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1.0 Introduction and Background

1.1 Introduction

This paper proposes a new branding strategy for Quebec City through application of theoretical knowledge, a critical analysis, innovative ideas and future recommendations and requirements.  It commences through defining a destination and a destination marketing organization (DMO), as well as provides a brief background about Quebec City.  The following section discusses Quebec City’s main resources and stakeholders.  An analysis of the current destination brand is then discussed.  The proposed brand is then discussed based on the research of Quebec City in order to improve the brand, sustainability and achieve competitive advantage.  The subsequent section discusses the proposed target market for this brand based on geographic, demographic and pyschographic characteristics.  The requirements and challenges of the implementation of this new brand are then discussed.  This paper ends with a conclusion to tie together the main concepts and reiterate the importance of the proposed brand.

Destinations are places that have some form of actual or perceived boundary, such as the physical boundary of an island, political boundaries or even market-created boundaries (Hudson, 2005).  Tourism destinations are primarily based on four core elements that make up the destination product: prime attractors, built environment, supporting supply services and socio-cultural dimensions such as atmosphere or ambience (Hudson, 2005).  Destination marketing organizations (DMO’s) are government agencies, convention and visitors bureaus, travel associations and other bodies that market travel to their respective destination areas (Hudson, 2005).  
1.2 Background 

Quebec City is located in the south of the province of Quebec in Canada and is the second largest city in the province after Montreal (see Appendix 1 for a map of Quebec.)  The estimated population of Quebec City in 2004 was 697 000, making Quebec City the 7th largest city in Canada based on population (Canadalegal.info, 2006).  Quebec City stretches from the shores of the St. Lawrence, one of the largest rivers in the world, north to the foothills of the Laurentians, the oldest mountain range on Earth and east to Montmorency Falls (Ville de Quebec, 2008).  This city is a four season destination and is renowned for how they use their winter product for winter activities and craftsmanship.  The city is surrounded by rivers and is divided into two parts, Upper and Lower Town (Ville de Quebec, 2008).  Quebec City can be referred to as a “remarkable cultural and geographic crossroads, the city could be called a bridge of sorts between Europe and the Americas, and has a unique and special role to play internationally,” (Ville de Quebec, 2008, para. 1).  Furthermore, it is a city rich in history, heritage and culture but also shares the qualities of a modern and dynamic city.

In 2008, Quebec City is commemorating the 400th year anniversary of the city and of French civilization in North America.  “We have a saying that everyone should have two cities in their heart, their own and Québec City” (Government of Canada, 2008, para. 1).  This is a time for all Canadians as well as international tourists to celebrate the rich French history and culture of Quebec City.  The main resources that Quebec City takes pride in are their Old Town known as Vieux-Quebec, a UNESCO World Heritage Site, and one of the oldest cities in North America; their festivals, such as Summer Festival and the Winter Carnival;  and the Chateau Frontenac, their parliament buildings, the park of Bois-de-Coulonge and their ice hotels (Telegraphe de Quebec, 2008).
2.0 Destination Marketing Organizations

Working together as well as sharing information fosters the opportunity to combine resources to perform in a more efficient and effective manner (Bramwell and Lane, 2000, Hudson, 2005).  This section provides information about some of the most influential DMO’s of Quebec City including Quebec City Tourism (QCT), Commissariat aux relations internationales de la Ville de Quebec, Tourisme Quebec and Canadian Tourism Commission (CTC).  Furthermore, a brief background of these DMO’s and their mission is discussed in order to gain a better understanding of how the proposed brand may be coordinated with the interests of other DMO’s.

QCT is the sales and marketing agency for Quebec City and Area’s tourism and convention market.  QCT is responsible for the promotion of “convention and leisure travel through interaction with meeting planners, travel agents and trade and consumer media worldwide for the continual economic benefit of the community,” (Quebec City Tourism, 2006, para. 1). 
Commissariat aux relations internationals de la Ville de Quebec is responsible for promoting Quebec City internationally (Ville de Quebec, 2008).  This Commission provides a link between municipal authorities and the main socio-economic partners and leaders in the community, in order to define the issues and to ensure the city’s progress (Ville de Quebec, 2008).    

Tourisme Quebec is responsible for the promotion of Quebec City as well as to offer tourists advice on accommodation, transport, nightlife, shopping and other activities to help them plan and organize their trip (Tourisme Quebec, n.d.).  This is displayed on their website, but they also provide their contact details for telephone or in person meetings with the tourists, as well as tips, ideas, photos, video clips and other ways to entice an individual to come to Quebec City. 

CTC is a more broad-based commission that aims to encourage the world to explore Canada (CTC, 2007), including Quebec City.  They help promote Quebec City by making the most of the winter product and capitalizing on the experiences that the snow has to offer (CTC, 2007).  An example is the Ice Hotel in Quebec City, which takes the concept of snow to a whole new level and is a unique way to celebrate winter.  The CTC works together with Canada’s tourism industry to put together effective marketing support programs geared towards improving their brand, product innovation and enhancement (PIE) as well as research.  Furthermore, they offer a brand visual identity toolkit that aids in areas such as branding, logo, promotion and photography.  The sales department also markets and promotes Canada to nine countries worldwide such as France, China and Australia.   

There are many additional stakeholders that are affected by the tourism process which are inclusive to the host culture, the guests, tourism operators, planners and developers, the service industry, transportation and so on.  Their participation and involvement is integral to the sustainability and branding of Quebec City and needed to ensure that all voices are heard and that tourism will positively impact the lives of those who are affected by it.  

3.0 Analysis of the current destination brand 

There was a dominant theme in the branding efforts being focused towards Quebec City’s 400th anniversary.  Quebec City Tourism (2006) displays this as the first article on their website followed by an article about much  of Quebec City has gone wireless and an article about having your dream wedding in Quebec City.  There was no slogan apparent to help promote the city nor were their historical and natural features heavily promoted.  There was also no promotion of what needs would be met if a tourist were to visit the city.  

Commissariat aux relations internationals de la Ville de Quebec is more responsible for the economic development of Quebec City and creative brandings and marketing is not in place on their website.  The website is also only offered in French.  There are certain pictures on the site, but it is more of an informative website and would not entice one to travel to Quebec City.

Tourisme Quebec from a marketing perspective had a more effective way to communicate their brand to the tourists.  Their slogan was the main headline of the webpage being, “Quebec: Providing emotions since 1954” (Tourisme Quebec, n.d.), with an attractive blonde woman smiling, heart shapes and the background of the romantic looking city.  In this spirit, they are showcasing the romantic side of Quebec City, a place where a tourist may come to fall in love, or be with their loved one and obtain a deep emotional experience.  This goes hand in hand, with the romantic stereotype of the French culture, and is marketing their destination in a similar manner to that of Paris, France.  This is a very effective way to sell their brand as it aims to meet the tourist’s needs and emotional benefits, which may be more effective than just stating the main attractions.  In addition this may also be an effective marketing tactic towards Western Europeans that want to gain a romantic experience whilst partaking in international travel.  This may also be a very effective marketing tactic towards Canadians from outside the city, as they may not have the time or money resources to go to Paris itself.  Through effectively playing on the notions of love and emotions this is valuable way to lure in tourists.


The CTC also plays on the notion of love, although in a very different context.  Their slogan for Quebec is, “Fall in love with your city and Quebec City” (CTC, 2007, para. 1).  This may give a city-dweller the idea that Quebec City may ha something unique to offer that one may not be able to find in his/her own city.  Although this slogan poorly communicates what it is about Quebec City that would entice one to travel there and does not effectively communicate the personal benefits that may be achieved through visiting this destination.

4.0 Proposed brand for the destination

“400 years of love, passion, history, culture and environment”.  Through this proposed brand it works with existing destination marketers to promote the rich history and culture that exists within Quebec City through drawing on 400th anniversary, the culture and the idea of love, which the French culture is renowned for. The additional branding of the environment is also proposed, not merely as green-washing, which is the disinformation disseminated to present an environmentally responsible public image (Ramus and Montiel, 2005), but to further promote the natural and built environment as well as sustainability.  This may be advantageous from a marketing perspective, as it uses existing resources to promote to different markets, but it also may help to endorse sustainability.  Through working from a sustainable tourism perspective, 
emphasis is placed on the critical importance of environmental stewardship and similarly, destinations must be sustainable from an environment perspective (Hudson, 2005).


Branding efforts of this destination are also going to balance the strategic objectives of all stakeholders whilst sustaining the local resources.  This is going to be done through the development of partnerships between public and private sector as well as agencies in order to co-ordinate the delivery of the brand (Buhalis, 1999).  Through working together and the sharing of information many benefits can be achieved from this partnership such as a creative synergy, social acceptance, and the promotion of learning about the work, skills and potential of other partners.  Please see Appendix 2 for further details of the benefits of partnerships.      

 
Taking advantage of new technologies and the Internet also enables destinations to enhance their competitiveness by increasing their visibility, reducing costs and enhancing local co-operation (Buhalis, 1999).  Furthermore, in order to achieve optimization in branding, keeping up to date and innovating with the Internet is going to be crucial to delivering the brand.  Please see Section 7.0 for further details on innovative Internet ideas.  

Through the efforts mentioned above such as strong cooperation and partnerships, environmental stewardship, strong marketing strategies and adaptation to technological change this brand is going to aim for competitive advantage.  Competitive advantage can be further defined as resource deployment, and how effective the resources of a destination are used to provide a strong tourist experience and a competitive destination in comparison to others (De Grosbois, pers. comm., February 20, 2008).  In this spirit, competitive advantage may be achieved through strong utilization of human resources and thus cutting back on money and time resources.  The balancing of environmental initiatives and environmental communication also plays a role in achieving sustainable competitive advantage (Hudson, 2005).  Catering to business tourists will also be a way to achieve competitive advantage, which is further mentioned in the subsequent section on target markets.  Furthermore, sustainable destination development and management will aid in the long-term prosperity of the locals, as well as help to attract visitors and ensure profitability and success.  


As there is a lot of attention in the media on Quebec City because of its 400th anniversary, a significant amount of resources are going to be dedicated towards branding efforts to encourage tourists and to aid in the long-term tourism development.  Strong marketing tactics are also going to take place during their summer and winter festivals.


5.0 Target Markets

Niche marketing is the tailoring of products to meet the needs and wants of a narrowly defined geographic, demographic or psychographic segment(s) (Hudson, 2005).  This is a way to effectively communicate your brand, as it would be too costly to target everyone.  And thus, through focusing in on a certain target you are better able to communicate a message that meets their higher intrinsic needs. According to Maslow (1943), higher intrinsic needs are belonging and love (social) needs such as friendships, esteem needs such as self-confidence and above all, self-actualization needs pertaining to personal fulfillment.  When conceptualizing the brand, the destination brand essence pyramid was used, in order to deliver the brand’s character to appeal to certain personality types.  Please see Appendix 3 and 4 for Destination brand essence pyramid.

The target market that this proposed brand is going to reach out to will be based on a combination of geographic, demographic and psychographic characteristics.  This brand is particularly going to aim to satisfy the psychographic needs, as this is more likely to enhance a potential customer to come to the destination as this targets their internal characteristics and values (De Grosbois, pers. Comm., February 20, 2008).  
The target market for this brand by geographic location is the Western European market.  Certain demographics that this brand is going to be tailored towards are young adults with a low to average amount of disposable income.  The brand is going to be targeted towards females, as the city has romantic look and culture, and can be marketed as a way to find love and belonging, one of the higher intrinsic needs (Maslow, 1943).  The marketing will also be marketed towards couples as a romantic destination getaway, wedding destination or place to spend their honeymoon.

Furthermore, the marketing approach will take on a differentiated strategy in the advertising that aims to deliver different benefits to different segments.  These segments are going to be divided by usage segmentation, which places together potential tourists based on how they use the product.  These groups are going to be separated as follows: business tourists, cultural tourists and eco-tourists.  This is also important as it differentiates the tourism activities in the region, and thus, Quebec City will not be reliant on one particular tourism operation to generate money into the region.     


Through working with QCT on convention tourism, marketing is going to be geared towards business tourists, as they can bring in a lot of money to the region (De Grosbois, pers. comm., February 20, 2008).  According to Howell, Bateman Ellison, Ellison and Wright (2003), business travelers fill more than half of all non-resort hotel rooms and domestic airline flights.  Business tourism is also attractive as it occurs year-round and can provide a steady source of income (Howell et al., 2003).  Business tourists may not only be attracted to the area for it’s convention center, but also the rich culture and history and thus, they may want to experience during their leisure time. 

This brand is also geared towards historical and cultural tourists, who are interested in better understanding French Colonization in North America.  Efforts on this branding may be particularly focused on French speaking regions in Western Europe.  This idea of this branding will be to strongly promote the rich French culture that exists within the historical North American city.  The branding will also be focused on the notion of love and spirituality in a romantic city.  And thus, this aims to appeal to cultural escapists that want to immerse themselves into a unique experience, spiritual seekers that want an experience that corresponds to their values, those seeking love and even researchers who may want an educational component to their visit.   

This brand is going to work with existing brands agencies to promote the evident elements that exist within Quebec City, but further innovating through the strong promotion of the natural environment.  The message of this branding will be towards eco-tourists that are seeking adventure within a protected environment that is inclusive to both the natural and built environment.  This is done through working together with tourism operations in close proximity to Quebec City to offer a variety of outdoor activities such as cross-country skiing, snow-shoeing, hiking, sliding, skating, dog sledding and snow-mobiling.  This is intended for travelers who seek adventure and a new culture, but still have the comfort of a city.

6.0 Requirements and Challenges of the new brand implementation

6.1 Requirements of brand implementation

Certain requirements need to be in place in order to effectively manage the processes and delivery of the brand’s promise.  The requirements for this brand are to become accredited with Destination Marketing Association International (DMAI), to use competitor intelligence to help achieve competitive advantage and to have more policies in place pertaining to sustainable tourism.  The challenges are also recognized in order to be better able to address them if they occur. 

Therefore, Quebec City is going to work with DMAI, to achieve best practice in communication and marketing of their brand.  DMAI has an accreditation program that is developed to attain significant measures of excellence in marketing and to help destinations better communicate to their community and potential visitors (Conworld.net, 2008).  This accreditation program provides a platform for official destination marketing organizations to assure their stakeholders they have achieved the highest accepted standards and quality performance in destination marketing.  DMAP will help Quebec City with a wide variety of topics including governance, finance, management, human resources, technology, visitor services, group services, sales, communications, membership, brand management, destination development, research, market intelligence, innovation and stakeholder relationships.  Quebec City can also use other destinations that are accredited with this program as a benchmark such as Alexandria Convention and Visitors Association in Alexandria, Virginia, USA.  Tourisme Montreal is also accredited by DMAP, and so considerations of extending the partnerships to outside of Quebec City may also be a viable and effective option.

Another requirement to brand implementation is competitor intelligence.  Keeping tack of competition is important to have a clear understanding of who the competition is and knowing how your destination is doing in comparison to competitors (Hudson, 2005).  A competitive scan of other competition should be in place before implementation as well as continual monitoring in order to ensure that the destination is meeting the most efficient and effective practices at the time (Issaverdis, 2001).

Another requirement will be to put more policies in place for tourism operators to abide by pertaining to sustainable tourism.  These are to ensure that regulations are being followed through monitoring and evaluation of tourism operations.  Incentives and tax deductions for environmentally friendly operators will also be in place.

6.2 Challenges of brand implementation

There are certain challenges to effective destination management that may pose as a barrier to achievement.  One of the biggest challenges is the lack of resources.  An issue may arise in being under-resourced for additional staff time that will be required for the formation of partnerships (Bramwell and Lane, 2000).  Money and time resources are also an issue, particularly in the complex planning processes that will be required.  Becoming accredited with DMAP is also an additional monetary resource for the destination.  


Another challenge is of brand implementation is stakeholder involvement.  It is a complex process to ensure that all stakeholders not only participate but their voices are equally heard in all decision-making processes.  In addition, a consensus amongst stakeholders needs to be achieved on how to deliver the brand to ensure that promise that is offered to tourists will be met.  Furthermore, it may be challenging to determine a brand that is suitable to the entire community, and may also block brand innovation from occurring.  Other main issues that have been identified have been correlated to the complexities of stakeholders in partnerships and are inclusive to distribution of power issues, government involvement compromising the ability to protect public interest, the blocking of innovation and uncertainty about the future due to complexity (Bramwell and Lane, 2000).  Please see Appendix 5 for additional barriers to partnerships.  Although steps have been taken to mitigate these issues through accreditation with DMAI, which works with stakeholders, there are still difficulties faced in pleasing all stakeholders particularly when working in a diversified economy.
7.0 Proposed strategy to communicate the brand to the target markets

In Canada, a 2002 survey showed that “8 out of 10 Canadians who are connected to the Internet use it as a source of travel information and planning” (Hayman and Schultz, 1999 in Hudson, 2005, pg.218).  Therefore a strong reliance on the Internet and other technologies will be used to market this brand.  As the brand is targeting young adults a strong reliance is going to be on popular social utilities on the Internet such as Facebook and My Space as well as additional emerging popular social utility networks and other relevant websites.  Furthermore, this will be an effective way to not only mass communicate the message but also to target it towards the appropriate markets.

Marketing in appropriate networks will also take place to ensure the message is delivered to the appropriate target markets based on what type of tourism they would partake in during their time in Quebec City.  For example, raising awareness and building relationships with certain business corporations will be a way to promote the convention centers in Quebec City.  Similarly, marketing will also target environmental groups that are available via Internet access to stimulate an interest in eco-friendly adventure travel.  The other target market this brand is going to communicate to is cultural tourists which can be done in various ways such as promotion to educational institutions that are interested in better understanding French civilization and history, marketing on Internet dating networks to further promote the notion of finding romance in Quebec City and to have eye-catching photography on various Internet social utility networks to draw attention to this romantic looking city.  Having Quebec City’s brand listed on the Canadian Tourism Commissions website as one of their partners, will also help to further communicate and promote the destination.     

8.0 Conclusion

In conclusion, the proposed brand is going to further improve through leveraging existing resources and working closely with stakeholders to determine a sustainable management regime for the branding of Quebec City.  This is going to be done through collaboration to form strong partnerships between tourism stakeholders in Quebec City.  This process is going to be very complex, as the aim is for equal involvement amongst stakeholders in order to effectively deliver the brand, which may come across certain challenges to achievement.  This brand will not only aim to satisfy local stakeholders but also, the tourists, as it will aim to meet the promise that has been delivered to them in the marketing.  And thus, a mutually beneficial relationship will form between the host and guest which will also enhance the chances of repeat visitors to experience 400 years of love, passion, history, culture and environment within Quebec City.
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Appendix 1- Map of Quebec
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Appendix 2- Potential benefits of Collaboration and Partnerships

(Adapted from Bramwell and Lane, 2000, p. 7)

	· There may be involvement by a range of stakeholders, and may be well placed to introduce change and improvement.

	· Decision making power and control may diffuse to the multiple stakeholders that are affected by the issues, which is favourable for democracy.

	· The involvement of multiple stakeholders may increase social acceptance of policies, so that implementation and enforcement may be easier to effect.

	· More constructive and less adversarial attitudes might result in consequence of working together.

	· The parties who are affected by the issues may bring their knowledge, attitudes and other capacities together to the policy-making process.

	· A creative synergy may result from working together, perhaps leading to greater innovation and effectiveness.

	· Partnerships can promote learning about the work, skills, and potential of the other partners, and also develop the group interaction and negotiating skills that help to make partnerships successful.

	· Parties involved in policy-making may have great commitment to putting the resulting policies into practice. 

	· There may be improved coordination of the policies and the related actions of the multiple stakeholders.

	· There may be greater consideration for the diverse economic, environmental, and social issues that affect the sustainable development of the resources.

	· There may be greater importance of the non-economic issues if they included in the collaborative framework

	· There may be pooling of stakeholders resources, which might lead to more effective use.

	· When multiple stakeholders are engaged in the decision-making the resulting policies may be more flexible and sensitive to local circumstances and to changing conditions. 


Appendix 3-The Destination Brand Essence Pyramid-Romantic/Cultural Tourist
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Appendix 4- The Destination Brand Essence Pyramid- Adventure/ Eco-tourist


Appendix 5- Potential Problems of Collaboration and Partnerships

(Adapted from Bramwell and Lane, 2000, p.9)

	· In some places and for some issues there may only be a limited tradition of stakeholders participating in policy making.

	· A partnership may be set up as ‘window dressing’ to avoid tackling real problems head on with all interests.

	· Healthy conflict may be stifled. 

	· Collaborative efforts may be under-resourced in relation to requirements for additional staff time, leadership and administrative resources.

	· Actors may not be disposed to reduce their own power or to work together with unfamiliar partners or previous adversaries 

	· Those stakeholders with less power may be excluded from the process of collaborative working or may have less influence on the process.

	· Power within collaborative arrangements could be passed on to groups or individuals with more effective political skills.

	· Some key parties may be uninterested on inactive with working with others, sometimes because they decide to rely on others to produce the benefits of working in a partnership.

	· Some partners might coerce others by threatening to leave the partnership by threatening their own case.

	· The involvement of democratic government in collaborative working and consensus building may compromise the ability to protect the ‘public interest’.

	· Accountability to various constituencies may become blurred as the greater institutional complexity of collaboration and obscure who is accountable to whom and for what.

	· Collaboration may increase uncertainty about the future as the policies developed by multiple stakeholders are more difficult to predict than those developed by a central authority.

	· The vested interests of the multiple stakeholders involved in the collaborative process may block innovation. 

	· The need to develop consensus, and the need to disclose new ideas in advance of their introduction might discourage entrepreneurial development.

	· Involving multiple stakeholders might be costly and time-consuming. 

	· The complexity of involving multiple stakeholders makes it difficult to involve them all equally.

	· The power of some of the partnerships may be too great, leading to the creation of cartels

	· Some collaborative arrangements may outlive their usefulness, with their bureaucracies leading them to extend their lives unreasonably. 
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