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3. Please read the following paragraph and answer the questions: (1) translate it into 

Chinese; (2) what effects can be examined based on this analysis? (3) why did the 
authors employ this method in their study? (4) what are your comments for the 
following paragraph? and (5) please assess the present Journal (Tourism 
Management) (20%) 

: .  
The sequential Chi-square Q) difference tests (SCDTs) were performed to assess 
whether there were significant diierences in estimated construct covariances 
explained by the three structural models (Joreskog & Sorbom, 1995). The 2 
difference test examined the null hypotheses of no significant difference between two 
nested structural models (denoted as MI-MT= 0 and MI-M2= 0). The difference 
between 2 statistic values (A?) for nested models was itself asymptotically 
distributed as?, with degrees of fieedom equal to the difference in degrees of fieedom 
for the two models (Am. If the null hypothesis was upheld, the more constrained 
model of the two would be tentatively accepted. The 2 difference test between M T  

and MI ( ~ 2 4 . 4 3 ;  A&l) suggested $at M1 was performing 
significantly better than the theoretical model and the 2 difference test between 

MI and M2 (A?=0.28; Ade l )  suggested that M2 was not performing sigkficantly 
better than MI. 

Source: 
Chi, C. G. Q., & Qu, H. (2008). Examining the structural relationships of destination 

image, tourist satisfaction and destination loyalty: An iategrated approach. 
Tourism Management, 29, 624-636. 
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4. Please read the following paragraph and answer the questions: (1) translatb it into 
Chinese, (2) what is the conservation attitude? (3) what are your comments for the 
following paragraph? and (4) please assess the present Journal (Leisure Sciences) 
(20%) 

Finally, as noted previously, matched samples were used to control the effects of 
I 

socioeconomic variables. Although Hispanic anglers had fewer economic resources, 

as indicated in this study (i.e., before matching), matching.samples using three 
variables was beneficial in helping to remove the marginality perspective. We 
reasoned that the different patterns found between Hispanics and Anglos were more 
likely the result of subcultural diversity. Nevertheless, due to sample limitations as : .  
well as the l i i t e d  extent of other socio-economic variables (e.g., education, marriage) 
available to investigate this issue, the influence of other variables for understanding 
the marginality perspective still remains. 

Additional research is needed First, adequate sample sizes for other race and 

ethnic groups, besides Anglos and Hispanics, are needed for other important group 

comparisons. Stratified sampling will be useful to oversample other groups with low 
rates of participation in the angling population to extend the generalizations provided 
here. 

Second, our research design failed to provide insight regarding which particular 

specialization variables influenced conservation attitudes and behaviors more than 
others. Thkd, actual behavioral measures were not included in the analysis. Because 

the ultimate goal of conservation attitude studies is to investigate the explanatory 
impacts of these attitudes on conservation behaviors, future studies need to focus 

more on conservation behaviors. 
In conclusion; the use of recreation specialization with intermediate variables 

provided fiuther understanding of racial and ethnic differences in conservation 
attitudes. Future investigation of the causal relationships in the proposed model for 

recreational actihties will extend an understanding of various measures that 
encourage natural resources conservation and their sustainable use. 

Source: 

Oh, C. O., & Ditton, R B. (2009).Toward an understanding of racial and ethnic 

differences in conservation attitudes among recreation participants. Leisure 
Sciences, 31,53-67. 



5. Please read the following paragraph and answer the questions: (1) translate it into 
Chinese, (2) what is the A'WOT? (3) why did the authors develop the present 

. method? and (4) what are your comments for the present paragraph (10%) 

The most important internal and external factors for the future of an enterprise are 
summarised within the SWOT analysis. In the A'WOT method Q d l a  et al., 2000; 
Pesonen et al., 2001a, b); SWOT analysis is made more analytical by giving 
numerical rates to the SWOT factors as well as to the four SWOT groups. In the 

. . - standard version, this is carried out by integrating the Analytic Hierarchy.Process 
(AHP) (Saaty, 1980) and its eigenvalue calculation technique with SWOT analysis. 
The hybrid method improves ,the quahtitative information basis of strategic planning 
processes. The use of AHP with SWOT yields analytically-determined priorities for 
the factors included in SWOT analysis and makes them commensurable. In addition, 
decision alternatives can be evaluated with respect to each SWOT factor (Pesonen et 

al., 2001b). Thus, SWOT provides a basic h e  within which to perform an analysis 
of the decision situation, and the AHP assists in canying out SWOT more analytically 
and thoroughly so that alternative strategic decisions can be prioritised. Other decision 

support techniques can be applied for the same purpose in place of the AHP. 

Source: 

Kajanus, M., Kangas, J., & Kurttila, M. (2004). The use of value focused thinking and 
the A'WOT hybrid method in tourism management. Tourism Management, 25, 
499-506. 
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Strategic alliances have become a wmmon strategy in tourism marketing. These alliances take many difierent forms, and operate with 
different objectives. Too often, though, alliances are created without realistic expeciations, clear opcrating procedures, or objective 
criteria by which to evaluate success. This case study reviews a tourism marketing alliance that has been successfully created and opcrated 
for a number of years, the Atlantic Canada Tourism Partnership. The partnership brings together the tourism ministries of four 
Canadian provinces, four industry associations, and the federal government. The basic role of the partnership is to promote Atlantic 
Canada in the US and sclected overseas markets. This case discusses the strategic approach and results of the partnership and wncludes 
with lessons learned from the case study and identification of areas for further improvements in the partnership. 
0 2007 Elsevier Ltd. All rights reserved. 

Keywordc Destination marketing: Parlnerships; Alliancu; DMOs; Co-operation; Atlantic Canada 

1. Introduction and objectives 

Governments in jurisdictions throughout the world have 
come to understand the importance of tourism as  a source 
of personal and business wealth, government revenues, and 
jobs. As a result, many governments now promote 
publi~private sector partnerships to increase destination 
competitiveness (Ritchie & Ritchie, 2002). As Ritchie and 
Crouch (2000, p. 1) note, "nations, states, cities, and 
regional areas now take their role .as tourist destinations 
very seriously, committing considerable ellort and funds 
towards enhancing their tourism image and attractiveness". 
And, as just suggested, one particular trend in destination 
marketing has been the move toward the formation of 

- 
. .. 'Corresnondina author. Tel.: + 1519 8884045: lax: + 1 519747 1141. - 

E-moil oddresu: Isurcl.rcid@ww.ac.nr (L.J. Kcid). 
slsmilh@hwlthy.dua~ctloo.u (S.LJ. Smith). 
rob.mccloskoy@awa-apsca.gc.ca (R. McCloskcy). 

partnerships or alliances! especially strategic alliances. 
Bkherel and Vellas (1999. p. 17) broadly define alliances 
as  "agreements betwcen two [entities] who may agree to co- 
operate in a variety of ways". This can include co-operation 
among two or more provincial, state, or regional govern- 
ments in the same market in which they both compete 
individually but also co-operate against other competitors. 
This paper explores an  example of a strategic alliance among 
two levels of government and the private sector in Atlantic 
Canada (the four easternmost Canadian proiinces). 

The objectives of this case study are to: 

1. examine a specific alliance, the Atlantic Canada Tour- 
ism Partnership (ACTP), in the context of the existing 
literature on the formation of strategic alliances; 

2; dexribe the motives for its creation as well as its 
structure; 

I ~ o r n e  aulhors, such as the World Tourism Organintion Businus 
Council (UNWTOBC, 2003). make a distinction betwcen lhew two terms. 
but lhey srs used interchangeably in lhii papu. 

0261-517711-sce front matter Q 2007 Elxvier Lld. All righu mcrvcd. 
doi:10.1016/j.touman3W7.05.005 
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3. summarize marketing strategies and tactics for the key 
international markets targeted by ACTP; 

4, examine management, governance, and communication 
practices and issues; and 

5. summarize results of ACTP's activities within the 
context of its objectives as well as that of the larger 
Canadian tourism market. 

2. Literature review 

The value of strategic alliances has been recognized for 
years. Pearce (1989) and Buhalis (2000) note tourism 
organizations best achieve their goals when the joint 
activities of multiple participants are conducted within a 
formal structure. Bramwell and Lane (2000, pp. 4-5) 
describe the attainment of mutual benefits through 
collaboration as  "synergistic gains from sharing resources, 
risks, and rewards, and the prioritization of 'collaborative 
advantage' rather than individual 'competitive advan- 
tage"'. 

Recognition of the value of collaboration and partner- 
ships has been driven, in part, by declining tourism 
marketing budgets in many govemments. Traditionally, 
governments were involved in marketing from a perspec- 
tive that emphasized process and political priorities, with 
budgets reflecting the relative political power of govern- 
mental tourism marketing organizations. However, grow- 
ing fiscal constraints have forced many governments to 
cutback on marketing budgets. A common response to 
declining funds has been for public sector destination 
marketing organizations (DMOs) to adopt a "corporate 
model" (Mistilis & Daniele, 2004). This model is char- 
acterized by a focus on measuring the return-on-investment 
(ROI) from marketing expenditures, controlling costs, and 
increasing efficiency. As Reid (1987) and Palmer and Bejou 
(1995) have noted, economies of scale can be achieved 
when tourism organizations work together in a more 
corporate-like manner. This corporate model relies more 
on the marketplace rather than on politics to guide market 
planning and-of particular relevance to this study- 
typically involves the development of strategic alliances 
with other organizations (UNWTO, 1996). 

Strategic marketing alliances can include a mix of 
different levels of governments as well as private sector 
organizations. Partners are involved through financial 
participation or in-kind contributions. In addition to 
sharing costs among partners, the private sector brings 
greater responsiveness to market trends, a willingness to try 
new tactics as well as to drop those proven to he ineffective, 
and generally a more entrepreneurial mentality (Marino, 
2000; U N T O ,  1996). 

Despite the advantages of forming strategic alliances for 
DMOs, alliances require effort to form and to succeed. 
Some of the challenges in creating multi-agency publio 
private sector alliances include: (I) determining the relative 
levels of partner funding contributions, (2) balancing 

power and decision-making authority among partners, 
(3) budgeting for marketing versus other tourism activities 
such as research and evaluation, and (4) balancingpolitical 
imperatives with market forces in a more holistic policy 
context of government-industry interaction. In addition to 
the need to meet these challenges, the formation of tourism 
partnerships requires businesses move beyond their normal 
competitive instincts (UNWTOBC. 2003). 

While industry leaders as well as academics recognize 
that "[ghe development and management of alliances 
is a critical strategic skill in hospitality and tourism" 
(Crotts, Buhalis, & March, 2000, p. I), many alliances 
are created or managed with inadequate care and thought. 
As Crotts et al. (2000, p. 3) note, "[mlany reflect a 
ready-fire-aim approach to relationship development 
where firms create alliances to meet strategic goals without 
implementing the appropriate mechanisms to assure 
relationship survival." The authors identify five questions 
that should be answered by an organization before it 
enters into an alliance: (I) Do we want to partner? (2) Do 
we have the ability to partner7 (3) With whom do we 
partner7 (4) How do we partner7 (5) How do we sustain 
and renew a relationship over time7 These questions need 
clear answers before an organization should proceed with 
an alliance. 

Palmer and Bejou (1995) identify four categories of 
alliance characteristics: (1) coverage, which refers to the 
functional competencies and geographic extent of the 
alliance; (2) form, which represents a broad spectrum 
running from non-equity partnerships (such as ticensing 
arrangements) to joint ventures (shared investment and 
management); (3) mode, by which Palmer and Bejou mcan 
the intrinsic relationships among members; and (4) motives 
for creating the alliance. Although no one model of a 
strategic marketing alliance in tourism works in all 
situations, most successful alliances share certain common 
features. 

These features include some form of governance such as 
a steering committee or Secretariat to administer the 
alliance as well as internal structures to promote commu- 
nications among partners. The degree of formality will 
reflect the form of the alliance. Alliances requireagreement 
on objectives to be pursued within the alliance, especially 
because motives for parmering ofien vary among the 
members. Thus, a group culture that places a high priority 
on seeing that the alliance succeeds is necessary. The range 
of tourism partnership objectives is quite broad, and is n i t  
limiled just to marketing. The UNWTOBC (2003) cites six 
categories of objectives:-(I) product development, such as 
promoting sustainable development and responding to 
competition; (2) research and technology, such as joint 
research on common markets; (3) human resources, such as 
setting service and quality standards; (4) marketing and 
sales, such as improving awareness of a destination and 
accessing new markets; (5) infrastructure, such as promot- 
ing intermodal transportation linkages; and (6) improved 
access to financing. 
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The coverage, form, and mode of strategic tourism 
marketing alliances involving government partners depend 
upon the political culture of the country and the ideology 
of the government in power (Hall, 1999) as well as the 
motives of the partners. Partners will also vary in terms of 
their experience in tourism marketing, their political 
maturity and self-confidence, their own objectives, and 
the technical expertise and resources available to them 
(Mistilis and Daniele, 2004). Public-private sector alliances 
are usually shaped by compromises that include recogni- 
tion of public sector principles, including the need for 
accountability of the expenditure of public funds (Elliott, 
1997; Faulkner, 1997). control of data/remarch findings 
and rights to privacy (Stewart & Zhao. 2000). and the need 
to.sbare information among relevant parties to support 
consensual decision-making (Mistilis & Daniele, 2004). 

In practice, long-term alliances evolve to meet new 
environmental conditions and to respond to internal 
partnership changes, including learning what works and 
what does not. Thus, alliances should be seen as evolving 
entities in which "an intricate balance of inter-organiza- 
tional relationships emerges, influencing and influenced by 
a diverse set of economic, social, and political forces" 
(Mistilis & Daniele, 2004. p. 65). These authors note that, 
"[tlbe successful tourism partnership may exhibit dynamic 
yet fragile characteristics of the collective efforts. Tourism 
partnerships ... are not static,.but rather evolve in a 
proms" (Mistilis & Daniele, 2004, pp. 66-67). As a result, 
whatever the form of management and governance, 
responsive administration is needed a t  each s'tage of the 
life cycle of the alliance (Selin & Chavez, 1995, p. 854). 

The earliest stage of understanding partnership forma- 
tion is understanding the environment in which potential 
partners begin to consider forming an alliance. Wang and 
Fesenmaier (2006) suggest several forces that bring 
potential partners together: Partnerships may arise out of 
a crisis that affects potential partners and forces them to 
look for common action to deal with the situation. This can 
include economic or technological change that imposes 
strains beyond the ability of organizations to cope 
individually. Partnerships also develop from informal 
networks in which the potential partners are already 
familiar with and are interacting with each other. Alter- 
natively, the stimulus to form an alliance may result from 
the intervention o f a  third party that sees potential benefits 
from a partnership. Or, a visionary leader in one 
organization sees the potential benefits from greater 
collaboration and this person recruits .others to join. 

While a great deal of knowledge has accumulated over 
the past two decades on regional tourism marketing 
partnerships and strategies for enhancing their capacity 
(Selin, 2000; Wang & Fesenmaier, 2006), there are few case 
studies describing how success (or failure) has been 
achieved. Given the great diversity ofcoUaborative tourism 
structures and strategies, there is value in exploring what 
can be achieved by collaborative destination marketing 
through case studies of specific organizations. 

A case study approach is par&cularly relevant in 
exploring the success or failure of regional tourism 
marketing partnerships because, as a research design, it 
examines a phenomenon within a larger social, economic. 
or political context, typically over a period of time, and 
explores process as well as causal relations. The case study 
strategy is not a simple research design, but, instead. 
typically involves the collection of data from multiple 
sources, both primary and secondary, in a more compre- 
hensive research design than in other conventional social 
science approaches (Xao & Smith, 2006). 

The case study presented below examines the structure, 
function, and performance of ACI'P during 2000-2006?In 
particular, the case study describes the larger political and 
economic environment in which ACTP was created, 
explores the process principles related to the management 
of ACI'P, and examines the impacts of A C E '  programs on 
the performance of the Atlantic Canada tourism sector. 

3. Background 

Tourism is a strategically important sector in Atlantic 
Canada. The region consists of four provinces: New 
Brunswick, Nova Scotia, Newfoundland and Labrador. 
and Prince Edward Island (see Fig. I). They form a natural 
tourism grouping due to the region's scenic, cultural, and 
environmental resources. Prior to 1993, the four individual 
provinces struggled individually to compete with other 
Canadian provinces in both the US and offshore markets. 
This approach had limited success because individual 
provincial marketing budgets were much smaller than 
those of their nearby Canadian provinces, particularly 
Quebec and Ontario. Marketing efforts incorporated 
advertising and promotional campaigns that were too 
small, inefficient, and ineffective. Further, the Atlantic 
provinces competed against each other despite the fact that 
most international visitors view the region as a single 
destination. 

Recognizing both' the potential of tourism for the region 
and the advantages of a strategic and integrated marketing 
campaign, a federal-provincial economic development 
agency, the Atlantic Canada Opportunities Agency 
(ACOA), initiatcd efforts to create a,pan-Atlantic tourism 
marketing body-the ACE'-and operated it under 
ACOA's tourism program, Tourism Atlantic. 

A few words about ACOA will be useful. A long- 
standing Canadian federal policy is to inject financial 
resources into regions that, for a variety of reasons, lag 
behind the growth rate of other regions. These funds are 
dispersed through four federal agencies, one of which is 
ACOA. 

The goal of ACOA is to improve the economy of 
ktlantic Canadian communities by supporting ewnomic 
- 

%o most cuncnl data available, as of January 2006, arc used 
lhroughoul this report. I1 should be noled lhat some data, slpesially that 

-related lo Lravcl volumsl and valusr, were not available Tor 2W5. 



Fig. I .  Map o l  Atlantic Canada. 

growth through business development and the creation of Table I 
job opportun~ties. In it operates programs to A m  parlncfihip budget (1990-2006) 

support growth in export sectors of the economy such as Period ~ o t a l  budget ACOA Parlner 
manufacturing, fisheries, information technology, agricul- (million I) conlribulion mnlribuliom % . .. . ~~ ~ ~ ~ ~ ~ ~ 

ture. and tourism. ACOA has been in existence since 1987, 
and considers tourism to be one of its strategic priorities 1990-1993 10.00 60 40 

1992-1997 (ACOA, 2003). Its involvement in helping the tourism 1997-2000 
12.90 55 45 
18.00 50 50 

sector grow is long-standing and broad. In fiscal year 20041 2000-2003 19.50 50 50 
2005, for example, ACOA helped fund, through partner- zoo2-zoo6 19.95 50 50 
ship agreements and contributions, 35 projects with 
"tourism" in their title, for a total of $4.3 million (total 
value of the 35 projects was $7.6 million) (ACOA, 2005). 

A key element in the creation of the partnership was the 
ability of ACOA to commit core funding for a 3-year 
period. ACOA stipulated that, collectively, the four 
individual Atlantic provinces must agree to match ACOA's 
contribution, to a ratio that gradually increased over time 
to be 1:l. The value of the two most recent 3-year 
agreements was over $19 million Fables 1 and 2). ACOA's 
and the provinces' financial contributions are cash 
committed at the signing of a new agreement. Industry 
contributions may be cash or in kind, and are made on a 
project-by-project basis. 

The partnership was negotiated jointly by ACOA and 
the provinces, with industry (through member-based 

tourism industry associations in each province) invited to 
become partners. It was formalized through a series of 3- 
year Memoranda of Agreement (MOA) that have evolved 
in scope and been periodically renewed since 1993. The 
Atlantic Canada International Tourism Marketing Agtee- 
ment, on which ACTP is bascd, thus has nine signatory 
agencies: ACOA, the four provincial tourism ministries, 
and the four provincial tourism industry associations. The 
purpose of the two most recent agreements was to focus 
ACTP's efforts totally in marketing-related activities in 
international markets, with particular sustained emphasis 
in .the United States so as to increase tourism visitations 
and expenditures (ACOA, 2000). Overseas markets-the 
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Table 2 
ACTP budget wnlribulions (1997-2006) 

Funding partner Conlribulion [%) 

ACOA 
Provinces 

lVhM prouhcer con~riburr: 
Nova Swlia 10.85 
New Brunsrvick 10.85 
Prince Edward Island 4.15 
Newroundland and Labrador . 4:15 

Indulry 20.00 

UK, German-speaking nations in Europe, and Japan- 
were important secondary markets. 

ACTP developed in an environment that had several of 
the characteristics identified by Wang and Fesenmaier 
(2006) that encourage the formation of alliances. As noted 
above, the Atlantic provinces faced marketing challenges- 
espccially limited budgets-beyond the ability of any 
individual province to meet. Moreover, the geographic 
proximity of the provinces and the sense of regional 
identity (socially, culturally, economically, and gwgraphi- 
cally) that pervades Atlantic Canada had created a mutual 
awareness of the issues and personalities in each of the four 
provincial tourism ministries. 

Since the creation of ACTP, tourism's growth in Atlantic 
Canada has outpaced the national average as well as that 
of agriculture, fisheries, and manufacturing in Atlantic 
Canada. Tourism recently generated $3.175 billion a year 
in revenues (direct spending) or 5.5% of regional GDP, 
and 110,000 jobs for Atlantic Canadians (ACOA, 2005). 
The experiences of the creation and operation of ACTP can 
therefore provide insights into how a successful multi- 
jurisdictional tourism marketing partnership can be formed 
and operated. 

4. Methods 

In keeping with the conventions of case studies, this 
inquiry used multiple data sources, examined the particular 
case over a number of years, and set the study in a context 
larger than just its organizational structure. Data collection 
involved four general sources. First, structured personal 
interviews were conducted with members of various ACrP  
committees (Management, US Market, Overseas Market) 
as well as with the ACTP Secretariat. Secondary data 
included reviews of the MOAs, marketing plans, project 
assessment forms, communication strategies, reports on the 
results of tour wholesaler partnerships, written repom 
from ACTP delegates to various trade and consumer 
shows, and other internal documents. Third, quantitative 
secondary data sources were accessed for statistical 
measures of the impacts of ACTP programs, including 
Statistics Canada's Inlernational Travel Survey for 

2001-2005 and ACTP research. Finally, results of Atlantic 
provinces' call center surveys were accessed for numbers of 
inquiries, conversions, expenditures, and ROI data. 

There are several limitations that, should be acknowl- 
edged in this study. Historical information on the original 
negotiations that created the ACTP in the early 1990s is 
unavailable. Statistical modelling that could reflect the 
probable situation of tourism in Atlantic Canada in the 
absence of ACTP does not exist. In other words, it is 
currently impossible to quantitatively estimate the diller- 
ence that ACrP has made to the (health of the sector 
beyond the performance measures ryported here, or how 
the sector would perform without the existence of ACTP. 
However, interviews with members of ACTP's committees 
indicated that members. unanimous!y believed that: (I) 
their access to research on which to base their market plans 
would have been severely restricted and (2) their level of 
participation (and budgets for) international marketing 
initiatives would be substantially reduced or even non- 
existent, 

A key issue in the successful formation and operation of 
any partnership is the negotiation of shared decision- 
making authority (Bramwell & Lane, 2000). The approach 
taken by ACOA and its partners was to vest decision- 
making authority in a Management Committee where each 
member had an equal vote, regardless of financial 
contribution, and decisions were made on a majority vote 
basis. As previously noted, the Management Committee 
consisted of 10 members: two management representatives 
from ACOA, the four provincial ministries responsible for 
tourism, and the presidents of the four provincial tourism 
industry associations (Table 3). This describes what Palmer 
and Bijou (1995) call the mode of a partnership, i.e., the 
intrinsic working relationships among the partners. 

Strategies approved by the Management Committee 
were carried. out through three working committees: the 
US Marketing Committee, the Overseas Marketing Com- 
mittee, and the Corporate Communications Committee. 
Each of these had a representative from ACOA, the four 
tourism ministries, and one industry representative from 
each province. A Program Manager was assigned to carry 
out the work of each Marketing Committee. A Secretariat 
camed out day-to-day administrative responsibilities of the 
partnership. 

k s  noted, successful partnerships must have an explicit 
mode of operations regarding how members work 
together. In addition to the management and structures 
described above, ACTP adopted five principles: 

Shared fwtding: ACTP activities were funded through 
shared contributions from ACOA, the provinces, and 
industry. The provinces continued to have their own 
marketing priorities and brand image, so it was 
necessary for the parties-particularly ACOA and the 
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Table 3 
ACTP structure (1000-2006) 

- 

Managonen1 Commil~er: 
ACOA Via  Preident mpomibte for tourism 
Director General olmurism Atlantic 
Provincial Deputy Ministers respomiblc for tourism 
Presidents of the four provincial tourism industry arsocialiom 
Canadian Tourism Commisrion @on-voting, or q[fcio) 

The Management Cammillee cream standing and od hoe commilt+ as 
needed, including an adhoc Evaluation Steering Committee 

Working markcring commirrets: 
I. US Market 
2. Overrcas Markels 

Membership: Each consisls of 10 munbers: two from ACOA. one each 
from the four provincial lourism minisrricr, and one from industry in each 
province 

M a d l e r :  US Marketing Program: Build on and enhance lhe brand 
equitv that har been established bv the orovincu, and indusW in New 
~ & n d  and the hfid-Atlantic sta&..Jl; majority orfunds arcdirected to 
theconsumu market. although a small portion o l t h  marhung bvdgcl is 
direcled to the travel lnde  market 

Oursear Aforkring Program: Punuc the European @rimarily the UK and 
German.speaking countries) and Japan through integrated marketing 
technique (combining consumer. travel trade, media) 

ACTP Sccrerarial and najj: 
Responsible for the day-today operatiom 
Conlran for Secretariat senices awarded on a competitive basis. 
Current mnmct  is with h e  Tourism Industry Association of Prina 
Edward Island VAPEI)  
Sffirelarial consisled of a Co.prdinalor who worked directly with the 
Manapsment Cammittce and ACOA. a oarl-time bookkeeocr. and 
a m - l o  the hccuti,c Director O ~ T I A P E I  for adnsc anddi;cnion 
Co-ordinator ensursd o p e r a l i 0 ~  oflhc ACTP wcrc in areordaoce with 
the terms of lhe ~ ~ ~ . ~ m a i n l a i n e d  records. provided minuler of . . 
commiltec meetings, and prcparcd financial repor& . Ensurd that business plam and work plam for lhe two marketing 
committees were prcpared and implemented 
Two program managcn, one each for lhe OS and Overscas Program 
provided support to and implemented the work of the mmmilteu. 

provinces-to negotiate- their expectations for their 
involvement, identify what successes they expected to 
achieve from the paitnership, and what marketing 
activities remained outside the partnership. 
Increnlenral marketing: ACTP promoted only incremen- 
tal marketing activities. Partnership funding supported 
only new activities or extended the reach of marketing 
efforts beyond that possible without the funding. ACTP 
did not simply "top-up" the marketing budgets of the 
partners or  allow them to reduce their marketing 
budgets. 
Co-ordinated marketing: ACTP worked to co-ordinate 
marketing efforts among aU the provinces to promote 
economies of scale in media buys and leverage with 
partners including the Canadian Tourism Commission, 
traditional tourism partners (e.g., tour operators), and 
non-traditional partners (e.g., a utility company). 

Research-based marketing: Marketing efforts were re- 
search-based and reflected market demand. Moreover, 
all marketing programs were empirically assessed using 
objective criteria specified at the start of the project. 
R01  targets specified in the MOA were 10:l for the US 
Program and 5:1 for the Overseas Program. 

The partners in ACTP recognized that co-ordinated 
marketing targeted a t  key international markcts made 
sense for a number of reasons. The Atlantic Canada 
provinces tend to appeal to similar markets and most 
visitors to the region visit two or more provinces on the 
same trip. Efficiencies of scale and cost-savings through co- 
ordinated media buys were also possible through the 
creation of a collaborative marketing organization. 
Further, there is potential, especially in offshore markets, 
to create a "critical mass" of marketing presence by 
combining marketing efforts of tourism partners. Different 
marketing strategies were developed for the US and 
overseas markets because market dynamics, advertising 
costs, and awareness of Atlantic Canada differed beiween 
these markets. 

With 84% of ACTP's operating budget, the US Program 
constituted the lion's share of ACTP marketing activity. 
New ~ngland'  was the primary market because of its 
proximity to Atlantic Canada. The populous but more- 
distant Mid-Atlantic region4 was a secondary market. 
Advertising media (print, electronic, and Internet) received 
about 65% of the US Program budget, with ttavel trade, 
media relations, and research also areas of significant 
activity. One of the initial challenges to the successful 
operation of the partnership was how to deal with the fact 
that each individual province had a distinctive brand in the 
US and were not. willing to relinquish these to a non- 
existent (in the eyes of the US market) "Atlantic ~ a n a d a "  
brand. A compromise waseventually reached in that all the 
partners agreed to respect provincial brand identities but 
that ACTF"s marketing activities would focus on elements 
common to two or more provinces, co-ordinated adver- 
tisement placements, and joint promotional efforts. The 
MOA identified several additional principles to guide the 
US Committee's activities (Table 4). 

Partners agreed direct-to-consumer advertising was the 
primary focus of the US Program because the majority of 
New England visitors travel independently, by auto. The 
consumer media campaign was administered through a 
media broker who worked with the provinces to identify 
common interests and tactics. The media broker negotiated 
on behalf of the provinces to reduce costs and add value in 
paid advertising. While time-consuming in reaching agree- 
ment, this tactic not only yielded economic benefits, it 
reinforced the need for the provinces to view themselves as 
partners. 
- 

'The s l a m  of Connccticicul. New Hampshire. Maine, Marrachusetls. 
Rhode Island. and Vermont. 

? h e  s la te  of New York, New Jersey. and Penmylvania. 
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Table 4 
US Marksling Program operating principles and key activities 

Operaling princlpler. 
Sound markcl research 
Maximization o l  esonomiu o l  scale via bulk purchassr o l  media 
advertising 
Support only initiatives lhal create incremenlal actinlies in exisling 
provincial markeling campaignr 
Clear and responsive measurement splems lor each campaim 
A marketing slralegy svslainabie lor the liletimc o l  ihe agnemenl 
Preservation or provincial brand equity 
Marketing activilies dictated by the market as well u provinaal 
priorities 
Ovcrall program evaluation 
Where appropriate, plans to leverage again31 CTC and othw pamcr 
prognmr 

Kq acliuirier: 
Rcscarch 
Purchase olaudild media, i.e.. media suppard by ACiT has lo be 
subjocd lo mvirical trackinn or conversion meUlodi to ~mvide  an 
&ment o l i i  impact in th; market . Direct marketing and relalionship marketing 
Promotional and public relalions activities 
campaign-launchaclinties 
Trade marketing activilies 
Production and sales sorts (lo a maximum 01 15% o l  lhc overall 
annual provincial allocalion) 

The events of September 11th resulted in a significant 
decrease in US travel to Atlantic Canada (as well as the rest 
of Canada) in 2002. ACTP responded by conducting 
research in New England to assess the perceptions and 
future intentions of residents about travel to the region, 
and general attitudes towards international travel. As a 
result, a planned media campaign for 2002 was postponed 
and revised to reflect what was called "the new reality" in 
the US market. 

A travel trade strategy was developed to generate 
incremental sales from travel agents and tour operators. 
Activities targeted at intermediaries included educational 
programs aimed at topproducing New England travel 
agents to increase awareness of Atlantic Canada. Partner- 
ships were formed with tour wholesalers who enjoyed 
strong in-market brand recognition and had proven their 
ability to generate sales. Tour partnership activities 
included trade show participation, product launches, sales 
missions, public relations, direct mail, familiirization (fam) 
tours, and sales training. The media strategy's objective 
was to generate publicity in print and electronic media 
aimed at target markets. Activities included hosting travel 
journalists, appearances on live radio shows, and shooting 
television footage. ACTP worked to promote the entire 
region in the fam and media tours, although the success of 
pushing the entire region was constrained by the relative 
narrow interest of tour operators and travel journalists- 
often only in one or two provinces. Initially, ACTP refused 
to support any initiative that did not involve at  least two 

provinces, but eventually relaxed: this position and 
supported single-province fam and qedia tours. 

The European market is of secondary importance to 
Atlantic Canada, and received approximately 13% of the 
total ACTP budget. However, overseas markets were still 
considered important because of the higher per capita 
spending by these visitors and the desire to avoid over- 
dependence on the US. Europe received about two-thirds 
of the Overseas Program budget and Japan about one- 
third. 

A few words about the petformance of Canada's tourism 
sector in the f i s t  few years of the 21st century will be useful 
as context for some of the following. comments on ACTP 
performance. Nationally, Canada's share of the European 
travel market was 7.3% in 2001 (Canadian Tourism 
Commission. 2002). International air travel to Canada was 
slow to recover after September l lth and was further 
atfected by the US invasion of Iraq asd SARS. The number 
of overseas visitors to Canada declined by 6% between 2001 
and ZOO2 (from 4.3 million province trips in 2001 to 4.0 
million in 2002). In 2003, the number fell further to 3.4 
million, 12% below pre-September 11th levels. Some 
recovery occurred in 2004, with arrivals rising to 4.2 million; 
however, the volume of overseas arrivals to Canada in 2005 
was below results posted in 2000 (4.6 million). 

A major challenge facing Atlantic Canada in its overseas 
markets was low awareness. The high cost of overseas 
marketing meant that it was wise for ACTP to partner with 
the national tourism organization, the CTC. In contrast to 
the US market, the provinces agreed to be represented as a 
single region, advertising material had to be approved by 
all four provinces. The primary reasons for this were the 
recognition that the individual provinces lacked a brand 
image in international markets as well as the logistical 
problems of attempting to promote four individual 
provinces using the limited overseas marketing budget. 
However, ditferent brands were created for ditferent 
markets. For Europe, the brand was Canada's Enst Cons!. 
For Japan, the brand was A~lanric Canada: Where Canada 
Begins. 

Several principles guided Overseas Committee activities 
(Table 5). In addition, the MOA described activities 
explicitly covered through ACTP funding. 

The basic approach in the overseas markets was a 
market share maintenance strategy whereby Atlantic 
Canada's percentage of the overall Canadian market share 
(both arrivals and receipts) was to be maintained over the 
life of the partnership. Overseas market growth objectives 
were set to match the CTC's growth, targets because many 
programs were conducted in conjunction with the CTC. 
This approach permitted building on economies of scale 
and taking advantage of the CTC's established presence in 
overseas markets. In other words, given its much larger 
budget and greater experience in overseas markets, the 
CTC was given the lead in overseas marketing with ACTP 
identifying specific activities initiated by the CTC that 
matched ACTP's overseas objectives. 
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Tablc 5 
Ovensar Marksling Program operating principles 

- - - - 

Operaling principles 
Punuc h c  European and Japanesc markets lhrough inlegraled 
marketing techniques . Develop and implement a Europe slralegy and Japan slratcgy based 
on sound rssearsh 
Maximize. economies of scale 
Lsverage dollan against the CTC and other p a m e n  
ACT? funds were incremental to existing provincial overseas 
markcling aclivitiss 
Clear pcrformanoe measurcmcnt systems wen built into lhecampaignr 
T h e  overwasmarketingstraugy had to ksvrlained ovor tholifeof the 
MOA (3 years) 

Key ndivilier: 
Rcscarch 
Purchaw of audited media, is., media supported by ACT? has to be 
subjected to empirical uacking or wnvenion methods to provide an 
assusment 01 irs impam in the market 
Direct markedng and relalionship marketing 
Promotional and public relations aciivides. 
Campaign-launch activities 
Trade marksling activilies 
Sales calls (in Japan) 
Production and sales wsts (to a maximum of 15% of the bverall 
a n n u l  provincial allmtion) 

Key activities in Europe emphasized tour operator 
relations such as negotiating partnerships with top-produ- 
cing tour operators, participating in travel trade market- 
places and trade shows, and hosting fam tours for tour 
operators. Educational seminars were arranged for travel 
agents. Media activities included print and television ads in 
major. markets, with an emphasis on raising consumer 
awareness of Atlantic Canada. 

Similar activities were conducted in Japan, but imple- 
mented by an in-market sales agent. Trade and consumer 
shows were attended, and fam tours with tour operators 
arranged A series of sales missions were organized 
involving personal calls to offices of selected tour 
operators. Media activities included print ads, television 
ads, and hill boards with an emphasis on raising consumer 
awareness of Atlantic Canada. 

The impacts of major A m p  activities under the 
2000-2003 and 2003-2006 Agreements are described 
below? Generally, ACTP performed well during a time 
tourism in other regions of Canada struggled. 

The 10:l ROI objective of the US market is the single 
most important measure of success, as specified by the 
MOA. The conversion and ROI results (Tables 6a and b) 
confirm that ACTP activities increased the number of 
inquiries and converted more of these inquiries to Atlantic 
Canada. The cost of reaching consumers decreased over 
the 6-year period, demonstrating increasing advertising 
efficiencies. Most importantly, the ROI achieved not only 
meeting the target in all years but one. It more than 

' ~ a l a  lrom ZOO5 were not available a t  the time 01 wridng. 

Tablc 6 
ACrP wnversion and ROI mulls lor US Program! (a) 2000-2003 and (b) 
2003-2006 

Indicator 2000 2001 2002 Aggrsgatcd 
results 

(a) Media buy (million) $2.13 $3.30 YI.W 
Inquiries (hourand) 64.8 100.6 149.5 
Cost per inquiry 133 $33 527 
Conversion rale (%) 28 I8 21 
Converted party visils 18,100 17,527 34,173 
Cost per convcnsd inquiry I l l 8  $188 $117 
Spending pcr visitor pany $1032 11401 $1180 
Total revenues (millibn) $18.70 $24.50 541.20 
ROI $8.80:1 S7.50:l 110.30:l 

Indicator 2003 uX)4 2005 

(b) Media buy (million) $3.66 $3.31 53.09 510.06 
Inquiries 209.6 186.8 208.4 134.7 
Cosl per inquiry $17 $18 $15 $17 
Convenion rate (%) 24 32 30 29 
Converted party visiU 56.416 59.000 60,577 175,993 
Cost per converted inquiry $65 $56 $56 557 
Sp~dingpervisi lorparty $1295 $1134 51309 $1248 
Total rcvcnues (million) $73.20 $66.90 579.60 5219.70 
ROI $19.98:1 $20.2531 525.72:l $21.83:1 

doubled the target in 2003, and increased in each year since 
then.6 

However, A m p ' s  impact in the US market had some 
weakness. While travel from the US to Canada declined 
generally across the country and from all US origins, 
Atlantic Canada's rate of decline in province visits from 
New England between 1999 and 2005 (Table 7) was larger 
than that of the Canadian provinces of Ontario and 
Quebec, its primary Canadian competitors. This reflects the 
fact that outbound travel to Canada from New England, 
Atlantic Canada's key US market, has declined more in 
recent years than outbound travel from any other US 
region. However, ACTP partners have indicated that they 
believe the declines would have been even more precipitous 
with the ACTP alliance. 

Revenues, which are considered to be more important 
than simply the number of visitors, also declined during 
this period. However, the decline for Atlantic Canada was 
not as severe as for Ontario and Quebec (Table 8). 

Table 9 compares awareness levels of New England 
residents of the Atlantic Canada between 1999 and 2002. 
Respondents were surveyed to elicit the name of potential 

- 
lor 2 W 2 0 0 3  Uablc 6a) and 2003-2006 (Table 6b) cannot bc 

wmparcd besavle of a change in the ROI conversion mclhodology ovcr 
the twopuiods. ROls in the fin1 pcriod were based on surveys conducted 
only with unique telephone numbers colleclsd lrom tho provincial call 
csnlen that had bccn colleclsd as parl of lulfillmcnl 01 requests lor 
information. ROls in the second period wen b a d  on call csnler dala as 
wellas a webbased survey olpenple who had h i e d  any 01 lhe provincial 
tourism websiles. The indusion of web-based rssulls significantly 
increassd lhc eslimates of the number olinquiries. convensd party visits. 
and ROI lor 2003-2006. 



Table 7 I 
New England arrivals: Allantic Canada, Quebec. Ontario (province visils, thousands, and pcrccnt change lrom previous yq r )  

Destination 2W0 2001 2002 2003 200-4 2005 %A MOO-2W4 

Atiantic Canada 513.7 503.7 450.5 451.8 436.8 372.1 

nla 0.1 7.9 -10.6 -2.7 -9.9 -15.3 
Ontario 377.5 380.5 419.4 355.9 356.5 371.6 

nla 0.7 10.2 -15.1 0.1 4.2 -1.6 

Table 8 
New England revenue trends: Allantic Canada. Quebec. Ontario (million dollars and percent change lrom prsn'our year) 

Destination 2000 2001 2002 2W3 2004 2W5 %A 2000-2005 

Atiamic Canada 140.3 158.2 182.3 
n/a 12.8 15.2 

Tablc 9 
Changes in awarrncrr o l  provinces in Ncw England: 1999-2002 

Provin~s 1999 2002 

Unaided Aided Unaided Aided 
% % % % 

New Bmnswick I 10 3 14 
Newloundland and 0.3 8 2 22 
Labrador 
Nova Swtia 2 34 5 22 
Prince Edward Island 1.5 22 3 24 

provincial tourism destinations in Atlantic Canada using 
both aided and unaided recall approaches. Unaided recall 
increases in each case, while three of the four provinces 
experienced an increase in aided recall. 

The use of a media broker proved successful in 
negotiating savings (between 10% and SO%), and value- 
added features, such as free hyperlinks to Atlintic Canada 
tourism websites from magazine websites or complemen- 
tary business reply services; in fact, savings and added 
value increased each year since 2001 (Table 10). The use of 
a media broker also meant that A m  did not use an 
advertising agency-of-record, helping avoid agency fees. 

The budget for the media program was $50,000 per year 
over the agreements examined in this case study. The 
implementation for 2001 was delayed until2002 due to the 
impacts of September 11th. The objectives of the media 
program were to: (1) generate stones in magazines in which 
ACTP buys advertising, (2) generate broadcast stories in 
radio/television in target markets, and (3) promote media 
interest in regione7 Using an "advertising-equivalence" 

'Activiries wvcred in Ulis program included lhuned p m s  Ln'ps, 
broadcast coverage o l  spesial evenu, media inlormation d o n s  and 

Table 10 
Savings and added value achieved by media broker: 2001-2005 

Year Savings and added value (1000) 

2001 286 
2002 609 
2003 687 

logic, the cost of an ad equal in size or duration to a print 
or radio/television story was multiplied by 4.0 to estimate 
media value of the coverage? The value of media coverage 
rose from $730,000 in 2001 to $5 million in 2005. 

In terms of travel trade performance, tour operators 
were asked to provide informatios on gross sales and, 
where possible, on incremental sales attributable to Ule 
partnership with ACTP. Not all sales can be directly 
accredited to ACTP, so only a portion of sales equal to the 
percentage of the total investment represented by ACTP's 
contribution was used in the ROI calculation. An invest- 
ment of $146000 resulted in estimated revenues of 
$1,772,000, representing an ROI of 12.1:1 in 2005. 

In terms of overseas markets, the UK, German-speak- 
ing, and Japanese market targets for arrivals and revenues 
were based on ACTP's goal of maintaining market share of 
CTC targets. The absolute value of these Largets-although 
not market share-were reduced after the dramatic decline 
-- 
ffoor~le conrlnuedJ 
showcases, hosted meals lor lravcl writers and media rrpmenlarives. and 
lranrpomrion suppon lor wriIen/produccn. Numerous lam toua wue 
generated lrom the media relalions acriviticn, rcsdling in extenrive 
editorial coverage. 

'Tha value 014.0 was chosen on ACTP's beliellhat editorial coverage is 
lour rimes more c d i b l c  lhan paid adverrising. 
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Table I1 
Revenue targets and perromance: UK market 

Year Person trips Revenues 

Target Result Target Result 
(person (person ( I  million) ( I  million) 
trips, 000) trips, OM)) 

2003 47.8 43.3 41.7 50.0 
2004 49.7 51.2 57.9 56.3 
ZW5 52.2 nla 62.2 nla 

Table 12 
Revenue targsls and perlormancc: German-speaking market 

Year Person trips Revenues 

Target Rssult Target Result 
(person (person ( I  million) ( I  million) 
trips. WO) trips. WO) 

2WO 71.2 45.2 56.2 49.4 
2001 68.4 42.5 61.1 52.2 
2W2 33.1 33.8 36.9 45.1 
2003 25.4 17.7 14.3 10.7 
2004 26.6 26.5 15.2 128 
ZOOS 27.7 nla 16.5 nla 

Table 13 
Revenue targeu and psrlormana: Japan market 

Year Person trips Revenues 

Target Result Target Result 
(person (psrson ( I  million) ( I  million) 
Irips, 000) trips. OM)) 

in international travel to Canada post-2001 from ofTshore 
markets. 

UK arrivals fell short of targets from 2000 to 2003, but 
exceeded the target in 2004. Revenue performance was 
mixed (Tables 11-13). The performance of the German- 
speaking market fell short. of both arrivals and revenue 
targets for all years, reflecting weak economic conditions in 
Germany as well as the impacts of various international 
travel shocks to that market. The same weak performance 
was true in the Japanese market. These results were not 
unique to Atlantic Canada, though; Atlantic Canada 
generally maintained or increased its market share of 
Canadian arrivals and revenues. 

In addition to overall visitor number and spending 
targets, the Overseas Program identified performance 

Table 14 
(a) Selccled Canadian arrivals market share: 2W1 and 2004 and 
(b) selected Canadian revenue market share: 2001 and 2004 

United Kingdom German-spcaking Japan 

2WI 2004 m01 m04 200l 2004 

(a)Atlantic Canada (%) 4.4 4.5 5.4 5.9 1.3 2.4 
Quebec (%) 11.1 9.4 11.1 15.5 5.7 7.4 '- 

Ontario (%) 35.7 33.7 28.4 26.4 26.4 323  

(b)Allade Canada (.h) 5.4 5.0 8.8 7.6 1.9 2.3 
Quebec (%) 8.8 8.1 14.3 13.9 6.1 6.3 
Ontario (%) 32.5 30.7 22.4 25.9 19.7 28.6 

indicators including growth in the number of tour 
operators and tours, fam tours, tour operator brochure 
content, participation in travel trade shows, and media 
activity. Results in these areas generally were favorable? 

AIXP easily exceeded the target of $12.5 million in 
tourism revenues per year (based on the ROI objective of 

'5:l). This was achieved during a period in which overall 
offshore anivals and revenues declined. Market share 
performance (Tables 14a and b) was mixed. Arrivals market 
share for Atlantic Canada from all three key markets 
increased from 2001 to 2004. However, revenue market share 
declined for the UK and Germanspeaking markets, while it 
increased for Japan. Atlantic Ca'nada's market share of 
receipts generally is larger than that of arrivals, indicating 
they are drawing disproportionately higher-spending over- 
seas visitors than Quebec and Ontario. 

6. Conclusions 

The ACTP is a model of a successful multi-partner 
regional alliance for developing export tourism markets. 
The federal government, by oKering funding through the 
ACOA, brought four provincial governments and members 
of the four provincial tourism industry associations to the 
table. ACOA was able to attract partners not only by 
providing core funding, but by negotiating a formula and 
structure to leverage partner funding and to share decision- 
making. As a result, the partnership created a spirit of co- 
operation among four competing provinces that did not 
exist prior to its implementation. 

Travel agents and tour operators were successfully 
recruited as tactical partners in each year of the two 
agreements. The partnership successfully developed posi- 
tive media relations and raised awareness of Atlantic 
Canada in its key markets. The fact that such a partner- 
ship has been successfully strengthened and continually 
re-negotiated is remarkable; reflecting this success, an 
agreement for 2006-2009 has been signed. 

%elails or  lhese perromance indicators are not reported here because 
o I spaa  limitations and lhe [act lhallheshare or budgelallocatcd to here 
adn t i e s  was relatively minor. 
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ACOA's leadership contributed to significant growth in 
R01 from the US market over the period of the two 
agreements, which was also a period of a softening in the 
US outbound market to Canada. The growth was possible, 
not only because of incremental funding, but because of 
market research conducted by ACOA for the provinces 
and industry. This leadership also contributed to signifi- 
cant growth from overseas markets. By the end of the 
second agreement, both programs--US and Overseas- 
had surpassed their ROI targets. The ACTP alliance has 
had a strong positive economic impact in the region and 
has achieved its most significant objectives. 

Wang and Fesenmaier (2006) suggest there are three 
potential broad outcomes from tourism marketing partner- 
ships. The first is strategy-oriented, in which there is more 
efficient use of scarce resources. The second is learning- 
oriented, such as learning new ways to conduct marketing. 
The third is social capital-oriented, such as strengthening 
the co-operative spirit of the partners in ways that extend 
beyond the explicit terms of the alliance. ACTP's activities 
have resulted in all three. Joint marketing efforts extended 
and leveraged marketing budgets. Ongoing research and 
the sharing of marketing experiences among ACTP's 
partners helped each of the partners learn from each other 
and to develop new marketing tactics and strategies. And 
ACTP has significantly increased the sense of co-operation 
and sharing of information resources among the partners. 

Gray (1989) identifies five characteristics essential to the 
success of an alliance. The first is a set of interdependent 
stakeholders who recognize their success depends, to a 
degree, on each other. The second is the ability to accept 
legitimate differences of opinion and the willingness to 
resolve them through creative thinking. The third and 
fourth are linked: a sense of shared responsibility for 
decision-making and a sense of ownership of the decisions, 
and acceptance of responsibility for the future direction of 
the alliance. Finally, successful alliances depend on the 
understanding that collaboration evolves as partners 
develop better understanding and experience. ACTP's 
experiences demonstrate that the alliance has achieved 
and sustained all five characteristics. 

Specific lessons learned from ACTP's partnership 
activities and their evolution are summarized below: 

I. Effective tourism marketing partnerships require that 
partners negotiate their way through legitimate differ- 
ences in objectives (Bramwell & Lane, 2000; Wang & 
Fesenmaier, 2006). In the US Program, each provinee 
sought to protect its own brand while working with 
other provinces to engage in co-operative marketing 
initiatives. For overseas markets, the partnership was 
able to develop two diflerent and successful unified 
brands. 

2. Partnerships require a sense of eqgtable participation 
and involvement (Marino, 2000; UNWTO, 1996). In 
ACTP, the federal government (through ACOA), four 
provincial tourism ministries, and four industry asso- , 

ciations were functionally equal partners. Funding 
levels varied to reflect the differences in budgetary 
resources of the various partners; these were specified 
in the MOA through a clear funding formula. 

3. The existence of simple quantitative and relevant key 
performance indicators is something members of a 
marketing partnership expect (Elliott. 1997; Faulltner. 
1997; Mistilis & Daniele, 2004). The MOA provided 
explicit accountability and reporting guidelines; quan- 
titative performance targets ineluded ROI, market 
share, awareness, revenues, and arrivals. 

4. An efficient management structure is critical for a 
partnership to be sustainable (UNWTOBC. 2003). 
ACT'P worked continually over the years examined to 
improve its structure, balancing the expectation of nine 
partners to be involved in decision-making with 
minimal bureaucratic process. Internal decision-mak- 
ing procedures could be slow because the need for 
inter-ageney consultation could not be ignored, hut 
ACTP sttiamlined management operations and deci- 
sion-making processes. 

5. Effective regional marketing activities by partnerships 
need to be based on an integrated, multi-media 
strategy. This typically involves a mix of print, 
television, direct mail, media relations, and Internet. 
Travel trade marketing typically requires a mix of 
participation in trade shows, fam tours, and other 
promotional initiatives. Travel trade marketing should 
also be complementary to consumer marketing. The 
results of travel trade initiative need to be measured 
over time, that is, over the course of 2 or more years, 
not just in the course of one travel season. 

6. The eflectiveness of tourism marketing is highly 
vulnerable to non-tourism events (e.g., the September 
11th attacks, SARS). Aggressive tactical marketing 
ehanges by A m  to reflect "the new reality" resulted 
in a recovery of arrivals for 2003. However, softening 
in the outbound market of the US and some overseas 
markets due to economic slowdown, rising fuel costs, 
tighter border controls, and other factors continue to 
challenge not only the Atlantic Canada tourism sector, 
but that of all of Canada. While brand development 
and maintenance requires stability in core positioning 
of the destination in the market, specific messages to 
promote the destination need to adapt to any 
significant changes in the environment. 

7. In line with the so-called corporate model, partnerships 
require explicit a priori guidelines regarding spending 
allocations (Mistilis & Daniele, 2004). The use of a 
media broker 6y the US Program saved money for the 
organization and encouraged the provinces to co- 
operate through joint advertising buys whenever a 
business case could he made. The restriction of ACTP's 
budget to incremental activities further ensured that 
the partnership was e k t i v e  in achieving its objectives. 

8. Marketing budgets should be allocated to, in the 
vernacular, achieving the biggest bang for the buck. 
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Because most US travel to Atlantic Canada is by 
independent travellers driving personal automobiles, 
the bulk of the marketing budget was targeted at  the 
consumer market. This did not preclude investment in 
the travel trade but meant that these activities were 
secondary to consumer marketing. This reasoning was 
also behind the decision to allocate the bulk of ACTP's 
US marketing budget to the New England market. 

9. Every decision must be made in the context of 
promoting the overall goals of the alliance (Crotts 
et al., 2000). ACE '  partners continuously reminded 
themselves why the allianee was created, the need to 
focus on its core business, and for the partners to think 
regionally. 

10. Marketing decisions are most effective when based on 
research and evaluated using objective, pre-determined 
criteria. ACTP's limited budget precluded background 
research for every activity, but major decisions were 
based on research and subsequently evaluated using 
quantitative tools. 

I I.  Industry participation in public-private scctor partner- 
ships needs to be carefully structured and sensitively 
managed. Presidents of the tourism industry associa- 
tions sit ex ofjicio on the Management Committee 
because they are recognized by government as the 
"voice" of the private sector. Representatives from 
individual tourism firms were appointed to Marketing 
Committees on the basis of their expertise and 
available time. Marketing plans provided opportunities 
to any Atlantic Canada firm that wished to participate. 
Decisions on contributions by individual f ims to 
specific marketing initiatives were made on a case-by- 
case basis. The requirement for firms to measure the 
rcsults of their participation with ACE '  was a source 
of frequent complaint. Tour operators felt that A m  
funding was so limited that the effort required to 
provide infomation on revenues attributable to ACE '  
contributions was not worth the effort. Expectations 
for reporting results of ACTP funding of tour whole- 
salers thus were negotiated on a case-by-case basis, 
attempting to balance accountability and sensitivity to 
the time required to report. 

12. Returns from travel trade and media relations are long 
terin and often qualitative rather than quantitative. 
Results from initiatives such as market places, educa- 
tional programs, trade seminars', road shows, and sales 
missions are more related to reputation, relationships, 
credibility, and goodwill than to statistics. Thus, 
evaluation of these initiatives needs to he monitored 
over a longer time period because of the inhercnt time- 
lag between these activities and their impact on 
awareness and sales. 

A new agreement for 2006-2009 has been negotiated. 
The renewed partnership will face severa! issues that will 
need to be addressed as the partnership begins to 
implement new marketing plans. First, demand in the US 

market for Canada continues to soften. While ACTP has 
been successful in achieving its ROI targets and in raising 
awareness in New England, the partnership will need to 
continue monitoring trends in the US and, perhaps, 
anticipate a shift away from its traditional emphasis on 
New England. That region is both the primary market for 
Atlantic Canada but is also the weakest performing 
regional market in the US." 

Previous MOAs have stressed ROI as the primary 
measure of success. This indicator continues to be an 
important one, but other measures should be given more 
emphasis, especially for developmental activities such as 
tour wholesaler partnerships and media relations. With 
reference to New England, measures related to awareness 
and market share need to also be considered as long-term 
indicators of the health of that market. 

The structure of two Marketing Committees, one for the 
US and one for overseas, is costly in terms of administra- 
tion as well as members' time and travel costs. Further, the 
two committees have evolved different styles of operating: 
the US Committee focuses on strategic issues while the 
Overseas Committee tends to be more interested in "micro- 
managing" marketing decisions. An alternative struelure 
that harmonizes different marketing styles within the 
partnership will be useful. 

In sum, ACTP illustr,ates how a tourism marketing 
alliance can be negotiated among potential competitors 
and operated successfully through multiple agreement 
periods. The Atlantic provinces and ACOA came together 
to strengthen their mutual competitive position against the 
rest of Canada. The catalyst for the creation of the alliance 
was a third party--a federally funded regional economic 
development agency-as well as the recognition that co- 
operation would generate greater gains than failing to co- 
operate. ACTP has been working in a difficult period of 
international tourism marketing since 2001, especially in 
terms of declining US demand for international iravel. 
However, the partnership has been successful in achieving 
its main measurable marketing objectives and, even 
more significantly, in creating a sustainable alliance 
among industry, provincial governments, and the federal 
government. - 
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1. In planning its budget for the coming year, Princely Company 

prepared the following payoff probability distribution 

describing the relative likelihood of monthly sales volume 

levels and related contribution margins for Product A : 

Monthly Sales Volume Contribution Margin Probability 

Reqired : 

[ 1 ] What is the expected value of the monthly 

contribution margin for Product A ? ( 5-point ) 

(21  Compute the coefficient of variation for Product A ? 

( 5-point ) 



2. Lamb Company uses job order cost accumulation procedures. 

Manufacturing-related costs for November were: 

Work in process, November 1 (job 50) 

Materials and supplies requisitioned for: 

Job 50 

Job 51 - 
Job 52 

Supplies 

Factory direct labor hours: 

Job 50 

Job 51 

Job 52 

Labor costs: 

Direct labor wages 

Indirect labor wages 

Supervisory salaries 

Building occupancy costs 3,500 



a ?a (#4w) 
- +  ~ u ~ H F - I E A E ~  ~fizg : ?imw%i 

98 9fEt%*~rn*%%%~ f4B : .m@ii9 

Factory equipment costs 6,000 

Other factory costs 5,000 

Jobs 50 and 51 were completed during November. The 

predetermined factory overhead rate is $4.50 per direct labor 

hour. 

Required: 

( 1 ] Compute the total cost of Job 50. ( 8-point) 

(21  Determine the factory overhead costs applied to Job 

52 during November. ( 8-point) 

(31 Compute the total factory overhead costs applied 

during November. ( 8-point) 

(41 Determine the actual November factory overhead 

incurred. ( 8-point ) 

(51 How should Lamb dispose of any over- or 

underapplied factory overhead, assuming that the 

amount is not significant in relation to total factory 

overhead? ( 8-point) 




