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Statement of Work

Project Title: Destination Marketing Fund Cluster Development
Lead CF Office: Community Futures Grande Prairie & Region

Area Covered: Grande Prairie Regional Tourism Association (City of Grande Prairie, County of Grande Prairie,
Sexsmith, Wembley, Beaverlodge, Hythe, TeePee Creek, Debolt, Bezanson, Grovedale, Valleyview, Fox

Creek, MD of Greenview) The above area also encompasses Community Futures Grande Prairie & Region.
Partners:

¢ Grande Prairie Regional Tourism Association (GPRTA)
e  Community Futures Grande Prairie & Region (CFGP&R)
e Destination Marketing Fund

e County of Grande Prairie No. 1

e Geo Tourism Canada

History of the Project

This project began in 2007 as a Rural Community Economic Development Fund Project that involved the study and
implementation of a Destination Marketing Fund (DMF). The DMF has since been assembled and now has seven
board members and has been operational for the last 2 years. Upon completion of the 2007 DMF project, the firm, S
Comm Management Strategies, (see appendix) recommended that an Economic Impact Study be conducted. Since

then, there has been a growing need for the DMF to expand its services.
Project Scope

The intent of this project is to take the Destination Marketing Fund to the next level by creating a bridge between the
DMF and other tourism related business operators. The DMF itself is a cluster of local hotel and recreational venues
working together to promote tourism in the region. To date, the DMF has been successfully marketing the region but
has long-term goals of promoting tourism on a larger scope. To do that, a plan has been developed that will greatly
enhance the impact of tourism on local businesses and venues. A primary outcome of the project is the development
and implementation of a destination website that will contribute to local businesses and municipalities by establishing

a single interactive website with dual functionality.

In order to lay the project out correctly, the project has been developed so that it will grant the best possible
outcomes. The completion of a Tourism Economic Impact Study will allow the DMF to focus on the areas that will
have a maximum impact on local business. The Study will also provide local business and potential business with a

detailed gap analysis of the region. The study will also assist in the development of the five-year marketing plan.
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This plan will provide the DMF with long-term goals and stability and a plan as to what is needed to successfully
market the region. A strong marketing plan will provide a platform to invite local industry (accommodations,
attractions, Spas, Golf Courses, Restaurants, Shopping, Arts and Heritage, Festivals and Events, Sporting events,
and Tour Campaigns) to partner and participate in the project thus creating a platform for cluster development;

thereby stimulating the regional economy.

The website will give the region the opportunity and the ability to promote and sell its many benefits and attractions.
At present, the region can promote and market but without the ability to sell, loses out on the potential presented by
the opportunity to complete the transaction for interested parties. Given regional tourism’s relative diversity and
disjointed nature, the time is right to take the opportunity to bring operators together to serve a common purpose.
The new site will present a plethora of opportunities for local operators to partner and to create a more cohesive

tourism package that enhances the probability for elongated visits and repeat visits.

As Stated in Community Futures’ Operational plan, one of its strategic goals this year is to increase the organizations
viability by developing a diverse loan and project portfolio. To do this, the organization will work with tourism industry
to complete one tourism-related loan and/or project. Keeping this goal in mind, a board motion was made to
“approve the submission of an RDI application focused around assisting the regional tourism association and
destination marketing fund in developing a tourism package website and larger tourism industry cluster,
understanding that Community Futures Grande Prairie & Region will, as with all projects, be the Primary Project
Manager responsible for all reporting and financial oversight of the activities and that Community Futures Grande
Prairie & Region commits $1,000 in cash contributions and to providing in-kind assistance to the project.” The motion

was approved.

This project is a perfect way to attain this goal. Community Futures enjoys an excellent and long-term relationship
with the local tourism association and past projects with the organization have proven to be very successful. The two
organizations, along with many for-profit and non-profit partners, will work toward making the Grande Prairie region a

true destination of choice for the discerning traveler.
Project Plan

Below is a diagram showing what the project will look like and how it will accomplish the outcomes stated in this

proposal.
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Tourism Cluster

Cluster development can happen in a number of ways, both formal and informal. This project will provide business
and organizations that are part of the regional tourism industry; the tools, resources, linkages, and opportunities to
develop informal clusters intended to deepen the depth and breadth of regional tourism activity and impact. The
Project Coordinator will facilitate the use of the tools (website and economic impact assessment) and build the
capacity of the primary tourism cluster as a whole and the ability of the local industry to participate in the growth of

this emerging industry.
Tourism Economic Impact Study

Tourism is a large, complex, and fragmented industry, and an industry that is still very difficult to define and measure.
A tourism impact analysis will be used to measure the volume of income, employment, public sector revenue, and
imports generated by visitor spending and to calculate the differential impacts made by visitors from various sectors;
this type of information is valuable to planning for further industry growth, to identify best opportunities to pursue and
the best ways to do so. There has never been a study done in the region. There are several sectors relating to
tourism on which this project could focus; past experience and knowledge of the local economy and region suggest
that the project should actively involve businesses and organizations from Agriculture, Sports, Education, Events and
Tour, and Culture. The collection of sufficient and relevant data will help to build effective tourism clusters that will
enable the DMF to further develop the overall regional tourism growth strategy.

The tourism economic impact study will answer the following questions:

e How much do tourists spend in the area?

o What portion of sales by local businesses is due to tourism?

Destination Marketing Fund Cluster Development.docx 6
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e  How much income does tourism generate for households and businesses in the area?
e How many jobs in the area does tourism support?

e How much tax revenue is generated from tourism?

Hired Coordinator(s)

The Hiring of a Coordinator will be of paramount importance to the success of this project. This person(s) will be

responsible for:

¢ the coordination of informational meetings with general public;
e setting up and conducting meetings with potential partnering organizations;
o all aspects of the Destination Website and Reservation System;
o working with industry to develop packages for the website;
o acting as contact person for web developers;
e training and materials;
o developing training and materials regarding clusters;
o coordinating training with website developers;

o developing policies and procedures;

developing a five year marketing plan;

implementation of the first year of the marketing plan.
Destination Website and Reservation System.

The researched system is a content management system that will provide visitors with the ability to purchase
packages, make reservations, and buy tickets to events that occur during their stay, and possibly extending the visit
to take in an event they did not intend to attend. The site will promote events, attractions, and venues within the
region. It will create and promote simplified packaging opportunities for the consumer. Such a website will generate
opportunities for small and large operators, with minimum effort required by the business owner. In effect, the

website levels the playing field for all operators including those with small operational and marketing budgets.

The system also provides a complete reporting mechanism that supplies collected data in a comprehensive format.
The Destination Marketing Organization (DMO) is provided with the tools to reach consumers as well as manage the
system and supply participants/members with comparative analysis of collective data. Financial reconciliation from

the packaging mechanism is reported and streamed to participants, enabling immediate tracking and measurements.

The website will also host resources developed by a contractor in collaboration with Community Futures Grande

Prairie & Region to assist businesses looking to start or expand their business. The site will also have information on
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what a cluster is and how and why collaborating with other business can be beneficial. This portion of the site will

assist businesses with the changes that they may face when implementing this new tool into their business model.
Business Model Description:

The planned website reservation model for this project is designed for Destination Marketing Organizations (DMOs)
and other organizations wishing to create centralized packages that the accommodation and attraction partners can
capitalize on. The financial transaction is completed upfront (with consumer(s)) and the reconciliation is completely
handled on the back end of the system. Centralized Packaging allows organizations to create packages that reflect
the overall marketing strategy. At a central level, availability and flexibility is controlled. Final pricing for the
packages will be determined by the rack rates or package rates posted by the participating partners. This model
places all partners including accommodations, attractions, dining, entertainment, sightseeing, and others on to one
technical platform where product inventories are interchanged. This website can be linked into the current regional

tourism website and will enhance what already exists.

The model that has been researched is a self-sustaining website. As each package is purchased a percent of the
transaction goes to the DMF, to be used to maintain the website and other marketing initiatives laid out in the five

year marketing plan. This will insure the validity of the website long after this project is finished.

Impact on the Region

The development and implementation of a Destination Website will empower the regional operators to participate in
the on-line marketplace giving them the ability to face growing competition from large-scale entities like Expedia and
Travelocity, well organized and financed web sites featuring tourism information. The system is comprised of a
robust suite of products, which are essential to the effective management in today’s highly competitive, on-line
marketplace. The system is designed for organizations of all sizes and will allow the DMF to offer valuable
reservation & customer relationship management services for all sectors of the tourism industry. The proprietary
reservations and ticketing system will allow for customization pinpointing exactly which products to offer, how to

display and feature them, and even how to rank them. It will allow regional operators to:

° Create a large volume of localized packages and a superior packaging mechanism
) Unify the inventory of local attractions, golf courses, and services with the accommodation base
. “Compete” on the same levels as other regions of the Province, Country, and World. (Consumers may visit

up to seven sites in search for destination accommodation information, through creative thinking and strategic

planning we'll be able at their level)
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Training

The training is twofold one; it will be necessary to provide general training on what clusters are and how they can
affect the bottom line. It will also be paramount to explain what the proposed website will do and how it could work

for tourism organizations and/or businesses.

The second part of the training will focus on how to use the site, as the site in controlled by each user. For example,
if an organization wants to sell hiking tours, it will also be able to set all of its requirements (date, time, seasonal

price, number of spots available, etc).
Package Development

Package Development involves the packaging and collaborating of related industry for the sale to the consumer and
is critical to the success of the project as it is where regional partnership development will occur. The new Project
Coordinator will meet with all the businesses and industry leaders. For example: the Sports & Recreation Industry:
the Coordinator will make contact with Golf Clubs, sports teams like the Wolves Basketball, Storm Hockey, junior
sports teams that host tournaments, etc...in order to inventory upcoming events and opportunities and to invite those
groups to become a part of package development and establish a stronger online presence. These organizations will
also be able to get training and develop their own packages. This will allow future development through the life of the

website. Facilitating the process for any organization to create and promote its self and what the region has to offer.
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Gantt Chart for RDI

Activity 1,2 3 4 5 6 7 8|9 10 11 12
Hire Coordinator
meeting with general public

| [ ]
set meeting with potental cluster ----------
Develop 5 year marketing plan ------
Develop Training regarding whatis a cluster ---
Develop information on website for business -
Coordinate training for users ---------
Economic Impact Study -----------
Spring --
Summer ---
Fall --
Winter --

Deployment of Reservation System

Corrdinator

Ecinomic Impact
Study

First Phase - Consultation and orientation
Preliminary Graphical Shins And Interface Design
Preliminary Primary And Secondary User Interface Design
Microsite Customization Requirements
Customer Service Module Interface Design
Internal Administrative E-Mail Broadcast System
Customer Review Mechanism

Review Business Rules

Review Proposed Training Implementation Plan
Second Phase - Customization of the application --
Third Phase - Development and Organization of Training Schedule
Fourth Phases - Training sessions for all participants

Destination Website and Reservation System

Fith Phase - Data Migration and Inventory Loading
Sixth Phase - Live Testing

Seventh Phase - Live Deployment of the CRS on live server

Project evaluation - -

Project Measurements

This project has both short and long term measurable results. Below is a list of performance indicators showing
those measurable outcomes in further detail. In essence, they are short-term results with long-term effect. This
project will set the Grande Prairie Region up for long-term success by creating and facilitation the use of a tool that
will empower organizations long after the end of the project. It will provide the region with a state-of-the-art

Destination Website and Reservation System for all business looking to take advantage of the tourism industry.
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Further develop the local tourism industry

Performance Indicator Baseline Target
tourism economic impact study 0 1
the development of the website 0 1

# visits to website 0 10,000
# of tourism operators committed to packaging and partnering on

website 19 60

# of custom packages developed and posted on website 0 70

# ofbusiness trained on website 0 60

# of people trained on website 0 120
# general information sessions on clusters 0 7
five year marketing plan 0 1

# meeting held 0 24
# of tourism operators contacted 0 100
# ofloans to a tourism business TBD 2

# of expanded tourism businesses as a result of the website N/A 6

# of new tourism business created as a result of website 0 1

Project Management and Communication

This project will be guided by an Ad Hoc Steering Committee. The committee will include one member from
Community Futures Grande Prairie & Region, Grande Prairie Regional Tourism Association, and the Destination
Marketing Fund. After the initial meeting, if needed, one or two additional members will be invited to the table.
Community Futures will require 12 monthly progress reports be completed over and above the formal reports for RDI.
It will also be the responsibility of Community Futures to insure that the Economic Impact Study be completed.
The communication plan is as follows:
Steering committee meetings to be held quarterly with additional ad hoc meetings when required;
Project launch May 1, 2010 to April 30, 2011
Press releases will be sent to all media outlets in the Grande Prairie Region;
Communication with the project partners will be completed via email, phone calls and Ad Hock
steering committee meetings;

Formal reports will be circulated quarterly, as per RDI guidelines.
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Project Completion and Evaluation

Monthly progress reports/updates by Consultant, concluding with final report speaking to:

Produs report Performance indicators and completion of activities

Conduct a survey and compile summary

De-briefing meeting of partner steering committee
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Share best practices with industry leaders in other parts of the provinces as well as with other CF

offices and WD

Project Budget

Category Cost
Staffitravel $ 80,000.00
Website $ 30,000.00
Business and Cluster Information $  2,500.00
Marketing $ 10,000.00
Economic Impact Study $ 40,000.00
Total $§ 162,500.00
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