that they have visited other portions of the Trail and 77% of cyclists reported that being on a continuous trail that links communities was either a somewhat or very important factor in their enjoyment of the Trail.
Ministry of Tourism and Recreation Lifecycle Markets Report (February 2002):

· The mature traveler includes the population between 35 and 65 with no children under 20 at home. This group accounts for 29% of the travel market in Ontario.

· The mature traveler is more likely than the average traveler to seek out exploratory activities on their vacation such as natural sight-seeing trips, as well as cultural and historical sites.

· This group has been found to be an above average user of travel packages.

II. FAMILIES

· experience – diversity by use & location

· trends; time challenge (able to meet different time commitments)

· weekend getaway

· options in terms of uses; cycling, walking, roller blading

· local users can convert into tourists

· plenty of events & attractions

· not age, economic or cultural dependent

Use of Product Now & Potential Use

· Now = local use & short term, day or part of day; variety & combination of uses ie. walking, biking, rollerblading, picnicking

· Potential = convert to tourists; expand to winter use; theme packaging

Relevant Research

Tourism Toronto (kidsinTO research)

· family travel is considered a core market in Ontario – 42% of domestic visitors sited ‘pleasure ’as their main travel purpose and 43% said they were visiting family and relative
Ministry of Tourism and Recreation Lifecycle Markets Report (February 2002):

· Families with children under 20 at home represented 32% of the travel market in Canada over the last two years.

· Travel with children tends to consist of shorter-haul destinations.

· Families are the more likely than the average traveler to seek out vacation destinations that offer recuperation and relaxation as well as child-oriented attractions.
· Families were found to be above average users of the Internet as a source of information for planning short trips and they demonstrated about average tendencies to use the web as for research and to book travel arrangements.
2002 Waterfront Trail User Survey

· The majority of Trail users appear to be between their mid-thirties to mid-fifties (44%) and from couple households with no children under 21 at home (42%).

· The average household size of Trail users is 2.69 people with the majority annual household income (39%) ranging between $50K and $99.9K.

· Most users indicated that they use the Trail with their family (51%) or friends (33%) with the majority of Trail party members (24%) under the age of 25.

· 77% of respondents said they would consider spending part or all of their vacation exploring different areas of the Trail.

· Average spending per trip to the Trail is $9.20 with users interested in vacationing on the Trail spending three times as much as those not interested.

· Currently the majority of respondents (60%) are gaining their information about the Trail by using the Trail itself. 

III. AGING ACTIVE POPULATION

· could overlap with previous two target markets

· difficult to reach for marketing (independent)

· appealing because of their available time, fitness commitment & available $’s

· often naturalists

· more sophisticated; want experiences and knowledge

Use of Product Now & Potential Use

· Now = local; end to enders

· Potential = tourist, packages; historical (nostalgia); naturalist; programming unique experiences

Relevant Research

· none to date

Ministry of Tourism and Recreation Lifecycle Markets Report (February 2002):

· Seniors (over 66 with no children under 20 at home) currently represent 15% of the travel market in Canada.

· Seniors are more likely to view vacation time for stimulation and enrichment opportunities.

· Seniors demonstrate above average participation in natural sightseeing, visits to gardens and museums and are more likely than the average traveler to take guided tours.

Ministry of Tourism and Recreation Impacts of Aging: The Canadian Market on Tourism in Ontario (July 2002):

·  Currently 26% of the population in Ontario is over 55, 16% of which are over 65.  By 2026 this age group is expected to represent 41% of the population.
· This aging population is expected to influence a shift away from strenuous outdoor activities to non-strenuous, warm weather outdoor activities and indoor cultural events and attractions.

· Participation rates for historical sites, wineries, and botanical gardens are expected to increase as the population ages.

· Older Ontarians have been found to demonstrate an interest in being taken to tourism attractions, indicating overnight and day packaged tours may be popular among this age category.

KEY ISSUES

	ISSUES
	HOW TO ADDRESS ISSUE

	· $’s and resources
	· explore provincial & federal funding opportunities 

· sponsorships (national or provincial scale)

· partner with Canadian Parks, Go for Green

	· process to coordinate partnerships & packages – does existing committee continue?
	· have geographic mtgs/committees

· have small sustainable successes

· clarify partnerships & relationships, expectations & needs

· link partners (perhaps use Trust web) & include tourism sites

	· common branding & product identification & signage compatibility
	· need partner buy in for consistent imagine for both local and broader audiences

	· signage – directional, distance, time
	· use SuperBuild $’s to explore using local web based maps
· web links

	· extending season into winter (snow & ice on trail are the issue)
	· plan/market winter events & activities ie skating

· check out winter cities initiative

· use winter photos in promotional material


Step Three: Establish Marketing Objectives and Goals

· increase participation, both within and inter community, through awareness & brand recognition

· How to measure = WRT survey; telephone survey; # of packages created & success/failure; use existing partner surveys

· diversify audiences

· increase spending

· How to measure = maybe CIBC money for economic study; WRT survey results; Ontario Parks experience

· increase length of stay

· How to measure = WRT survey re inter community

· cross community marketing; also add province

· How to measure = audit

· coordination with attractions/tourism operators

· How to measure = audit

Step Four: Develop Tactics

RELATED RESEARCH

Internet as an Information Resource

National Tour Association

· 87% of Canadians likely to research vacations online

Tourism Ontario (kid inTO research)

40% of overseas visitors relied on the internet for travel information more than all other sources combined; over 32% of US visitors used the internet; domestic travelers used the internet about 21% of the time, also relying on travel articles (9%), brochures and personal recommendations (16% each

NEXT STEPS
· Confirm target audiences and objectives with partners at the next Partners Meeting scheduled for November 22nd.

· Discuss possible tactics to deliver the objectives.
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