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March 30, 2021
Michelle Zeggil
Economic Development Officer
City of Red Deer
#1 5000 51 Ave
Red Deer, Alberta, T4N 4H5
Dear Ms. Zeggil,
Please find enclosed the final Red Deer Major Event Strategy and Destination
Development Framework. It has been a pleasure working with the City of Red Deer
and major event stakeholders to develop this important document. We look forward
to learning about all your successes in the coming years.
If you have any questions or require clarification on the attached report, please feel
free to contact me at 780.266.7888.
Sincerely,

Justin Rousseau, Managing Director
Expedition Management Consulting Ltd.
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Community Overview
The City of Red Deer is an active and inclusive community that was
built through entrepreneurialism, innovation, and community spirit.
The community is centrally located in Alberta and serves as an economic
leader in the region. Red Deer offers an attractive mix of urban amenities,
outdoor spaces, and strong connections to a rural lifestyle.
As a host destination for major events, Red Deer has a compelling offering.
The city is strategically located midway between Edmonton and Calgary along
the Queen Elizabeth II Highway, which is Alberta’s busiest transportation
corridor. Significant investments into infrastructure has led to an excellent
supply of hosting venues, as well as strong transportation links throughout the
community. Red Deer’s past experience demonstrates a successful track record
of hosting major events, including the 2019 Canada Winter Games, Agri-Trade
Equipment Expo, World Junior Hockey Championship, and the Canadian Finals
Rodeo. Most importantly, the community features a high degree of engagement
from local community organizations and key individuals who support high quality
major event delivery. Their passion for volunteerism has been instrumental in Red
Deer’s success as a host destination.

Edmonton

Red Deer
Calgary
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Current State
Hosting major events has become part of the identity of Red Deer. The community
takes great pride in being an excellent host and it achieves this by putting the
experience of participants above all else. When people come to Red Deer to enjoy a
major event, they are treated like special guests, which helps to ensure a fantastic
visitor experience at every event.

MAJOR EVENTS DEFINED
For the purposes of this report, major events are defined as events that will
have all of the following characteristics:
• Attract thousands of participants and/or spectators with a high
percentage of visitors coming from outside the community.
• Have strong potential to attract visitors and generate visitor spending
in the community.
• Have significant market demand, market reach, can be leveraged for
year-round promotions, and align with the tourism brand.
• Deliver significant economic, social, and reputational benefits to the
community.
• Have significance on a regional, provincial, national, and/or
international scale.

F i n al: March 30, 2021

KEY THEMES FROM THE ENGAGEMENT PROCESS

Internal and external stakeholder groups were engaged through the strategic
planning process. The following key themes summarize the main findings.
1. Red Deer is Well Positioned to Attract Major Events
2. There is a Desire to Become a Premier Major Event Destination
3. There is a Need for Improved Organization and Role Clarity
4. There is Support for Enhanced Collaboration
5. A Diverse Event Offering is Key to Long-Term Success
6. There is a Desire to Expand the Benefits of Major Events
7. Measuring Performance and Celebrating Success is Important

The Impact of COVID-19
The COVID-19 crisis is unprecedented and major events were one of the first sectors
to experience large-scale disruption. Cancellations have been wide-spread and there
is no firm timeline on when it will be safe again to host large gatherings. However,
well established host destinations are
continuing to build their event calendars
and win future major events. With the
Now is an excellent time for Red Deer
reduced focus on hosting events in the
to re-organize itself around major
short-term, now is an excellent time for
event development.
Red Deer to re-organize itself around
major event development.

Economic and Social Benefits of Major Events
Many stakeholders in the community recognize the potential for major events to
deliver significant economic and social benefits to the community. However, major
event development is currently facing barriers that are limiting growth. Foremost
among these barriers is the lack of an organization to take the lead on major event
development. No existing organization currently has the role of leading major event
development in Red Deer and this situation has led to significant challenges. For
example, there is no primary point of contact for external partners to engage with,
no organization to effectively mobilize Red Deer’s hosting capacity, and no one
organization to take a long-term strategic approach to major event development.
Without an organization to take on these responsibilities, Red Deer will not achieve
its full potential as a destination for major events.

Major events have the ability to produce a wide variety of economic and social
benefits for Red Deer. Major events are a proven tourism driver that can bring
visitor dollars into communities. This is “new” money that has a high multiplier as it
circulates throughout the local economy. The social benefits of major events are also
important to consider. Major events are known to bring host communities together,
strengthen local pride, enhance community engagement, build the capacity of local
organizations, contribute to the preservation of built and natural environments, and
strengthen the case for enhancements to infrastructure and programs.

Regional and Community Events
It is recognized that regional and community events will continue to be an integral piece
of the event scene in Red Deer. Although major events are the focus of this strategy,
smaller scale events will play an important role in achieving the community’s vision.
They will help to ensure a high degree of activation, animation, and engagement
around events in Red Deer throughout the whole year. This will further position Red
Deer as a must experience event destination.
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Why Invest in Major Event Development?

Vision and Mission

Investment in major event development now will result in economic and social
benefits that will be enjoyed by Red Deer for many years to come. At this time of
significant economic and social disruption due to a global pandemic, major events
can be an important agent in recovery. They can be the motivator needed to help
the community enhance its economic situation and boost community morale.

The vision for the strategy provides a rallying cry for major event development in Red
Deer and puts forward a bold direction in which all stakeholders can participate in.

Vision Statement
“By 2030, Red Deer will be recognized as the top major event
destination among mid-sized cities in Canada.”

BEST PRACTICES FROM COMPARATOR DESTINATIONS
Best practices from successful major event destinations include:
a. A clear vision and strategy for major event development is in place
to align stakeholders and focus efforts.
b. Organizational roles are well established. A lead organization is
often identified to be the first point of contact for major event
opportunities.
c. Highly collaborative, multi-stakeholder efforts are undertaken to
attract and execute on major event development.
d. There is strong investment from multiple partner organizations
into major event development (e.g. dedicated staff, flexible reserve
funds, hosting supports, sponsorship, etc.).
e. Evaluation criteria and processes are codified to ensure due
diligence is properly conducted and to help depoliticize decision
making around major event opportunities.
f. The impacts of major events are continually measured, as well as
communicated, to build momentum and ensure an appropriate
return on investment is being achieved.

5 Year Outcome Statements (i.e. what will be different in 5 years?)
• Red Deer has focussed on major sport events and major arts/cultural events
and has clearly differentiated itself from competitors in these spaces.
• Westerner Park is being fully leveraged for major event hosting.
• There is a clear framework, organizational structure, and funding model in
place to support major event development in Red Deer.
• Key stakeholders are highly aligned and frequently engaged in collaborative
efforts to ensure mutual success.
• The benefits of major events are being measured and communicated to
demonstrate the strong return on investment that is being achieved.
• Event goers in the community, region, province, country, and internationally
are excited about Red Deer’s major event offerings and are eager to participate.
• The community is beginning to activate itself around major events with
complementary offerings such as medium and small-scale events, compelling
tourism packages, and destination animation.
10 Year Outcome Statements (i.e. what will be different in 10 years?)
• Red Deer has become known nationally as a premier destination for hosting
major events.
• Red Deer has a sustainable, multi-year calendar of major events in place.
• Regional partners are being engaged in collaborative initiatives to achieve
mutual objectives related to major events.
• Major events are providing significant economic and social benefits to the
community and will continue to do so over the long term.
• The community has fully activated itself around major events with outstanding
complementary offerings that expand the benefits of major events.
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Mission Statement
“Through a highly collaborative approach, we support the
development of a sophisticated, high performing major events
industry that delivers sustainable economic and social benefits
to the community.”

Strategic Focus
Major event development in Red Deer will have two primary focuses,
including major sporting events, and major arts/culture events. The
MICE sector and smaller scale events will also be important components
of the event mix in the community. They will provide opportunities to
support major event development.

Red Deer’s Competitive Advantages
Red Deer has the experience, location, venues, capacity, and
participant-centric focus to attract more major events.
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Establishment of a New Consolidated Destination Development
Organization
The time is right for Red Deer to re-organize itself to support major
event development and the community’s broader tourism development
The organizational framework extends beyond
goals. A new, proactive, and highly collaborative approach that fully
major events in order to address some of the
leverages the strengths and capacities of every stakeholder is needed
emerging issues city-wide and to integrate major
to achieve the community’s vision. This new approach will lead to the
events into broader destination development and
transition of Tourism Red Deer into a new Destination Development
brand alignment.
Corporation (DDC) that will oversee major event development and
broader tourism development in Red Deer. The Board of the DDC will
include representation from a variety of stakeholders in order to encourage enhanced collaboration throughout the destination.
It is proposed that the DDC will have three functions, including Tourism Marketing, Major Events, and Destination Development.
The functions of the DDC are provided next.

Proposed Functions for the Red Deer Destination Development Corporation
Red Deer Destination Development Corporation

Tourism Marketing

Major Events

Destination Development

Tourism Marketing will be the voice
of Red Deer as a destination. It will
take the lead in promoting all that
Red Deer has to offer to key target
markets. It will work closely with
other DDC functions and local
stakeholders to ensure Red Deer’s
best experiences get the attention
they deserve.

Major Events will take the lead on
transforming Red Deer into a
premier major event destination. It
will provide a one-door-in approach
for major event development. This
function’s activities will include
attracting major events, evaluating
major event opportunities, and
working closely with key
stakeholder groups to provide
support during event production.

Destination Development will build
community-wide capacity to take
the next step in Red Deer’s
evolution as a destination. This will
include activities such as experience
development, stakeholder/resident
engagement, visitor services,
training, research, capacity building,
strategy development and
implementation, and advocacy.

The DDC will require a corporate services business unit to successfully execute the mandates of its three main functions. The
services provided by this business unit will include finance, information technology, human resources, communications, and others
as required.
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Proposed Board Composition of the Red Deer Destination
Development Corporation
•
•
•
•
•
•
•
•
•
•
•
•

Board Chair (1)
Director (1) - City of Red Deer
Director (1) - Westerner Exhibition Association
Director (1) - Attractions
Director (1) - Red Deer College
Director (1) - Red Deer and District Chamber of Commerce
Directors (3) - Tourism and Hospitality Sector
Director (1) - Arts and Culture Sector
Director (1) - Sport Sector
Directors (2) - Public Members
Director (1) - Downtown Business Association
Directors (x) - Municipal Partners

Key Roles in Implementation
City of Red Deer – Will be an active partner in ensuring the strategy is moving
forward in the most effective and cohesive manner in the near term with a
high degree of collaboration with stakeholder groups. The City will also play
an important role in major event development by evaluating major event
opportunities, providing support to partners, and leveraging resources
and funds moving forward.
Red Deer Destination Development Corporation (DDC) – Once
established, this organization will take over primary responsibility
for implementing the major event strategy and broader destination
development in Red Deer.
Local Champions/Stakeholder Groups – Local champions and
stakeholder groups will play a key role in major event development
in Red Deer. These passionate and driven groups will be engaged
through event-specific bid committees, local host committees,
and various action teams/task forces to help implement the
action plan.
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Action Plan
The action plan contains 43 sequentially ordered action items. The action items are grouped into three different timeframes, including short term (1-2 years), medium term (3-5
years), and long term (6-10 years). Performance measures have also been developed for the strategy. A high level overview of how the action plan will be implemented is provided
next.

Implementation Timeline

Gain Support
• Obtain formal commitment
from the City of Red Deer
to implement the strategy.
• Establish the City as the
lead organization for the
strategy in the near term.
• Allocate resources to
implementation.
• Develop a stakeholder
communication plan.

Build Capacity and
Attract New Major Events

Get Organized
• Complete stakeholder
engagement.

• Establish a bid reserve
fund.

• Establish a transition
committee for the DDC.

• Pursue major event
attraction according to the
strategy.

• Establish the DDC and
transition primary
responsibility for the
strategy from the City
to the DDC (where
appropriate).

• Develop major eventrelated processes and
supports.
• Establish a multi-year
calendar of events.

• Complete a business plan
for the DDC.
• Host a Major Event
Symposium and generate
enthusiasm for the new
direction.

First 3 Months
(early 2021)

2021 - 2025

Become a Premier Host
Destination
• Evolve the event portfolio
and value proposition to
achieve the vision.
• Take a leadership role
in the major event
sector.
• Build a sustainble 10 year
major event calendar.
• Develop legacy
enhancement strategies
to strengthen community
groups and enhance
facilities.

2026 - 2030
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Conclusion
The Red Deer Major Event Strategy and Destination Development Framework
puts forward a strategic direction that will advance Red Deer toward its
bold vision to become recognized as the top major event destination
among mid-sized cities in Canada. A courageous new approach will be
needed to realize this vision. Stakeholders will align themselves around
major event development and come together under a broader mandate
of destination development, of which major events is a core pillar.
Fortunately, the community is well positioned to capitalize on emerging
opportunities and hone its competitive advantages. Stakeholders are
engaged and are excited by the opportunities major events provide. By
establishing a clear focus and committing to a collaborative approach,
the community will achieve its goals and generate a multitude of
benefits that are sustainable over the long term.
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Community Overview

Project Purpose

The City of Red Deer is an active and inclusive community that was built through
entrepreneurialism, innovation, and community spirit. The community is centrally
located in Alberta and serves as an economic leader in the region. Red Deer offers
an attractive mix of urban amenities, outdoor spaces, and strong connections to a
rural lifestyle.

The City of Red Deer commissioned this study to review the current state of major
event hosting in the community and develop a strategy for future development. The
purpose of the strategy is to position Red Deer as a premier destination for major
events.

As a host destination for major events, Red Deer has a compelling offering. The city
is strategically located midway between Edmonton and Calgary along the Queen
Elizabeth II Highway, which is Alberta’s busiest transportation corridor. Significant
investments into infrastructure has led to an excellent supply of hosting venues,
as well as strong transportation links throughout the community. Red Deer’s past
experience demonstrates a successful track record of hosting major events, including
the 2019 Canada Winter Games, Agri-Trade Equipment Expo, World Junior Hockey
Championship, and the Canadian Finals Rodeo. Most importantly, the community
features a high degree of engagement from local community organizations and
key individuals who support high quality major event delivery. Their passion for
volunteerism has been instrumental in Red Deer’s success as a host destination.

MAJOR EVENTS DEFINED
For the purposes of this report, major events are defined as events
that will have all of the following characteristics:
• Attract thousands of participants and/or spectators with a high
percentage of visitors coming from outside the community.
• Have strong potential to attract visitors and generate visitor
spending in the community.
• Have significant market demand, market reach, can be leveraged
for year-round promotions, and align with the tourism brand.
• Deliver significant economic, social, and reputational benefits to
the community.
• Have significance on a regional, provincial, national, and/or
international scale.

Edmonton

Red Deer
Calgary
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Events Classification
Events can vary widely by scale and scope. Therefore, it is helpful to develop an understanding of the types of events that are the focus of this strategy. The following events
classification has been developed to achieve this.

Mega/
Global
Events
Focus of
the Strategy

Major Events

Regional Events

Community Events

Description: Extremely large scale events that have global significance.
Examples: Olympics Games, FIFA World Cup.

Description: Large scale events that generate significant impacts (see
Major Events Defined).
Examples: Canada Winter Games, World Junior Hockey Championship,
Juno Awards.

Description: Medium scale events whose primary audience is residents
and regional visitors.
Examples: Red Deer Festival of Trees, Regional Sport Tournaments,
Live Music Concerts, Regional Meetings and Conventions.

Description: Smaller scale events that enhance the quality of life of
residents.
Examples: Fundraisers, Farmers Markets, Local Theatre Productions.

15
E x pe d i t i o n M a n age m e n t C o ns ult i ng

Re d D e e r M a j or Event Str ategy a nd D es tinatio n D ev el o p ment Fr amewo r k

F i n al: March 30, 2021

Process

Overview of Research

The project had five, interconnected phases as described below.

A variety of primary and secondary research activities were conducted to develop
this document. Primary research was gathered through meetings with the Project
Steering Committee and one-on-one interviews with key internal and external
stakeholders, including local organizations, major event developers, engaged
residents, City Council, City staff, and Provincial Ministries. Secondary research was
gathered from information requests of the City, a review of relevant literature, and
local, regional, provincial, national, and international data sources.

1

2

3

4

Project
Startup

Stakeholder
Engagement

Analysis

5

Draft Major
Final Major
Event Strategy Event Strategy

Project Steering Committee
The Project Steering Committee was established to oversee the project and provide
input on the development of a major event strategy for Red Deer. Below is a list of
Steering Committee members.

Steering Committee
Organization
City of Red
Deer

Representatives
Tara Lodewyk – Deputy City Manager / General Manager of
Development and Protective Services
John Sennema – Manager of Land and Economic
Development
Michelle Zeggil – Economic Development Officer
Jason Taylor – Divisional Strategist for Planning Services

Six comparator destinations were also reviewed as part of the research process.
The primary contact for major events from each comparator was interviewed by a
member of our consulting team. Available information was also analyzed for key
findings. The comparator destinations included:
1.
2.
3.
4.
5.
6.

City of Kelowna, BC
City of Moncton, NB
City of Calgary, AB
City of Edmonton, AB
Niagara Parks Commission, ON
St. Lawrence Parks Commission, ON

Kelowna (BC) and Moncton (NB) were selected as comparators based on their similarities
to Red Deer in terms of population, event resume, and hosting infrastructure. Calgary
and Edmonton were analyzed due to their proximity to Red Deer, well-developed
major event systems, and the opportunity for co-hosting major events in the future.
The Niagara Parks Commission (ON) and the St. Lawrence Parks Commission (ON)
were also reviewed to assess the potential of unique organizational models.
A full list of research activities undertaken and organizations consulted during the
project is provided in Appendix A. An overview of each comparator destination and
a list of best practices in major event development is provided in Section 3.

Consulting Team
Expedition
Management
Consulting
Ltd.

Justin Rousseau – Managing Director
Maxwell Harrison – Senior Associate
Drew Ziegler – Senior Associate
Erin Pote – Community Engagement Specialist
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Hosting major events has become
part of the identity of Red Deer. The
“Hosting major events is in our DNA!”
community takes great pride in being
an excellent host and it achieves
- Stakeholder Interview
this by putting the experience of
participants above all else. When
people come to Red Deer to enjoy a major event, they are treated like special guests,
which helps to ensure a fantastic visitor experience at every event.
In recent years, the community
has rallied itself around major
“Red Deer is an entrepreneurial
events. Residents, businesses, local
community with a “get-it-done”
organizations, and other stakeholder
attitude.”
groups have all stepped up to
the plate to attract and produce
- Stakeholder Interview
outstanding major events. The
significant efforts of these groups
are being increasingly recognized. For example, in 2020 Red Deer was ranked in
the top 5 mid-sized cities in Canada for hosting sports events, according to Sport
Tourism Canada’s Sport Hosting Index.1
Red Deer is fortunate to have excellent
venues for hosting major events.
“Our venues are awesome!”
Westerner Park is central Alberta’s largest
convention, trade show, agriculture,
- Stakeholder Interview
2
entertainment, and sports complex. The
new Gary W. Harris Canada Winter Games
Centre is a state of the art facility that is well equipped to host nearly any type of
sport competition, business meeting or reception. The community also has dozens
of outstanding indoor and outdoor spaces that can support major events, including
the Servus Arena, Collicutt Centre, G.H. Dawe Community Centre, Great Chief Park,
Bower Ponds, Welikoklad Event Centre, the Memorial Centre, and many more. The
quality and quantity of these venues is well above what communities similarly sized
to Red Deer typically have to offer.

F i n al: March 30, 2021

Significant investments have been made by the City of Red Deer, stakeholder
groups, and other levels of government in plans and policies that can impact major
event development in Red Deer. The development of a Major Event Strategy for the
community was found to be in alignment with several existing strategies and plans
(see Appendix C for a summary of key linkages).
Many stakeholders in the community recognize the potential for major events to
deliver significant economic and social benefits to the community. However, major
event development is currently facing barriers that are limiting growth. Foremost
among these barriers is the lack of an organization to take the lead on major event
development. Many existing organizations have played important roles in attracting
and producing major events, and it is expected that they will continue to do so. However,
no existing organization currently has the role of leading major event development
in Red Deer and this situation has led to significant challenges. For example, there
is no primary point of contact for external partners to engage with, no organization
to effectively mobilize Red Deer’s hosting capacity, and no one organization to take
a long-term strategic
approach to major event
development. Without an
“Red Deer should strive to become the premier
organization to take on
destination for hosting events in Canada”
these responsibilities, Red
Deer will not achieve its full
- Stakeholder Interview
potential as a destination
for major events.

A Need for Decision Making Criteria
Another significant barrier is a lack of codified processes and rigour relating to major
event decisions. Clearer decision making processes and evaluation criteria are needed
to ensure Red Deer is making informed hosting decisions that will maximize benefits
and reduce risk. Once these processes and criteria are in place, the community will
be in a better position to generate strong buy-in from multiple groups.
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Stakeholder Engagement Results
As an input into the process, key internal and external stakeholder groups were
engaged through one-on-one interviews. The findings from this engagement process
are summarized in the following seven key themes.

1. Red Deer is Well Positioned to Attract Major Events
There was strong agreement among stakeholders that Red Deer is well positioned
to attract major events. Stakeholders frequently said Red Deer’s strengths as a
host destination include its central location between Edmonton and Calgary, strong
access and transportation links to and within the city, excellent hosting venues,
strong track record of hosting major events, and a widespread commitment to
volunteerism among residents.

2. Desire to Become a Premier Major Event Destination
When stakeholders were asked to provide input on their vision for the future, many
responded with bold visions of Red Deer becoming a premier major event destination.
Stakeholders were energized by the potential opportunities and wanted to see a
daring vision that could be leveraged to attract more groups and supporters to
become involved.

3. Need for Improved Organization and Role Clarity
The top growth areas identified by stakeholders were directly related to organization
and role clarity. Internal stakeholders identified significant gaps in terms of how
Red Deer attracts, evaluates, negotiates, produces, and promotes major events.
To address these issues, internal stakeholders expressed their desire for a single
organization that would take the lead on major event development. External
stakeholders described similar sentiments. External groups said they would like
to see a single point of contact for major events in Red Deer, which would make it
easier for event producers, grant funders, and co-bidding partners to work with the
community to capitalize on emerging opportunities.

F i n al: March 30, 2021

4. Support for Enhanced Collaboration

Stakeholders said that collaboration will be critical to future success. A number of
these stakeholders recognized that, in some cases, local groups have not done a
great job of collaborating in the past. They also viewed the current organizational
landscape as crowded, siloed, and fragmented. Fortunately, nearly every group that
provided input expressed strong support for enhanced collaboration in the pursuit
of major event development.

5. A Diverse Event Offering is Key to Long-Term Success
Stakeholders consistently said that diversifying Red Deer’s major event offering
will be key to achieving long-term success. Stakeholders recognized that Red Deer
is well-known as a destination for high quality sports events, and that there will be
many opportunities in this sector moving forward. However, they also saw strong
opportunities for major events in the arts/culture, music, culinary and MICE sectors.

6. Expanding the Benefits of Major Events
From the input received, it is clear that stakeholders strongly believe in the power
of major events to generate economic and social benefits for the community. Many
stakeholders took this belief a step further and said it will be important that everyone
has the opportunity to share in the benefits generated. Smaller scale events and
complementary programming that supports major events will be key areas of
leverage to further engage the community, lengthen visitor stays, and increase
spending. This will help ensure that benefits are maximized and widely dispersed
throughout the community.

7. Measuring Performance and Celebrating Success
Stakeholders often spoke of the importance of measuring the return on investment
from major events and understanding the full range of positive and negative impacts
that are generated (economic, social, environmental). Developing and maintaining
a solid understanding of these factors was viewed as crucial to making informed
decisions on major events in the future. Additionally, many stakeholders highlighted
the importance of celebrating successes moving forward in order to generate greater
buy-in from the community and build momentum.
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SWOT Analysis
A high-level analysis of Red Deer’s strengths, weaknesses, opportunities, and threats (SWOT) in relation to major events was
completed to support the strategic planning process. The key findings from this analysis are provided below.

Strengths
•
•
•
•

•
•
•
•

Large volunteer base with strong community spirit.
High quality venues for hosting major events.
Large supply of accommodations in the city (2,275 rooms).
Strong track record of success in hosting major events,
particularly sporting events. Currently ranked #5 in the
50 – 150K population category of the Sport Hosting Index.
Central location between Edmonton and Calgary.
Strong transportation links within the city.
Proximity to Edmonton International Airport and Calgary
International Airport
Strong interest from local stakeholder organizations to
develop Red Deer into a premier major event destination.

Weaknesses
• Lack of organization, coordination, and role clarity relating
to major event development. Existing organizations are often
siloed.
• Major venues and attractions are struggling with financial
sustainability.
• Limited market-ready tourism offerings to support major event
development (in comparison to competitor destinations).
• There is a gap in higher-end accommodations in the city (i.e.
4 and 5 star rooms).
• No large scale convention centre.
• No air passenger service into Red Deer.
• Negative perceptions around crime and safety detract from
the community’s image and reputation.

Opportunities

Threats

• Organizing the community and key stakeholders to take a
coordinated approach to major event development.
• Increasing the diversity of major events hosted in the city.
• Collaborating with Calgary, Edmonton, and other regional
partners to enhance major event offerings (e.g. co-hosting,
experience packaging).
• Measuring the return on investment of major events.
• Enhancing the understanding of major event impacts (both
positive and negative) in order to make more informed
decisions.
• Enhancing the benefits of major events by offering more
complementary experiences and smaller scale events to
lengthen visitor stays and spending.
• Encouraging more of the business community to become
engaged in major events to ensure benefits are maximized
and more widespread.
• Attracting major events by establishing COVID-19 protocols
and demonstrating events can be held safely (e.g. NHL host
cities, travel bubbles).

• Environmental threats, including natural disasters, climate
change impacts, and pandemics. The long-term impacts of
COVID-19 on major events are unclear, but they could be
significant.
• Downturn in the provincial economy and slow pace of economic
recovery.
• Competition for limited investment and development resources
in the community.
• Competition for major event grants and cooperative marketing
funds from Provincial Ministries.
• Strong competition from established major event destinations.
• Overloading the capacity of the community to host major
events.
• Potential diminishing of Alberta’s reputation nationally and
internationally.
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The Impact of COVID-19
The COVID-19 crisis is unprecedented and major events were one of the
first sectors to experience large-scale disruption. Cancellations have been
wide-spread and there is no firm timeline on when it will be safe again to
host large gatherings. However, well established host destinations are
continuing to build their event calendars and win future major events.
With the reduced focus on hosting events in the short-term, now is an
excellent time for Red Deer to re-organize itself around major event
development.
As the world responds to and recovers from this global health
emergency, it is reasonable to assume the major event sector will
need to evolve. The full impacts of the crisis cannot be known at
this time; although, at the time of writing this report, it appears
clear that significant recovery efforts and enhanced safety protocols
will be needed. The direction put forward in this document should
be adjusted as necessary to respond to the most pressing future
needs. Sound planning, preparation and strategic investment will
better position the city to begin to rebound from this tremendous
economic and social shock.
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Comparator destinations were analyzed to better understand their approach to
major event development, as well as develop a list of best practices. Kelowna (BC)
and Moncton (NB) were selected as comparators based on their similarities to Red
Deer in terms of population, event resume and hosting infrastructure. Calgary and
Edmonton were analyzed due to their proximity to Red Deer, well-developed major
event systems, and the opportunity for co-hosting major events in the future. The
Niagara Parks Commission (ON) and the St. Lawrence Parks Commission (ON) were
also reviewed.

F i n al: March 30, 2021

Figure 1. Kelowna Major Event Profile
Population (2017)

Kelowna, BC
Kelowna is a medium-sized city located in southeastern British Columbia. This
community has become a highly successful destination for hosting major events.
Tourism Kelowna is the local destination management organization (DMO) and they
have taken a leading role in major event development. This organization recently
developed a Major Event Strategy, which it has chosen to continue to invest in postCOVID. The destination focuses on attracting “plug-and-play” events that produce
a high return on investment, while requiring minimal effort from local volunteers.
See Figure 1 for a brief profile of this community in terms of major events.

132,084

Important Organizations

Primary Roles

• Tourism Kelowna

• Event attraction
• Opportunity evaluation
• Support (e.g.
RFP distribution,
marketing,
familiarization tours)

• City of Kelowna

• Opportunity evaluation
• Support (e.g. logistics,
financial, facilities)

• Local champions/
groups/bidcommittees/host
committees

• Event attraction
• Event planning/
production

Strengths and Differentiators
• Strong investment from Tourism Kelowna and the City of Kelowna in major
event development. Both organizations have staff dedicated to major event
development and contribute to a flexible bid reserve fund.
• Destination marketing fund (DMF) in place to support destination
development, including major events.
• Strong supports for major event producers.
• Kelowna is a well-established destination for leisure travel.
• Climate is favourable for hosting major events (hot and dry for much of the
year).
• Strong access (highway and airport).
• Major events strategy in place.
Hosting Resume (non-exhaustive)
•
•
•
•
•

Mastercard Memorial Cup
BMX Canada Firestorm Nationals
BC College Baseball Conference Championships
International Children’s Winter Games
World Community Film Festival
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Moncton
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Figure 2. Moncton Major Event Profile
Population (2017)

Moncton is a medium-sized city located on the east coast of Canada in New Brunswick.
This community has achieved great success in hosting major events in recent years.
Tourism Moncton is the local DMO and they are the primary lead for major event
development in the city. Tourism Moncton is currently a municipal department;
however, the City is in the process of transitioning Tourism Moncton into a 3rd party
organization. Although, at the time of writing this report, it was the intention of the
City to keep the major event development function under City administration. The
main reasons for this being the maintenance of the events team’s capacities, as
well as efficiencies resulting from the City’s ownership and operation of key host
facilities. The community has a Major Event Strategy in place and is continuing to
action it post-COVID. See Figure 2 for a brief profile of this community in terms of
major events.

Important Organizations

Primary Roles

• City of Moncton (incl.
Tourism Moncton)

• Event attraction
• Opportunity
evaluation
• Support (e.g.
RFP distribution,
marketing,
familiarization tours,
logistics, financial,
facilities)

• Local champions/
groups/bidcommittees/host
committees

• Event attraction
• Event planning/
production

85,198

Strengths and Differentiators
• Significant investment from the City of Moncton in major event
development. This organization has multiple staff dedicated to major event
development.
• Destination marketing fund (DMF) in place to support destination
development, including major events.
• Exceptional service (“white glove service”) for major event producers.
• Excellent hosting venues.
• Strong access (highway and airport).
Hosting Resume (non-exhaustive)
•
•
•
•
•

FIFA Women’s World Cup
IAAF World Junior Track and Field Championships
Nitro Circus
World Men’s Curling Championships
Canadian Figure Skating Championships
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Calgary

F i n al: March 30, 2021

Figure 3. Calgary Major Event Profile
Population (2017)

Calgary is the largest urban centre in Alberta and has a strong track record of hosting
major events. Tourism Calgary is the local DMO and is currently implementing its
new Destination Strategy with the goal to make Calgary the ultimate host city.3 The
development and enhancement of major events are a key piece of this strategy. See
Figure 3 for a brief profile of this community in terms of major events.

Important Organizations

Primary Roles

• Event attraction
• Tourism Calgary (Sport • Opportunity evaluation
Culture and Major Events • Support (bid
development, capacity
Department)
enhancement)

1,336,000

• Calgary Sports and
• Opportunity evaluation
Major Events Committee • Strategic advice
• City of Calgary

• Support (logistics,
financial, facilities)

• Local champions/
• Event attraction
groups/bid-committees/ • Event planning/
production
host committees
Strengths and Differentiators
• Strong alignment among stakeholders around major event development.
• Strong supports for major event producers.
• Well-developed capacity to deliver major events of all sizes (including mega
events).
• Calgary has attractive tourism offerings that can complement major events.
• Strong access (highway and airport).
Hosting Resume (non-exhaustive)
•
•
•
•

The Calgary Stampede
CCMA County Music Week and Awards Show
World Petroleum Congress
1988 Olympic Winter Games

25
E x pe d i t i o n M a n age m e n t C o ns ult i ng

Re d D e e r M a j or Event Str ategy a nd D es tinatio n D ev el o p ment Fr amewo r k

Edmonton
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Figure 4. Edmonton Major Event Profile
Population (2017)

Edmonton is the capital city of Alberta and the second largest urban centre in the
province. The city has an excellent resume for hosting major events. Edmonton is
known as the “Festival City” and major events have become an integral piece of the
destination’s brand. Explore Edmonton is the local DMO and this organization has a
business unit dedicated to major events. The city has a Major Events Strategy in place,
which it is continuing to action. See Figure 4 for a brief profile of this community in
terms of major events.

981,280

Important Organizations

Primary Roles

• Explore Edmonton

• Event attraction
• Opportunity evaluation
• Support (bid
development,
marketing, capacity
building)

• City of Edmonton

• Opportunity evaluation
• Support (logistics,
financial, facilities)

• Local champions/
groups/bidcommittees/host
committees

• Event attraction
• Event planning/
production

Strengths and Differentiators
•
•
•
•

Strong alignment among stakeholders around major event development.
Strong supports for major event producers.
Well-developed capacity to deliver major events.
Edmonton has attractive tourism offerings that can complement major
events.
• Strong access (highway and airport).
Hosting Resume (non-exhaustive)
•
•
•
•
•

FIFA Women’s World Cup
ITU World Triathlon Grand Final
Red Bull Crashed Ice
International Fringe Festival
Heritage Festival
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Ontario Parks Commissions
The Niagara Parks Commission and the St. Lawrence Parks Commission in Ontario were
reviewed as part of the comparator analysis. These Parks Commissions are arms-length
agencies of the Provincial government who manage large areas of land with heritage,
recreational, and environmental values. In general, their mandates are to provide recreation,
tourism, cultural and educational opportunities for residents of Ontario and visitors to the
province through the presentation and interpretation of historical attractions and the
development and operation of parks, campgrounds, scenic parkways and recreational
areas. Major events are not primary drivers for these Parks Commissions, but they do
run smaller events on an annual basis to drive visitation to their facilities.

Best Practices from Comparator
Destinations
Best practices from successful major event destinations are provided below:
a) A clear vision and strategy for major event development is in place to align
stakeholders and focus efforts.
b) Organizational roles are well established. A lead organization is often
identified to be the first point of contact for major event opportunities.
c) Highly collaborative, multi-stakeholder efforts are undertaken to attract
and execute on major event development.
d) There is strong investment from multiple partner organizations into
major event development (e.g. dedicated staff, flexible reserve funds,
hosting supports, sponsorship, etc.).
e) Evaluation criteria and processes are codified to ensure due diligence
is properly conducted and to help depoliticize decision making
around major event opportunities.
f) The impacts of major events are continually measured, as well as
communicated, to build momentum and ensure an appropriate
return on investment is being achieved.
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Broad major event trends at the provincial, national, and international levels are
considered in this section. The findings from this research was used to inform the
strategic planning process overall.

Shift from Global Mega Events to Smaller Major
Events
As the costs associated with hosting global mega events (e.g.
Olympics, FIFA World Cup) continue to rise, host destinations are
shifting their attention to smaller major events. This is primarily
due to three reasons. Firstly, the infrastructure to host small major
events is typically already in place or requires less of an investment
to achieve the event’s standards. Secondly, the licensing fees
for these events are far less than those commanded by mega
events. Lastly, small major events have the potential to produce
an equivalent, or even greater, economic and community impact
on the host destination.

Growing Security Costs
Increasing security costs have had a significant impact on the
budgets of major events. Most major events have limited budgets
and must grapple with expanding security costs to ensure their
long-term financial sustainability. Between 2013 and 2017, security
costs for members of Festivals and Major Events Canada increased
by approximately 60%. In 2016, the Edmonton Heritage Festival
reported that its security expenditures had increased 60-fold, from
$4,000 to $240,000 annually, over the previous decade.4

F i n al: March 30, 2021

Emphasis on Sustainability
In Canada and around the world, people are placing a greater
emphasis on environmental responsibility and sustainability in all
aspects of life, including major events. According to Eventbrite’s
2020 Industry Trends report, 69% of event providers in Canada are
taking steps to improve their level of environmental sustainability.5
The most prevalent ways of tackling sustainability include using
e-tickets to reduce paper waste, using reusable or biodegradable
items, offering vegan/vegetarian food options, encouraging the
use of public transportation or carpooling, or working with venues
and organizations that recycle.

Diversity and Inclusion
Whether it is through gender balance, ethnic diversity, or greater
physical accessibility, people are actively looking for signs that
the major events they attend have considered the role of diversity
and inclusion in their planning and operations. In addition, 81% of
event providers in North America agreed that promoting events to
a more diverse audience is a socially conscious method of scaling
and improving their event. Inclusive major events ensure that
their marketing, communications, and signage display a strong
commitment to diversity and inclusion.6

Immersive Experiences
Major event attendees are drawn to events that impart memorable
experiences and moments worthy of sharing, both online and by
word of mouth. The appetite for interactive, and immersive events
is growing among young generations that crave authenticity and
originality. Major events must consider the overall journey of the
attendee and work collaboratively to create unique, imaginative,
and exciting opportunities for immersive experiences.7 Major events
should also tap into user-generated content to improve their
marketing reach as consumers report that user-generated content
is 35% more memorable and 50% more trusted than traditional
media sources.8
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Hybridization
As niche passions and hobbies spur new types of events,
another emerging trend is to broaden an event’s appeal by
adding complementary activities and attractions, also known as
“hybridization”. With more relevant attractions, attendees are
more likely to come with a larger group of friends and family,
stay longer, spend more, and return to the event in the future.
More diverse major events also attract a wider range of sponsors
and other funding opportunities. For example, the ten-day Calgary
Stampede attracts over a million visitors to the city for rodeo
events, a parade, a midway, stage shows, concerts and more.

Technology
Major events must remain at the forefront of technology to
ensure they are providing exceptional experiences for attendees
and gathering critical information for real-time decision-making
and future planning. More than ever before, society utilizes
personal devices for a variety of everyday needs and expects
the same seamless digital availability to come with the events
they attend. Whether its through immersive apps that enhance
engagement and branding or online ticketing, smart cards,
and RFID technology that offer simplified logistics and reams of
valuable data, technology considerations are an important part
of major event planning.9
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There are a multitude of economic and social benefits to be gained by
investing in major events. This section provides a brief overview of the
various benefits major events can produce in Red Deer. It should be noted
that there are several different methodologies available to measure the
economic impact of major events. The data provided in this section may not
be directly comparable.

Economic Benefits
Major events can have a significant economic impact on host destinations. Events
have the potential to attract visitors who otherwise would not visit the area, as
well as retain local community members who otherwise may travel elsewhere.10
Additionally, event tourists have higher than average daily expenditures when
compared with some other traveller types.11
Communities across Canada are embracing major events for their positive economic
impacts. Many communities have positioned major events as a core part of their
brand, which has enabled them to generate significant economic impact. A study of
15 of the largest events hosted in Canada found that these major events generated
the following benefits:12
•
•
•
•
•

Produced $1.1 billion in operational and tourism spending
Contributed $650 million in GDP to their local economies
Attracted 12.6 million attendees annually
Supported the equivalent of 15,600 full-year jobs.
Generated $260 million in tax revenue for all three levels of government

Major Events Are a Tourism Driver
It is important to note that major events promote tourism activity, which brings visitor
dollars into communities. This is “new” money that then circulates throughout the local
economy; multiplying its benefit. Additionally, major events encourage increased overnight
visitation and expose communities to potential investors and homeowners. In some cases,
tourists enjoy their visit so much that they choose to stay. Major events can also positively
impact other sectors of local economies and encourage business retention.

“Major events bring visitor dollars into communities. This is “new” money that then
circulates throughout the local economy; multiplying its benefit.”
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Major Events Hosted in Red Deer
2019 Canada Winter Games13
4,700 athletes, coaches, officials, media, and other delegates, and thousands of
volunteers from the community. The City of Red Deer was a sponsor and grant
funder for this event. To assist with quantifying the impact of the event, over 900
survey responses were collected from attendees over 4 days during the event. 96%
of respondents indicated they were satisfied or very satisfied with their experience
at the Games.

F i n al: March 30, 2021

The Games generated a significant economic impact for Red Deer, including
$19.6M in visitor spending, $110.3M in overall economic activity in Alberta,
and supporting 349 local jobs.

For City of Red Deer residents, 93% indicated that the Games represented Red Deer’s
community and culture, made them proud to be a resident (96%), made them feel
connected to the City (89%), and believed being from Red Deer is part of their identity
(76%).

The Games generated a significant economic impact for the community. 50% of
attendees stayed overnight in Red Deer. Hotels were the most popular accommodation
choice (65%), followed by short term rentals (18%), with friends/family (13%), and
other arrangements (5%). The average number of nights spent in Red Deer was 6.7
and the average party size was 2.6 people. Importantly, 88% of attendees indicated
that this event was the sole reason for their visit to Red Deer, with an average
importance of 9.7/10. For a summary of the economic impact of the 2019 Canada
Winter Games, see Figure 5.
Figure 5. Economic Impact of the 2019 Canada Winter Games

2019 Canada Winter Games - Key Facts & Figures
$68.3 Million

$19.6 Million

of initial
expenditures

of visitor
spending
attributable to
event

26,039

$30.3 Million

out of town
visitors in Red
Deer

of wages
and salaries
supported locally

349

Local jobs
supported by the
event

$60.6 Million

total boost to the
provincial GDP

$110.3
Million

overall economic
activity in Alberta

$16.3 Million

in taxes
supported across
Canada
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2018 Hlinka Gretzky Cup14
The Hlinka Gretzky Cup is the top international hockey event for youth under the
age of 18 and represents one of the most heavily scouted events for professional
hockey clubs. This event was host in Red Deer and Edmonton in 2018. The City of
Red Deer was a sponsor for this event.
This event received over 30,000 admissions and 12,000 individual attendees in
Edmonton and over 5,600 admissions and 2,400 attendees in Red Deer over its
five day duration. 68% of attendees were male and the average age was 45. People
attended the event in groups of 3 for 2.5 days, on average. Visitors from outside the
region made up 29% of total attendees and spent an average of 4 nights at the event.
The event brought in almost $2 million. The average household income of event
attendees was over $128,000 and they spent an average of $1,784 on a variety
of products and services including accommodations, restaurants, shopping,
transportation, recreation and entertainment, and more (see Figure 6).

F i n al: March 30, 2021

Figure 6. Average Spend of Attendees – Hlinka Gretzky Cup (2018)

Average Spend of Attendees
$570

Accommodations
Restaurants, Bars, Lounges

$286

Shopping

$262

Transportion to EDM/RD

$206

Vehicle Expenses to EDM/RD
Recreation & Entertainment
Grocery & Liquour Stores
Local Transportation

$160
$117
$109
$74

97% of attendees rated their overall enjoyment as “good” or “excellent”, giving
Servus Arena and the City of Red Deer ratings of 4.57 and 4.55 on a 5-point scale,
respectively. The event was also a success for partnerships and sponsors including
Dodge, Esso, TELUS, Tim Hortons, and Canadian Tire. 83% of attendees reported
being more likely to consider the brand’s product for the first time knowing it is
a sponsor and 80% believe that sponsoring the Cup improves the impression of a
brand.
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2018 AUMA Convention and Trade Show15

Canadian Finals Rodeo16

In 2018, the City of Red Deer hosted the 2018 AUMA Convention and Trade Show and
welcomed visitors at Westerner Park. For three days in September, the City hosted
just under 1,300 overnight and 300 daytime attendees supporting over 900 local
jobs and generating demand for approximately 2,000 local rooms.

In recent years, Red Deer has become the host site for the Canadian Finals Rodeo, the
marquis Canadian rodeo event. The annual event brings with it over forty thousand
visitors from across Canada and an anticipated $20 million for the Central Alberta
region. In 2019, the CFR attracted 71,079 rodeo goers, 26,079 trade show guests, and
8,000 Cabaret guests.17 Local businesses nearby the Centrium reported increased
foot traffic and a boost in sales between 15 and 20 per cent during the event. The
City of Red Deer is a sponsor for this event.

The event brought in just over $2 million as attendees, organizers, and exhibitors
spent locally on everything from business services and rentals to accommodations
and food/beverage. A summary of the combined spending is shown in Figure 7.
Figure 7. Total Event Business Sales – AUMA Convention and Trade Show (2018)

Total Event Business Sales
$435,078

Business Services
Space Rental

$318,988

Accommodations

$251,376

Food & Beverage

$216,199

Transportation

$103,770

Retail

$53,212

Recreation

$47,087
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Social Benefits

Why Invest?

Major events also have the ability to bring host communities together. Major events
contribute to place making as they provide a space and time away from everyday life
in which rewarding experiences can be created and shared.18 In addition to creating
a space away from everyday life, events also aim to foster the culture, health, and
development of a community by enhancing the community spirit.19

Investment in major event development now will result in economic and social
benefits that will be enjoyed by Red Deer for many years to come. At this time of
significant economic and social disruption due to a global pandemic, major events
can be an important agent in recovery. They can be the motivator needed to help
the community enhance its economic situation and boost community morale.

Festivals and events can also provide the following social benefits:
• Strengthen community pride – Celebrating local culture and sharing it with
visitors can be a significant source of pride for communities, individuals, and
cultures.
• Enhanced community engagement – Major events provide opportunities
for individuals within the community to become engaged through business,
volunteerism, and event/activity execution.

Investment in major event development now will result in
economic and social benefits that will be enjoyed by Red
Deer for many years to come

• Enhanced infrastructure and programs – Communities that embrace major
events can often justify enhancements to infrastructure and programs well beyond
what could be achieved without the injection of revenue provided by major events.
Local community members benefit from enhanced amenities and activities.
• Capacity building and activity promotion – Major events can have a positive
effect on local sport and culture groups. Hosting a major event is no small
undertaking and local organizing committees often put years of hard work into
their development. This can result in stronger organizations as well as increased
enrollment and interest in sporting and cultural activities.
• Preservation and enhancement of built and natural environments – Major
events can contribute to the preservation and revitalization of built and natural
environments in Red Deer. When a destination’s unique characteristics (e.g. special
landscapes, authentic culture, history, etc.) are leveraged through major events,
they acquire an enhanced value that goes beyond the economic considerations.
Participants experience an emotional connection to the places they visit, while
residents find a newfound significance for things that they may have taken for
granted before. The addition of such values provides the motivation to further
protect significant community assets and, in some cases, enhance them.
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An overarching vision statement, as well as 5-year and 10-year outcome statements,
have been developed to guide the Red Deer Major Event Strategy and Destination
Development Framework. This vision was created with input from stakeholders and
was informed by the current state analysis, in addition to a review of Red Deer’s
competitive advantages relative to comparator destinations. The vision provides
a rallying cry for major event development in Red Deer and puts forward a bold
direction in which all stakeholders can participate in.

F i n al: March 30, 2021

Vision Statement
“By 2030, Red Deer will be recognized as the top major event
destination among mid-sized cities in Canada.”
5 Year Outcome Statements (i.e. what will be different in 5 years?)
• Red Deer has focussed on major sport events and major arts/cultural events
and has clearly differentiated itself from competitors in these spaces.
• Westerner Park is being fully leveraged for major event hosting.
• There is a clear framework, organizational structure, and funding model in
place to support major event development in Red Deer.
• Key stakeholders are highly aligned and frequently engaged in collaborative
efforts to ensure mutual success.
• The benefits of major events are being measured and communicated to
demonstrate the strong return on investment that is being achieved.
• Event goers in the community, region, province, country, and internationally
are excited about Red Deer’s major event offerings and are eager to participate.
• The community is beginning to activate itself around major events with
complementary offerings such as medium and small-scale events, compelling
tourism packages, and destination animation.
10 Year Outcome Statements (i.e. what will be different in 10 years?)
• Red Deer has become known nationally as a premier destination for hosting
major events.
• Red Deer has a sustainable, multi-year calendar of major events in place.
• Regional partners are being engaged in collaborative initiatives to achieve
mutual objectives related to major events.
• Major events are providing significant economic and social benefits to the
community and will continue to do so over the long term.
• The community has fully activated itself around major events with outstanding
complementary offerings that expand the benefits of major events.
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Figure 8. A New Collaborative Approach to Major Event and Destination Development

“Through a highly collaborative approach, we support the
development of a sophisticated, high performing major events
industry that delivers sustainable economic and social benefits to the
community.”
Municipal
Government

New Collaborative Approach
The time is right for Red Deer to re-organize itself to support major event development
and the community’s broader tourism and economic development goals. A new,
proactive, and highly collaborative approach that fully leverages the strengths and
capacities of every stakeholder is needed to achieve the community’s vision.
This new approach will provide focus to major event development efforts across
the entire destination. It will lead to a high degree of engagement and mutual
support from a wide range of stakeholder groups, businesses, residents, and partners
(see Figure 8). It will transform Red Deer into a major player in the event hosting
landscape. It is time for Red Deer to go all in on Major Events!

Community
Organizations

Attractions
and Facilities

New
Collaborative
Approach

Residents

Sport
Sector

Educational
Institutions

Tourism and
Hospitality
Sector

Arts/Culture
Sector
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Guiding Principles
The following principles will guide the community and major event stakeholders
during implementation of the strategy:
• We will pursue major event development through clear and open decisionmaking processes.
• We will be inclusive to encourage wide-spread involvement and collaboration
in major event development.
• We will be proactive, entrepreneurial, and responsive to market demand.
• We will be attuned to the community’s needs and respond appropriately.
• We will commit to the belief that every visitor contributes to building
the destination and that every visit must be maximized.
• The health and safety of participants, residents, businesses, and
visitors will be paramount.
• Major events will create meaningful experiences that excite visitors
and further connect residents to their community.
• Major events will significantly contribute to the economic and
social well-being of Red Deer.
• Major events will not adversely affect the long-term viability of
permanent businesses.
• Major events will avoid disruptions to existing events and
activities that occur at the same time.
• Major events will seek to minimize adverse impacts on
neighbourhoods, essential public services, and the
environment.
• We will seek to diversify Red Deer’s major event offering.
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Strategic Focus
Major event development in Red Deer will have two primary focuses, including major
sporting events, and major arts/culture events.

Major Sporting Events (Primary Focus #1)
A. Track Record of Success – Red Deer’s track record demonstrates the community’s
ability to deliver outstanding major sporting events, and provides a strong
foundation to continue to build on.
B. High Quality Sport Venues – Red Deer’s sport hosting venues are exceptional.
The Centrium Arena is the 3rd largest arena in Alberta in terms of capacity.
The Servus Arena, Great Chief Park, Collicutt Centre, Gary W. Harris Canada
Games Centre, and other facilities are all outstanding venues that can be
leveraged to attract more major sport events.
C. Strong Existing Markets – At the local level, Red Deer’s residents are highly
engaged by sport events. Strong demand exists to participate in, volunteer
and attend major sports events in the community. Strong demand also
exists at the regional, provincial, national, and international levels for
major sport events.
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Major Arts/Culture Events (Primary Focus #2)
A. Strong Demand – Albertans participate enthusiastically in arts/culture events. Some of
the largest events in the province are directly related to arts and culture (e.g. Calgary
Stampede, Edmonton Heritage Festival, Edmonton Fringe Festival, etc.). Red Deer has
an opportunity to capitalize on this demand by showcasing the arts/culture offerings
of the community, province and nation through major events.
B. Need to Diversify the Offering – To achieve sustainable benefits from major events
over the long-term, Red Deer should diversify its major event offering. Arts and culture
events present an attractive opportunity to achieve this goal.

Regional and Community Events
It is recognized that regional and community events will continue to be an integral
piece of the event scene in Red Deer. Although major events are the focus of
this strategy, smaller scale events will play an important role in achieving the
community’s vision. They will help to ensure a high degree of activation, animation,
and engagement around events in Red Deer throughout the whole year. This will
further position Red Deer as a must experience event destination.

Meetings, Incentives, Conferences and Exhibitions (MICE)
MICE in Red Deer is not considered to fully meet the definition of major events
(due to capacity issues). For that reason, MICE was not included as one of
the focuses for the strategy. However, Red Deer is an ideal location to host
significant MICE events and the destination has the experience and facilities to
successfully deliver high quality MICE events. Moving forward, it is envisioned
that MICE will be an integral component of the event mix in Red Deer and
a core part of business for the DDC.
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Competitive Advantages
Red Deer has five characteristics that, when combined, clearly provide an advantage
over its competition. These characteristics are as follows.
1. Event Hosting Experience – Red Deer has demonstrated that it has the experience
to host highly successful major events.
2. Strategic Location – Red Deer is perfectly situated halfway between Calgary and
Edmonton, which are Alberta’s two largest urban areas. This provides Red Deer
with access to a market of over 3,200,000 people within a 160km radius, two
international airports, and attractive co-bidding opportunities.
3. Exceptional Venues – Red Deer has exceptional hosting venues for a mid-sized
city in Canada.
4. Capacity – Red Deer has the capacity to expand its major event offering throughout
the year.
5. Participant-Centric Focus – When event participants come to Red Deer, they know
they will be provided an experience most other destinations cannot match. Short
commute times to venues, high quality facilities, and experienced support staff
all ensure participants will reach their full potential.

Event Hosting Experience

Participant-Centric
Focus

Strategic Location

Red Deer’s
Competitive
Advantage

Red Deer has the experience, location, venues, capacity, and
participant-centric focus to attract more major events.

Capacity

Exceptional Venues
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This section describes an organizational framework that will support the strategy. The framework identifies a governance structure
for an organization that will lead major event development, as well as broader destination development, in Red Deer. It also outlines
the roles each organization will play in implementation. It should be recognized that this framework extends beyond major events
alone. This was done intentionally in order to address some of the emerging issues city-wide and to integrate major events into
broader destination development and brand alignment.

Red Deer Destination Development Corporation
It is recommended that Red Deer establish a single, unified
organizational structure to lead major event development and
The organizational framework extends beyond major
events in order to address some of the emerging issues
broader destination development. This organization will have far
city-wide and to integrate major events into broader
greater capability to achieve Red Deer’s vision for major events, as
destination development and brand alignment.
well as broader destination development, than existing organizations
currently have. The Red Deer Destination Development Corporation
(DDC) will serve to align destination development efforts and usher in a new era of collaboration. It is envisioned that Tourism Red
Deer will transition into the new Destination Development Corporation.
The DDC will have an increased organizational scope when compared with Tourism Red Deer in its current form. A discussion on
funding mechanisms to support this new, expanded organization is provided in Appendix D.

Organizational Functions
It is proposed that the DDC will have three functions, including Tourism Marketing, Major Events, and Destination Development
(see Figure 9). An overview of each function is provided next.
Figure 9. Functions of the Red Deer Destination Development Corporation (DDC)
Red Deer Destination Development Corporation

Tourism Marketing

Major Events

Destination Development

Tourism Marketing will be the voice
of Red Deer as a destination. It will
take the lead in promoting all that
Red Deer has to offer to key target
markets. It will work closely with
other DDC functions and local
stakeholders to ensure Red Deer’s
best experiences get the attention
they deserve.

Major Events will take the lead on
transforming Red Deer into a
premier major event destination. It
will provide a one-door-in approach
for major event development. This
function’s activities will include
attracting major events, evaluating
major event opportunities, and
working closely with key
stakeholder groups to provide
support during event production.

Destination Development will build
community-wide capacity to take
the next step in Red Deer’s
evolution as a destination. This will
include activities such as experience
development, stakeholder/resident
engagement, visitor services,
training, research, capacity building,
strategy development and
implementation, and advocacy.

The DDC will require a corporate services business unit to successfully execute the mandates of its three main functions. The
services provided by this business unit will include finance, information technology, human resources, communications, and
others as required.
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Governance
The DDC will be governed by a Board of Directors who will be responsible for setting the strategic direction and policies of the
organization. Implementation activities will be delegated to the organization’s Executive Director in addition to sub-committees.
The final composition of the board, and recruitment of directors, will be determined during the next stages of implementing this
strategy. However, a proposed composition is shown in Figure 10. It is recommended that a hybrid approach is considered when
establishing the board, whereby certain directors are appointed to represent key organizations and others are elected or appointed
based on their particular skill sets.

Figure 10. Proposed DDC Board of Directors

Board Chair

Director (1)
City of Red
Deer

Director (1)
Westerner
Exhibition
Association

Director (1)
Attractions

Director (1)
Red Deer
College

Director (1)
Red Deer
and District
Chamber of
Commerce

Directors (3)*
Tourism and
Hospitality
Sector

Director (1)
Arts and
Culture
Sector

Director (1)
Sport Sector

Directors (2)
Public
Members

Director (1)
Downtown
Business
Association

Directors (x)
Municipal
Partners**

*Strive to have one representative from the accommodation, restaurant, and tour operator sectors.
**This could include Red Deer County or others.

This model has several distinct advantages. It will consolidate resources and influence into a single organization. As an independent
non-profit corporation, the DDC will have the freedom it needs to approach major event and destination development with a high
degree of entrepreneurialism and innovation. The model will also facilitate the breaking down of silos between some existing
organizations through collaboration, as well as enabling a stronger integration of major events into Red Deer’s tourism brand
and destination development activities.
A variety of governance and operational models were considered for major event development in Red Deer. Expanding the mandate
and structure of an existing organization was selected as the recommended option after an assessment by the consulting team.
For a description of all models that were considered, please see Appendix B.
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Mandate of the New Organization
The Red Deer Destination Development Corporation’s primary mandate will be economic
development through tourism. Within this mandate, major events will be a core pillar. It is
clear that Red Deer needs a more diverse event offering, greater collaboration between
stakeholders, increased investment, and a stronger organizational structure that will
have the capacity to take the lead on the main aspects of destination development.
Major event attraction and execution will be critical to the overall success of the DDC.
However, to ensure the highest degree of success, major events must become a
central component of Red Deer’s brand as a destination and become fully integrated
with year-round promotion. This is one of the main reasons for integrating Tourism
Marketing into the new organization’s mandate.
There is further untapped potential in developing and promoting Westerner
Park as a must-experience event destination. Westerner Park has identified a
gap in terms of the marketing of the facility and its contributions to overall
destination development in Red Deer. Westerner Park stands to benefit greatly
from the services provided by the DDC.
Creation of the DDC would signify a new beginning for the community and
show that Red Deer is committed to positioning itself as a premier major
event destination, as well as a leading destination in Alberta. The new,
larger organization will give rise to greater influence on the provincial
and national stage, which will better position the destination to attract
business and negotiate with partners, such as Travel Alberta, Tourism
Calgary, and Edmonton Tourism. The DDC will also have access to
greater resources that will allow it to go after high value opportunities
that would otherwise be out of reach in a more siloed system.
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Partner Roles and Responsibilities
The implementation of this strategy will require the cultivation of partnerships to collaboratively accomplish initiatives. The
following identifies key partners for the strategy and describes their role.

Organization

Role

City of Red Deer

• An active partner in ensuring the strategy is moving forward in the most effective and
cohesive manner.
• Evaluates major event opportunities through the Bid Committee.
• Provides resources, funding, and other supports as appropriate.
• Provides support as appropriate during the production of major events.
• Helps to secure partnerships and leverage funds.

Red Deer Destination
Development
Corporation

• Takes the lead role in developing Red Deer into a destination for the purpose of achieving
economic and social development through tourism.
• Will take over the lead role in implementation of the Major Event Strategy once the
organization is established.
• Actively attracts major events.
• Evaluates major event opportunities through the Bid Committee.
• Supports local organizations and event champions.
• Secures partnerships and leverages funds.

Local Organizations and
Event Champions

• Local organizations and event champions will be key to the success of the Major Event
Strategy. These passionate and driven groups will have an important role in attracting major
events through event-specific bid committees, in addition to producing many major events
through local host committees.
• Regional and community events should be encouraged to contribute to the overall event
delivery system in Red Deer and participate in the broader activities of the DDC whenever
possible.

Tourism Red Deer

• This organization will transition into the DDC.

Westerner Exhibition
Association

• The WEA will play an important, ongoing role in providing programming and events to help
animate host venues in the city.
• It is envisioned WEA will continue to operate Westerner Park and be responsible for event
management at the Park.
• Synergies between Westerner Park and the DDC will evolve in the long-term (e.g. marketing
services, partnerships, event attraction, etc.)

Residents

• Passionate and dedicated community champions will need to be inspired to help implement
the strategy and generate buy-in within the community. Making the opportunity to participate
in local host committees and various task forces will be important.

Businesses and
Entrepreneurs

• The private sector provides many of the front-line services to major event goers, such as
accommodations, food and beverage, and supporting experiences.
• Local and regional businesses must be actively engaged in implementing the strategy and
should become more involved in major event opportunities than they currently are.
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Major Event Rights
Holders

• Major event rights holders will be drawn to Red Deer’s compelling host offerings, and will
produce major events in the city that generate a high return on investment.

Hotels Red Deer

• Hotels Red Deer is a private, industry-led organization working toward building Red Deer into
a premier destination for city-wide events. This organization should be encouraged to align
with the direction of the DDC and could be an active partner.

Red Deer & District
Chamber of Commerce

• The Chamber is a key link to the business community and some of Red Deer’s signature
annual events, such as the Canadian Finals Rodeo and Agri-Trade. The Chamber should
encourage its members to become involved in major event opportunities, as well as in the
implementation of the strategy.

Red Deer College

• Red Deer College owns and operates excellent venues that can be used to support major
events (e.g. Gary W. Harris Canada Games Centre). The College also actively seeks event
hosting opportunities. This organization will be a key partner in moving forward with major
event development.

Central Alberta Sport
Authority

• The volunteers from the Central Alberta Sport Authority could have a role as a committee
supporting the development of sport events under the new organization, including attraction
(Phase 1) and production (Phase 4).

Red Deer Arts Council

• The volunteers from the Red Deer Arts Council could have a role as a committee supporting
the development of arts/culture events under the new organization, including attraction
(Phase 1) and production (Phase 4).

Indigenous Community

• Members of the Indigenous community could play an important role in the development of
arts/cultural events and complementary programming.

Red Deer County

• Currently a contributing member to Tourism Red Deer and may wish to continue this
arrangement with the DDC.
• The County may wish to participate on the DDC Board and support the implementation of the
Major Event Strategy.

Neighbouring
Municipalities

• There is potential to partner with neighbouring municipalities on major event development
opportunities and initiatives. Opportunities to co-host, package experiences, market
collaboratively, and share in the benefits of membership should be explored.

Central Alberta Tourism
Alliance

• The Central Alberta Tourism Alliance could serve as an important link to tourism stakeholders
in the region.

Government of Alberta

• Provincial Ministries such as Alberta Jobs, Economy and Innovation, and Alberta Culture,
Multiculturalism and Status of Women, could be important funding partners moving
forward. These departments can also provide excellent resources, training, and advice in
implementation.

Travel Alberta

• Travel Alberta provides funding for the promotion of tourism-focused major events through its
cooperative marketing investment fund. It is important that the DDC works closely with Travel
Alberta to benefit from its extensive knowledge and resources.
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Action Teams/Task Forces
In order to effectively implement the strategy, it will
be important to diversify the workload to those
that are highly engaged and/or have the most to
gain from building the major event sector and the
broader tourism industry in Red Deer. To that end,
action teams/task forces should be struck where
appropriate by the City and the DDC to help
implement key initiatives and projects in the
Action Plan. These groups will ensure Red Deer is
fully leveraging the capacity of its stakeholders
for development.
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Major Event Development Process
This section describes a high level process for major event development to support the overall strategy. The process describes
how major event development will occur in Red Deer moving forward (see Figure 11).
Figure 11. Process for Major Event Development in Red Deer

Phase 1

Phase 2

Phase 3

Phase 4

Attraction

Evaluation

Approval/Negotiation

Production

Red Deer Destination
Development Corporation

Red Deer Destination
Development Corporation

Red Deer Destination
Development Corporation

Local Host Committees

Local Organizations/
Event Champions (Internal)

City of Red Deer

City of Red Deer

Major Event Rights
Holders

Major Events Rights
Holders (External)

Major Event Rights
Holders

Supporting Roles
Red Deer Destination
Development Corporation

City of Red Deer
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Phase 1: Attraction

Phase 3: Approval and Negotiation

Red Deer will attract major events through three main avenues.
These include:

Following the evaluation phase, a determination will be made
by the DDC and the City on whether to approve/not-approve the
major event opportunity. If the major event is approved, the next
step will be to negotiate with the event rights holder to determine
the resources and level of support that will be offered to support
the major event. It is envisioned that both the DDC and the City
will contribute funds to a flexible bid reserve that can be accessed
to assist with bid development costs and event hosting fees.

1. DDC – The Major Events function will actively attract major
events to Red Deer. They will target high priority major events
to build a multi-year calendar of events. The DDC will also serve
as the “one-door-in” for major event development in Red Deer.
Local organizations/event champions and event rights holders
will contact the DDC to begin the event hosting process.
2. Local Organizations/Event Champions – Passionate groups
of people from the community will pursue major event
opportunities in their particular areas of interest. This will be an
important “grass roots” channel that must be fully leveraged.
3. Major Event Rights Holders – Rights holders of major events
will take notice of Red Deer’s exceptional offering and will
approach the community to host their events.

Phase 2: Evaluation
Both the DDC and the City of Red Deer will evaluate major event
opportunities. They will do this through an open and transparent
process that will ensure credibility and trust in the system. It
is recommended that the evaluation criteria be made publicly
available (see Appendix E for the criteria). It is also recommended
that both organizations utilize the same evaluation criteria.
Although, the DDC and the City should be free to weight certain
aspects of the criteria differently according to their objectives
and needs. The DDC and City of Red Deer personnel dedicated
to evaluating major event opportunities will be known as the Bid
Committee.

In certain cases, it may be possible to successfully run events
with the approval of only one of the key stakeholders (i.e. City or
DDC). However, every effort should be made to reach a unanimous
approve/not-approve decision to ensure the greatest chances of
success during production.

Phase 4: Production
Once major event opportunities have been approved and resource
requirements are negotiated by the key stakeholders, the event
will move on to production. Event production will primarily be the
role of local host committees, event rights holders or other 3rd
party organizations. The DDC and the City will provide support
as appropriate given each major event’s particular situation. It
should be recognized that major event production is not part
of either organization’s core mandate and should therefore be
discouraged.

Host committees are created to produce major events.
They are made up of passionate local volunteers and may
hire paid staff to support them.
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The direction put forward in this strategy will require significant change. Fortunately,
there is a strong desire for change among stakeholder groups. There is general
agreement on the barriers to growth, and these groups recognize the opportunities
major events present and are eager to capitalize on them. If the change is successful,
there will be considerable benefits generated for the community. In order to encourage
change, a clear path forward is needed.
The figure below describes transitioning from the current state to the desired future
state.
Figure 12. States of Change

Future
State

Transition
State

Current
State
• Lack of a lead
organization.
• Disorganized major event
development system.
• Unclear major event focus.
• Disjointed destination
development system.
• Siloed organizations.

Present

• Letting go of the old
paradigm to welcome
in the new.
• Supporting
stakeholders by
addressing their
needs, while
assertively
transitioning to the
future state.

1 - 2 Years

• High performing
major event
development system.
• High performing and
sustainable
destination
development model.
• Expanded benefits
from major events and
destination
promotion.
• Increased
collaboration.
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ADKAR Model
There are important elements to consider when planning for a major change.
These include the vision for the change, the goals and objectives of the change,
the stakeholders who will be impacted by the change, and how the change will be
implemented. All these elements support the key milestones and deliverables in
building the system for change. To support the people-side of change, the ADKAR
model can be utilized (described in Figure 13).20
Figure 13. ADKAR Model
A

Awareness of the need for change, specifically why the change is being
made and the risk of not changing.

D

Desire to support and participate in the change, influenced by the nature
of the change, the degree of control one has over making the change
and other motivators.

K

Knowledge of how to change, including the information about behaviours,
processes, tools, systems, skills, job roles and techniques needed to
implement a change.

A

Ability to implement the required skills and behaviours. Ability is about
turning knowledge into action.

R

Reinforcement to sustain the change, including the recognition, rewards
and celebration tied to the realization of the change.

An ADKAR assessment can be completed to understand where barriers might exist
in the change process and implementing tactics to address and overcome those
barriers.

2+ Years
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Strategy
Over the next 1 to 2 years, the City will be an active partner in transitioning
from the current state to the future state. The City will work with key
groups to engage with affected stakeholders early and often to ensure
they are made aware of the proposed change and understand how they
will be impacted. At every touch point with stakeholders, the benefits of the
change and the vision for the future state should be reinforced. This will assist
the City and major event stakeholders in gathering support for the change.
To assist with completing the transition, it is recommended that a
multistakeholder Transition Committee be struck to provide input toward the
change. This group will play a key role in helping shape a desired future state,
communicating the change to stakeholders, relaying stakeholder concerns to
the City, and generating support for the change in the community.
It is recognized that the timeline for the transition state is assertive. This is
intentional because fully implementing the change may become more difficult
the longer it takes. The work needed to bring about the change should occur with
a high degree of urgency to be successful.
The key objectives to achieve during the transition state will be to:
Objective 1: Increase awareness of the current state and the need for change.
Objective 2: Engage stakeholders in shaping the desired future state.
Objective 3: Set the change in motion.
Objective 4: Successfully transition to the future state.

Engaging with Community Stakeholders Moving Forward
During the draft plan review phase, some stakeholders communicated a certain level of
apprehension regarding changing from the status quo to a desired future state. This included
questions about the degree to which local grass roots organizations would be engaged
and kept informed, perceived potential displacement of community events, competition for
resources, and how the DDC will be financed and governed. This strategy has components that
specifically address these questions, such as the proposed Organizational Framework, Major
Event Development Process, Partner Roles and Responsibilities, Transition Strategy, Action Plan,
Key Performance Indicators, Funding Opportunities, and Major Event Evaluation Criteria. It will
be important to communicate these measures. Equally important, will be maintaining a strong
understanding of stakeholder needs as they evolve during implementation, and then taking steps
to address them, if required.
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An action plan has been developed to assist in the implementation of the strategy.
Specific initiatives have been developed relating to organizational development,
major event development opportunities, stakeholder engagement, processes, and
event supports. The initiatives in the action plan will also assist the community in
evaluating the success of the strategy moving forward.

F i n al: March 30, 2021

Future Planning, Evaluation, and Reporting

Organizational Lead

A key component of the success of this strategy will be the evaluation of its initiatives.
The action plan should be reviewed bi-annually, at which time priorities should be
re-evaluated and a discussion of any variances should occur in reference to key
performance indicators (KPI’s). If new projects are added (or old projects removed)
as the plan progresses, this should be done by weighing the relative priority of all
projects in the plan. The action plan should be updated on a yearly basis; therefore,
the third quarter evaluation period will set the stage for the updated version of
the plan. In the fourth quarter, the updated plan should be formalized and a draft
approved by the end of the year.

The action plan identifies organizations responsible for leading initiatives. Please
see below for a list of abbreviations used in the action plan.

Implementation Considerations

Priority
The action items are listed in order of priority.

Abbreviation

Organization

CoRD

City of Red Deer

DDC

Red Deer Destination Development Corporation

The action plan identifies many action items intended to be completed over multiple
years. Attempting to complete all of the action items concurrently will stretch the
organizational resources and focus of stakeholder organizations as they implement
the plan. Therefore, it is recommended that implementation of the plan proceed in
a strategic manner.

Cost Criteria
Low Cost (L)			
Medium Cost (M)		
High Cost (H)		

Less than $10,000
$10,000 - $50,000
More than $50,000

58
E x pe d i t i o n M a n age m e n t C o ns ult i ng

Re d D e e r M a j or Event Str ategy a nd D es tinatio n D ev el o p ment Fr amewo r k

S H ORT T E RM
( 2 O 21 – 2022)
Focus: Establishing the
organizational structure needed
for future growth.

F i n a L: March 30, 2021

Action Items

Lead

Cost

1.) Obtain formal commitment from the City of Red Deer to implement the Major Event Strategy.

CoRD

N/A

2.) Establish the City of Red Deer as the lead organization for the Major Event Strategy in the near
term.

CoRD

N/A

3.) Develop a communication plan for roll out of the strategy to stakeholder groups. Complete oneon-one meetings and facilitated group sessions.

CoRD

L

4.) Establish a multistakeholder transition committee to provide input into the establishment of the
Red Deer Destination Development Corporation.

CoRD

L

5.) Allocate resources to implement the Major Event Strategy. Wherever feasible, resources should
be leveraged between multiple partner organizations.

CoRD +
all other
groups

H

CoRD +
6.) Utilizing the organizational framework identified in the strategy as a starting point, conduct detailed
planning to transition Tourism Red Deer into the Red Deer Destination Development Corporation. Transition
Committee
This planning should include:
+ Tourism
• Engagement with all affected organizations in Red Deer
Red Deer
• Engagement with Red Deer County

H

• Transferring tourism-related mandates to the DDC
• Establishing a strategy for the DDC
• Establishing a skills/competency matrix for the Board of Directors that aligns with the chosen
recruitment approach
• Recruiting the DDC Board of Directors
• Establishing diverse funding streams as outlined in Appendix D
• Clarifying stakeholder roles and addressing potential concerns
• Business plan
• Operational plan
• Financial plan
• Legal and internal documentation (e.g. amended bylaws)
7.) Increase the capacity of the City of Red Deer to support major event development and destination
development through the addition of a Destination Development Liaison to represent the City.

CoRD

H

8.) Identify representatives from the DDC and the City of Red Deer to assume the functions of a Bid
Committee.

DDC +
CoRD

L

9.) Once the DDC is fully established, consider transitioning some responsibility for implementing
the strategy from the City of Red Deer to the DDC.

DDC +
CoRD

N/A
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( 2 O 21 – 2022)
Focus: Establishing the
organizational structure needed
for future growth.
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10.) Develop destination-wide threat identification, mitigation, and response plans for COVID-19.
Particular attention should be paid to reducing the risks associated with major events. Consider
expanding the scope of the plans to include other external threats.

DDC +
CoRD

M

11.) Establish an open and transparent major event evaluation process that incorporates the criteria
described in the strategy.

DDC +
CoRD

L

12.) Identify various levels of support that could be provided to major events to assist them during DDC+ CoRD
production. From this list, codify different levels of support and how events would qualify for the
different levels.

L–H

13.) Review municipal bylaws, policies, and procedures to ensure a strong regulatory framework is
in place to support major event development.

CoRD

N/A

14.) Ensure major event considerations are addressed in future municipal infrastructure planning.
These considerations may include, but are not limited to:
• Facility designs that promote major event usage (e.g. increased seating, additional parking, etc.)
• Enhancing transportation routes to major event nodes

CoRD

L–H

15.) Re-evaluate the action items in the Major Event Strategy considering the newly established
corporation (DDC).

CoRD +
DDC

N/A

16.) Host a Major Event Symposium to officially kick off the new organization that will lead tourism
and major event development in Red Deer.

DDC +
CoRD

L

17.) Have the DDC provide quarterly reports to City Council to keep the City updated on the DDC’s
activities, accomplishments, and future plans.

DDC

L
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( 2 O 23 – 2025)
Focus: Attracting major events
and positioning Red Deer for
success.
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Action Items

Lead

Cost

1.) Establish a flexible bid reserve fund to support efforts to attract major events. It is recommended
that $200,000 be invested into the reserve on an annual basis. If possible, investments should be
made by multiple partners.

DDC +
CoRD

H

2.) Pursue major event attraction according to the direction provided in the strategy. Actions that
can be taken include:
• Arrange meetings with provincial and national sport and arts/culture organizations to get Red
Deer onto their hosting rotations or establish Red Deer as their preferred host destination.
• Engage with Sport Tourism Canada to identify hosting opportunities.

DDC

L–H

3.) Establish a multi-year calendar of major events for Red Deer. The calendar should extend at least
5 years into the future and be used as an input into major event evaluation processes.

DDC

N/A

4.) Develop a destination brand and marketing plan for Red Deer that positions major events as a
core pillar.

DDC +
CoRD

M

5.) Develop a business development plan that would identify other core product offerings to complement
major events, such as:
• Opportunities to animate and more fully utilize local venues and attractions through small and
medium scale events, as well as ongoing programming.
• Opportunities to support community and regional level events.
• Attract MICE business.
• A destination animation program that could assist businesses in developing compelling
experiences during major events.
• Developing tourism packages to complement major events.
• Developing pre/post event experiences to entice participants and visitors to stay longer, do
more, and spend more.

DDC

M

6.) Develop a major event hosting toolkit to support event producers. The toolkit should provide
information on how to host a major event in Red Deer, including application processes and forms,
destination protocols, licensing and permitting, event production tools, key contacts, etc.)

DDC

M

7.) Develop a compelling event bidding package that will be used to attract major events to Red Deer.
The package should clearly describe Red Deer’s approach to major events and the destination’s
competitive advantages. This package can be used as a template for future bids; however, each
component should always be customized to speak directly to the target event.

DDC

M

8.) Position Red Deer’s pandemic preparedness and disaster readiness as a core competitive advantage
of the City as a host destination.

DDC

N/A
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9.) Schedule regular meetings with Tourism Calgary, Edmonton Tourism, and other potential major
event partners. The purpose of these meetings will be to discuss co-bidding opportunities, strategic
alignments, and other opportunities to support mutual objectives around major event development.

DDC

N/A

10.) Engage with regional partners to explore opportunities related to major events (e.g. co-hosting,
complementary experience offerings, community engagement, etc.).

DDC

N/A

11.) Send delegations of DDC representatives to significant major event conferences and trade shows.
Their goal will be to build relationships that drive event attraction, increase capacity, and identify
emerging opportunities. Examples would include (Sport Events Congress, GO WEST, etc.).

DDC

L–M

12.) Meet with Travel Alberta and applicable Government of Alberta Ministries to determine opportunities
to support major event development (e.g. marketing supports, direct investment, infrastructure
investment, etc.).

DDC

N/A

13.) Leverage Travel Alberta’s Cooperative Investment Program (partnership marketing stream) to
achieve a higher leverage on major event and tourism marketing resources.

DDC

L–H

14.) Provide support to local organizations and groups who are seeking to champion major events
in the community (e.g. attraction and production).

DDC +
CoRD

L–H

15.) Develop a major event experience survey for participants and visitors. Encourage event organizers
to implement the survey during their events.

DDC

L

16.) Develop major event sentiment surveys for City residents and local businesses. The surveys should
be run every other year on an alternating basis to monitor sentiments, gauge impacts (positive and
negative) and collect testimonials on the benefits major events provide to the community.

DDC +
CoRD

L

17.) Measure the economic and social return on investment from every major event hosted in the City.
To ensure the results are comparable and compatible, a consistent method/model should be used.

DDC +
CoRD

L–M

18.) Commit to formal communication and reporting processes to keep stakeholders and the
community apprised of the return on investment major events are generating for the City.

DDC +
CoRD

L

19.) Host an annual tourism and major event planning forum to share successes from the past year and
build excitement for future initiatives. These forums should be open to all stakeholders, businesses,
and the public and provide an opportunity for these groups to provide input.

DDC

L

20.) Explore the feasibility of amalgamating the operation of local attractions into the DDC in the
medium to long term.

DDC

M–H

21.) In year 5 of implementation, conduct a formal review and update of the Major Event Strategy.
Make adjustments as necessary and chart a course for the next five years.

DDC +
CoRD

H

22.) Develop a destination development strategy and incorporate the evolution of major event
development.

DDC +
CoRD

H
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Focus: Reaching our long term
vision.

F i n al: March 30, 2021

Action Items

Lead

Cost

1.) Evolve the event portfolio and value proposition to achieve Red Deer’s long-term vision of being
the top major event destination among mid-sized cities in Canada. This may include attracting bigger
events, a greater diversity of events, or other enhancements.

DDC

L–H

2.) Extend the time horizon of Red Deer’s major event calendar to 10 years.

DDC

N/A

3.) Develop legacy enhancement strategies around major events that will build the capacity of
community groups and individuals, as well as enhance facilities. It is anticipated that any legacy
funds generated from major events would normally go to the producer of the event.

DDC +
CoRD

L–H

4.) Take a leadership role in the major event sector on a provincial and national level. Red Deer should
strive toward becoming known as a best practice major event destination.

DDC +
CoRD

N/A
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Implementation Timeline
The timeline below provides a high level overview of how the strategy will be implemented.

Gain Support
• Obtain formal commitment
from the City of Red Deer
to implement the strategy.
• Establish the City as the
lead organization for the
strategy in the near term.
• Allocate resources to
implementation.
• Develop a stakeholder
communication plan.

Build Capacity and
Attract New Major Events

Get Organized
• Complete stakeholder
engagement.

• Establish a bid reserve
fund.

• Establish a transition
committee for the DDC.

• Pursue major event
attraction according to the
strategy.

• Establish the DDC and
transition primary
responsibility for the
strategy from the City
to the DDC (where
appropriate).

• Develop major eventrelated processes and
supports.
• Establish a multi-year
calendar of events.

• Complete a business plan
for the DDC.
• Host a Major Event
Symposium and generate
enthusiasm for the new
direction.

First 3 Months
(early 2021)

2021 - 2025

Become a Premier Host
Destination
• Evolve the event portfolio
and value proposition to
achieve the vision.
• Take a leadership role
in the major event
sector.
• Build a sustainble 10 year
major event calendar.
• Develop legacy
enhancement strategies
to strengthen community
groups and enhance
facilities.

2026 - 2030
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Measuring Success
As the strategy is implemented it will be important to measure success. By measuring the results of activities, stakeholders will
be better able to determine which activities are producing results and which activities need to be focused on to a greater degree.
The existence of clear and compelling evidence that demonstrates success will also bolster support for the strategy within the
community, as well as enhance the attractiveness of Red Deer for major event investment.
Key performance indicators (KPI’s) have been developed relating to Red Deer’s outcome statements for major event development.
It is suggested that the KPI’s are evaluated and amended on an annual basis in order to reflect changing business conditions.

5 Year Outcomes

KPI

Measurement Tool

1. The Red Deer Destination Development Corporation is established and
functioning well.

Action Plan

2. Red Deer has built a sustainable, multi-year calendar of major events.

Event Calendar

3. Red Deer has further differentiated itself from competitors in the sport
and arts/culture event space.

Comparative Analysis

4. Red Deer businesses report significant increases in sales during major
events.

Business Survey

5. At least 80% visitor satisfaction with major events.
6. At least 80% resident satisfaction with major events.
1. Red Deer is consistently ranked in the top 3 host destinations by
industry associations (e.g. Sport Tourism Canada).

10 Year Outcomes

Event Survey
Resident Survey
Industry Rankings

2. Red Deer has extended its calendar of major events to 10 years.

Event Calendar

3. Red Deer attracts a major international event at least once every three
years.

Event Calendar

4. Red Deer has a greater than 50% win rate on its major event bids.

Bid Results

5. Economic impact of major events in Red Deer is growing at an annualized
rate of at least 5%/year.

Economic Impact
Analysis

6. 10% increase in complementary offerings that support major events
each year.

Event Program Plans

7. At least 90% visitors satisfaction with major events.

Event Survey

8. At least 90% resident satisfaction with major events.

Resident Survey
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Conclusion
The Red Deer Major Event Strategy and Destination Development Framework
puts forward a strategic direction that will advance Red Deer toward its bold
vision to become recognized as the top major event destination among
mid-sized cities in Canada. A courageous new approach will be needed to
realize this vision. Stakeholders will align themselves around major event
development and come together under a broader mandate of destination
development, of which major events is a core pillar.
Fortunately, the community is well positioned to capitalize on emerging
opportunities and hone its competitive advantages. Stakeholders are
engaged and are excited by the opportunities major events provide. By
establishing a clear focus and committing to a collaborative approach,
the community will achieve its goals and generate a multitude of
benefits that are sustainable over the long term.
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Appendix A – Overview of Research
Meetings Conducted
•
•

Steering Committee Meetings (10)
Draft Plan Feedback Opportunities
for Stakeholders (7)

Documents Reviewed
•

•

•

•

Strategies, plans and other
documents from the City of Red
Deer.
Strategies, plans and other
documents from comparative
destinations.
Tourism research and visitation
statistics from Alberta Jobs,
Economy and Innovation, Travel
Alberta, and national sources
Planning documents from
stakeholders.

Comparator Major Event
Destination Reviewed
•
•
•
•
•
•

City of Kelowna
City of Moncton
City of Edmonton
City of Calgary
Niagara Parks Commission
St. Lawrence Parks Commission

Stakeholders Consulted
(through interviews and feedback
opportunity sessions)
Municipal Government:
1. City of Red Deer Council
2. City of Red Deer Administration
Local Stakeholder Groups:
3. Tourism Red Deer
4. Westerner Park
5. 2019 Canada Winter Games (Board Chair and
Executive Director)
6. Red Deer College
7. Red Deer and District Chamber of Commerce
8. Red Deer Downtown Business Association
9. Central Alberta Sport Authority
10. Hotels Red Deer
11. ZS Holdings Ltd.
12. Microtel Inn & Suites
13. Cambridge Hotel
14. Towne Place Suites
15. Alberta Sports Hall of Fame
16. Red Deer Airport
17. Red Deer Arts Council
18. Red Deer Cultural Heritage Society
19. Central Alberta Children’s Festival
20. Centre Fest
21. Cyclovia Event
22. Red Deer Speed Skating Club
23. Red Deer Curling Club
24. Red Deer Downhill Enduro Club
25. Waskasoo Environmental Education Society /
Kerry Wood Nature Centre
26. Red Deer Urban Aboriginal Voices Society
27. Prime Stock Theatre
28. Axiom Architecture
29. Santo Properties
External Stakeholder Groups:
30. Hockey Canada
31. Canadian Professional Rodeo Association
32. Alberta Jobs, Economy and Innovation
33. Alberta Culture, Multiculturalism and Status of
Women
34. Travel Alberta
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Appendix B – Organizational Framework
Analysis
The following describes several options that were considered for the Red Deer Major
Event Strategy and Destination Development Framework. The viability of each option
was assessed according to the following criteria.
Table 1. Assessment Criteria

Criteria

Description

Goal Alignment

The extent to which the goals of the organization would
align with those of the strategy.

Organizational Capacity

The extent to which the organization has the capacity
to add value. Do they have the business infrastructure,
experience, management capacity and financial
resources to be an active leader in the strategy?

Collaboration

The extent to which the organization encourages and
supports collaboration between stakeholders.

Knowledge

The extent to which the organization understands
major event development, specifically as it relates to
this strategy.

Resource Requirements

The extent to which the organization will need additional
resources to fulfill its mandate and action the strategy.

Entrepreneurial Mindset The extent to which the organization has the ability to
be innovative and entrepreneurial in order to generate
revenue to be reinvested in the strategy.
Growth Potential

The extent to which the organization will have the
potential to achieve year over year growth in terms of
revenue, major events, and visitors.

Evaluation and
Performance

The extent to which the organization can be clearly
evaluated and have its performance measured.
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Complementary Skills

Past Success

The extent to which the organization will bring to the
arrangement a complementary skill set and/or other
resources that will add value to the strategy.
The extent to which the organization has been
successful elsewhere in similar projects.

Option 1: Expanding the Mandate and Structure of an Existing
Organization
This model would include transitioning an existing organization into a new corporation
with a broader mandate and amended organizational structure. The mandate of
the corporation would be destination development in a broad sense, under which
major events would be a core pillar.
The corporation would have multiple functions covering such areas as tourism
marketing, major events, destination development, and potentially facility
management in the medium to long term. The benefits of this model would include
greater organizational influence, increased leverage on destination development
investments, improved alignment and collaboration, enhanced capacity, and a more
compelling case for long-term sustainability.
Tourism Red Deer is the most likely organization to successfully transition to a
destination development corporation. This organization was already moving in this
direction to some degree with the roles and outcomes identified in the Tourism
Joint Venture document approved by the City of Red Deer Council and the Tourism
Red Deer Board. Utilizing the structure outlined in the Major Event Strategy and
Destination Development Framework as a starting point, the next phase of the
process would be to confirm how the organization and its membership model will
be structured. These discussions need to be held in phase one of implementation.
Assessment Finding: This option was determined to be viable for Red Deer. Given the
strengths of the model and its potential benefits, it was selected as the recommended
organizational model for the strategy.
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Option 2: Additional 3rd Party Organization
A new 3rd party organization could be established to take the lead on major event
development. The organization would have its own staff, be governed by a Board
of Directors, and work closely in partnership with existing organizations to action
major event development. Examples of this model working successfully would include
major event organizations, such as Calgary’s Sport, Culture and Major Events or the
Greater Victoria Sport Tourism Commission.
The primary benefit of this model would be the establishment of an organization
whose mandate is focused on major event development so that it may take the
lead. Should this model be chosen, consideration should be given to consolidating
organizations to avoid service overlap.
Assessment Finding: This option was determined to be viable for Red Deer. However,
Option 1 scored higher in several assessment categories (most notably on the
collaboration and resource requirements criteria).

Option 3: New City of Red Deer Department
The City of Red Deer could establish a new department dedicated to major event
development. The department would have its own staff and could be positioned
under an existing service area (e.g. Land and Economic Development). An example
of this model working successfully is the Tourism Moncton organization.
This model would be relatively easy to implement, and the City does have the
organizational capacity to oversee major events. Drawbacks of this model would
include challenges generating buy-in from the business community, the additional
costs needed to staff up a new department, and higher risk of major event decisions
being perceived as politically motivated versus community driven. Additionally, it
should be noted that the City of Red Deer has indicated it does not want to take the
lead on major event development.
Assessment Finding: This option was determined to be viable for Red Deer. However,
Option 1 scored higher in several assessment categories.
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Option 4: Add Major Event Development Function to an
Existing Organization
An existing organization could add major event development to its functions under
its existing structure. Examples of this model working successfully would include
destination management organizations with major event departments, such as
Tourism Kelowna or Tourism Kamloops.
Several organizations in Red Deer were reviewed for their suitability to take the lead
on major event development. It was determined that at this time there does not
appear to be an organization that has the capacity or desire to undertake this new
function (under their current organizational structure and mandate).
Assessment Finding: This option was determined to be not viable at this time for
Red Deer.

Option 5: Establish a Parks Commission
Parks Commissions are arms-length entities of the Province of Ontario. These
commissions have very broad mandates, including tourism development, recreation
services, asset management, and environmental stewardship. They tend to manage
large territories of land outside the jurisdiction of municipalities. Examples of this
model working successfully include the Niagara Parks Commission and the St.
Lawrence Parks Commission. No direct comparator was found to exist in Alberta.
This model was determined to have too broad a mandate to effectively action major
event development.
Assessment Finding: This option was determined to be not viable for this situation
at this time for Red Deer.
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Appendix C – Strategic Alignment
Analysis
The figure below provides a summary of key linkages between existing plans and
policies and the Red Deer Major Event Strategy and Destination Development
Framework.
Figure 14. Strategic Alignment of Major Event Development in Red Deer
City of Red Deer Strategic Plan 2019202221
• Position Red Deer as a four-season
destination that attracts events
which generate investment and
enhance community identity.
• Position Red Deer as an economic
hub with a revitalized downtown
and diverse local economy.

City of Red Deer Economic Development
Strategy (2013)22
• Capitalize on Red Deer’s centralized
location through destination
marketing and a compelling calendar
of events.
• Continue to develop a Red Deer
identity and brand to attract events,
visitors, businesses, and new
residents.
• Make downtown a year-round
destination by developing attractive
activities, programming, and events.

City of Red Deer Municipal
Development Plan (2008)23
• Foster local economic development
and business retention and attract
diverse, long-term economic
growth.
• Support the development of the
Greater Downtown as a vibrant,
inclusive and attractive focal
point for the community to access
services, live, work, shop and play.
• Ensure a balanced, diverse
and accessible range of social,
education, health, recreation and
cultural opportunities.

Red Deer County & City of Red Deer
Intermunicipal Development Plan
(2007)24
• Enhance quality of life in both
municipalities.
• Facilitate economic opportunities
and ensure that developers in both
municipalities have access to land for
residential, commercial, industrial
and associated growth.
• Coordinate the provision of
infrastructure and services across
jurisdictional boundaries where
opportunities exist.
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Red Deer Tourism Joint Venture 2019202225
The joint venture demonstrates
how Tourism Red Deer and the City
interact within the regional tourism
system to:

Central Alberta Tourism Destination
Management Plan (2015)26
• Develop and implement major/iconic
annual summer and winter events,
race(s) or competitions.
• Create a compelling, year-round
events calendar for the region.
• Provide visitor experiences.
• Work to coordinate hosting of events
• Encourage growth and
throughout the region to minimize
diversification.
overlap of timing and duplication of
• Support a collaborative tourism
themes.
environment.
• Establish a competitive destination. • Explore and pursue funding options
to assist in developing event-specific
Positions Tourism Red Deer to
strategies.
undertake Destination Leadership
as outlined in the Central Alberta
Destination Management Plan.
Travel Alberta Business and
Marketing Plan 2018-202027
• Aim to support economic
diversification throughout the
province by strengthening
awareness of the value of the
visitor economy.
• Develop a critical mass of
experience offerings, including
major events.

Placeholder for Alberta Provincial
Tourism Strategy
The provincial tourism strategy is set to
be released in 2021. Relevant strategic
alignments will be included in future versions
of the strategy.

Alberta Sport Action Plan 2019202928
• Event bidding and hosting is
encouraged and supported
through access to resources
and guidance with an emphasis
on lasting sport legacies at the
municipal and provincial level.

Active Alberta Policy 2011-202129
• Explore opportunities for tourism
development around sport event
hosting.
• Support a coordinated, collaborative,
and accountable approach to hosting
of sporting events in Alberta which
will provide Alberta athletes and
coaches with a home field advantage,
and the opportunity for youth to be
inspired by their heroes.
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Canadian Sport Policy 2012-202230
• Sport events are intentionally
designed and delivered to benefit
host communities and local
economies.
• All hosting partners adhere to
a coordinated national strategy
for hosting major national and
international sport events to
maximize their contribution to
sport and community-building
objectives.
• Facilities developed for major
games and events are available
after-use for all members of the
community.

Festivals and Major Events Canada Plan
201831
• Increase the attendance, size, scope,
touristic visits and expenses, quality,
and durability of Canadian major
events.
• Use festivals and major events as an
effective means to put a spotlight on
local Canadian culture.
• Make festivals and major events an
open-door meeting place for industry
and professionals from around the
world.

Creating Middle Class Jobs: A Federal
Tourism Growth Strategy 201932
• Support three pillars, including:
building tourism in Canada’s
communities, attracting
investment to the visitor economy,
and a renewed focus on publicprivate collaboration.

Destination Canada Corporate Plan
2019-202333
• Focus on increasing demand for
Canada with innovative marketing for
leisure tourism and business events.
• Advance the commercial
competitiveness of the tourism sector
through trade shows, media events,
and improvements to Canada’s
competitive positioning.
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The City’s Strategic Plan also serves as a sustainability plan. By aligning the two plans, The City of Red Deer has adopted the best
practice of integrating sustainability across the four dimensions (culture, society, environment and economy) with the strategic
goals providing a comprehensive strategy for a sustainable community.34 The Major Event Strategy provides an opportunity to
further align with the City’s sustainability pillars. A summary is shown in Figure 15.
Figure 15. Alignment of the Major Event Strategy with the Pillars of Sustainability

Sustainability Pillars
Environmental
Red Deer actively
enhances its rich natural
environment and
minimizes its ecological
footprint through City
leadership, community
collaboration and active
Sustainability stewardship. We are a
Statement
leading example of a
resilient community in
which urban and natural
systems are effectively
integrated to the benefit
of both.

Alignment of
Major Event
Strategy

The strategy is an
opportunity for the
City to attract major
events that showcase
and maintain the
integrity and quality
of environmental
assets in the region.
Major events can serve
to raise awareness
about environmental
issues, influencing the
attitudes and behaviour
of businesses and
residents.

Cultural

Economic

Social

Red Deer is a vibrant
city with an authentic
identity where history
is honoured, spaces
and places help people
connect. Diversity is
valued and respected,
creative expression
and innovation are
encouraged, and
citizens have a sense of
pride and belonging.

Strategic analysis
promotes economic vitality
and a strong resilient
environment for business
health. To meet the current
and future financial needs
of Red Deer, resources are
managed through decision
making processes which
consider and regularly
asses both long and shortterm financial effect on
the organization and the
community.

Authentic engagement,
social cohesion and broad
participation among its
citizens characterize Red
Deer. Through leadership,
support and partnerships,
quality of life is improved
and opportunities are
available for people’s
basic needs to be met.
Equality, social well-being,
a sense of belonging and
the appreciation of diverse
groups are supported and
decisions are equitable and
just.

Major events in the City
are an opportunity to
highlight Red Deer’s
cultural identity.
Arts/culture events
provide opportunities
to showcase the
unique and authentic
attributes of the
community.

The strategy aims to
increase year-round
visitation, visitor spending,
and overall economic
impact to the community.
It also provides an
opportunity to attract
investment to local
businesses.

Major events are an
opportunity for Red Deer
to reinforce its community
spirit. Volunteerism,
community pride, and
quality of life for residents
can all be enhanced
through major events.
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Appendix D – Funding Opportunities for
the DDC
The DDC will require significant sources of funding that are sustainable over the long
term in order to deliver on its mandate. The following outlines some of the funding
opportunities that may be available to support the DDC.
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Challenges in Implementing the DMF
The primary challenge is the task of selling the benefit of collaboration to business
owners. Businesses will not want to participate in the DMF unless there is a reasonable
expectation of a return on their investment. There will need to be a strong business
case that supports investment.

Fee for Service

Municipalities across Canada invest in destination development organizations in a
variety of ways. Examples of municipal funding support include resources for staff,
service contracts and special project funding. Municipalities also support destination
development efforts through the development of infrastructure that enhances visitor
experiences, in addition to dedicating staff resources towards appropriate major
event and tourism-related initiatives.

Fee for service is a “pay to play” option for destination development organizations
to meet specific industry needs and generate revenue. Charging a fee for a website
listing or for trade show representation are both examples of fee-for-service
offerings. Providing a-la-carte products and services (vs. an all-inclusive membership
fee) provides more choice for potential participants and allows them to invest in
customized services. Conversely, this approach has the potential to significantly
increase the number of sales transactions per year; therefore, this risk must be
managed through the development of efficient administrative processes.

Increase in Business Activity and Tax Base

Membership Fees

One of the objectives of the strategy is to develop major events that will result in
increased economic activity that will result from spending by tourists who come from
outside the community. If businesses and governments see a return on investment, it
is expected that further investment will be warranted from a range of stakeholders.

Membership fees are a traditional revenue stream, providing revenue on an annual
basis. These fees can be structured as a flat rate for all members, or in a scaled
fashion whereby smaller organization pay less. In return, members receive a package
of services. Many destination development organizations in Alberta and across the
globe utilize membership fees for a portion of their budgets.

Municipal Funding

Destination Management Fund
Destination Management Funds (DMF) are a proven method to provide core
funding for the development of tourism and major events. DMF’s involve voluntary
participation by operators who agree to charge an extra fee on their services (usually
2-3%). This extra charge is then contributed to the DMF for collective marketing and
destination development purposes. In order for a DMF to achieve a sustainable scale
it must reach a critical mass of participants. DMF’s can be challenging to develop
and maintain, but there are many examples of successful organizations that utilize
DMFs in across Canada.
Opportunities in Implementing the DMF

Stakeholder Contributions
Several stakeholder groups could be contributors to the strategy as it moves forward
into the implementation stage. These organizations may choose to fund various
initiatives based on the mandate of their organization. It is expected that some
organizations will participate to a greater degree (financially) than others. It should
be noted that gifts in kind and other forms of collaborative support are also valuable
contributions during implementation. It will be critical to have all stakeholders
participate in the development of key initiatives in the strategy regardless of their
financial contribution.

A DMF could provide much needed core funds that could be leveraged with
contributions from partners. A DMF can help create engagement from the business
community as they will have “skin in the game.” This could in turn result in increased
communication and partnerships.
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Corporate Partnerships
International research indicates that destination development organizations look to
sponsorships and partnerships as key to building revenue. Building new partnerships
is about creating value by connecting destination and partner brands, customers,
and networks. Once the strategy begins to take shape it will be important to identify
companies and organizations that identify with, or have branded themselves
along similar lines to, the destination’s major event and tourism offering. The new
organization will be in a much stronger position to attract sponsors than the current
siloed approach.

Provincial Funding
Various Ministries of the Government of Alberta invest funds in major events and
tourism development initiatives. Some of these programs are described in Figure
16 next. The new organization will be in a much stronger position to attract grant
funding than the current siloed approach.
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Figure 16. Provincial Funding Programs

Organization

Program

Available Funding

Alberta Jobs, Economy
and Innovation

Major Cultural and
Sport Events

$250,000 maximum

Alberta Jobs, Economy
and Innovation

Community Facility
Enhancement Program

$125,000/year (small)
$1,000,000/year
(large)

Travel Alberta

Cooperative Investment
Program

No minimum or
maximum

Alberta Jobs, Economy
and Innovation

Community and
Regional Economic
Support (CARES)

$10,000 minimum

Alberta Jobs, Economy
and Innovation

Visitor Friendly Alberta

Approximately $20,000
(depending on project)

Alberta Jobs, Economy
and Innovation

Heritage Awareness
Grants

$15,000

Alberta Jobs, Economy
and Innovation

Historic Resource
Conservation Grants

Grants range from
$5,000 - $100,000

Alberta Jobs, Economy
and Innovation

Tourism
Entrepreneurship
Startup Seminar

Seminars are free to
attend

Travel Alberta

Tourism Training
Programs

100% of approved
training costs
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Appendix E – Major Event Evaluation Criteria
The following criteria will be used as a tool to assist the Bid Committee in determining which major events the DDC and the City
of Red Deer will support. The criteria are not listed in a suggested order of priority. It is expected that the evaluators will prioritize
and weight each criterion differently in order to reflect their particular priorities.

Criteria

Description

1. Capacity of the Event
Producer

• The major event will be produced by an organization with strong capacity. The
leadership, business acumen, experience, organizational structure, resources (human
and financial), and other factors as appropriate, of the event producer instill confidence
that the event will be a success.

2. Economic Impact and
Return on Investment

• The major event will generate significant positive economic impacts in Red Deer and for
participating partners in the region.
• The major event will spend a high proportion of its budget locally in Red Deer and with
participating regional partners.
• The major event has reasonable potential to produce a high financial return on
investment for key partners (public and private).

3. Event-Related Expenses

• Expenses associated with hosting the major event are reasonable given its revenue
potential, return on financial investment and overall economic impacts.
• Expenses will not exceed the financial capacity of the partners involved.

4. Bid Process
(if applicable)

• The bid process is straightforward and easily understandable.
• Controls are in place to ensure a transparent process.
• There is a reasonable chance of success given Red Deer’s offering as a host community
and the expected competition from other host destinations.

5. Physical Infrastructure
Requirements

• The community has the physical infrastructure in place to host the major event (e.g.
facilities, accommodations, transportation, etc.).
• If additional infrastructure is required, it is feasible that the community could meet the
requirements.

6. Human Resource
Requirements

• Development of the major event will not put un-due stress on existing human resources,
including the City, DDC, community volunteers, and others as appropriate.
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7. Strategic Alignment

• Development of the major event aligns with the strategic direction of partners and
stakeholders.

8. Calendar Management

• The major event will enhance, rather than detract from, the overall calendar of events.
• The major event will enhance existing events in the community and region. Any negative
impacts will be minimized.

9. Reputation Enhancement
and Destination Awareness

• The major event will enhance the reputation of Red Deer as a premier major event
destination.
• The major event aligns with the brand of Red Deer as a host destination.

10. Market Demand

• The major event demonstrates market demand through relevant indicators (e.g.
visitation statistics, gap analysis, expressed demand, survey data, population projections,
trends, etc.).
• The major event will attract identified target markets, including day-trippers (lower
priority) and overnight visitors (higher priority).
• Limited competition exists relative to market demand (by geography, season, product
offering, etc.).

11. Market Reach

• The major event has the potential to be promoted year-round to leverage the brand of
the community.
• The major event will generate earned media coverage to enhance the awareness of Red
Deer as a destination.

12. Stakeholder Buy-In

• The major event demonstrates strong buy-in from local stakeholders.
• The major event supports opportunities for local and regional partnerships (public and/
or private).
• Plans are in place to ensure stakeholder resources are shared, support services are
centralized, and efficiencies are maximized.

13. Community Buy-In

• The community is supportive of hosting the major event.
• The major event demonstrates a high level of accessibility to the public.
• The major event demonstrates inclusiveness and accommodates people of all ages,
income levels and abilities.

14. Business Engagement

• The major event promotes business engagement and supports the generation of
complementary product that will enhance economic impacts.
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15. Legacy
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• The major event will produce legacy benefits, including but not limited to:
– Infrastructure development (e.g. recreation facilities, transportation improvements,
etc.)
– Community development (e.g. strengthens community spirit, encourages participation
and engagement in community, etc.)
– Organizational development (e.g. builds organizational capacities, strengthens
partnerships, etc.)

16. Impact Evaluation

• The economic, social, and environmental impacts of the major event can be measured
and have its performance evaluated.

17. Risks

• Risks associated with the major event are clearly identified and understood.
Consideration should be made for risks in the following six areas:
a. Financial
b. Environmental
c. Political
d. Social
e. Reputational
f. Logistics and Safety
• Plans are in place to mitigate identified risks.

Scoring Chart

The following chart provides an example of how the criteria could be scored.
0 = clearly does not meet the description
1 = somewhat meets the description
2 = clearly meets the description
3 = exceeds the description (new and innovative thinking is demonstrated)
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