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Objectives

On September 23, 2002 in Ottawa, Ontario, Communication Canada held a sponsorship roundtable designed to gain feedback from event organizers on communication Canada’s new sponsorship concept.  Thirteen event organizers, representing organizations from across Canada, five Communication Canada representatives, and two moderators from D-Code attended the roundtable.

The objectives of the roundtable were:

· Gain a better understanding of the event organizers’ needs and expectations of the program and of sponsorships, as Communication Canada develops the detailed components of the program.
· Test all aspects of the concept as a sound, strategic foundation for the new sponsorship program;

· Develop new relationships with key event organization leaders.
Methodology

· Communication Canada recruited all event organizer participants. 

· Participants each took part in a telephone interview, conducted by D-Code, prior to the roundtable.  Topics probed during these discussions were: 

1. Explain the process your organization uses when applying for sponsorship funds 

· I.e. Who are the key people in process; what is the ‘critical path’ used in application process; etc.

2. What are the three main sponsorship challenges your organization faces?

3. Measurement of results: what result indicators and measurement methods are used?

4. What criteria do you use in determining how to allocate your sponsorship funds?

5. How flexible are your programs around your sponsorship funds?

· I.e. How essential is your sponsorship to your ability to deliver your programs

6. What are your organization’s expectations regarding when the funds will be paid out?

· I.e. How much of a time lag (between application submission, application acceptance, the event) and payment is acceptable?

7. What level of experience does your organization have in dealing with the Government of Canada?

· I.e. How comfortable/familiar are they with the processes/procedures etc

· Event organizers, Communication Canada representatives, and D-Code facilitators convened in Ottawa for the roundtable discussion. 

· Each event organizer participated in a follow-up interview to further probe areas of discussion.
Telephone Interview Results

The pre-roundtable telephone interviews yielded the following insights about the sponsorship challenges faced by event organizers:

Internal process

Virtually all organizations had structures in place to deal specifically with sponsorship responsibilities.  Usually this consisted of either a volunteer sponsorship committee, or a dedicated marketing or sponsorship manager. Larger or more established organizations all had a specific ‘critical path’ for sponsor identification and applications.  At an association level, sponsorship responsibilities are carried out by the association’s membership only, and not by the association’s governing body.

Challenges

The sponsorship challenges mentioned most frequently were:

· A limited pool of sponsors, especially in smaller centers and in the Maritime provinces, resulting in a high degree of competition for sponsorship dollars

· Maintaining current sponsor agreements, and getting multi-year agreements

· Identification and clarification of potential sponsor needs and goals

· Smaller organizations frequently cited the lack of professional expertise needed to compete with larger, non-volunteer run organizations.

Other challenges mentioned were:

· Creating and demonstrating a good return on investment for sponsors

· Lack of diversification in the sponsorship portfolio; being too dependent on a single sponsor

· Lack of provincial dollars, especially in the Maritimes, for non-marketing activities

· Inadequate lead time in the activation of the sponsorship relationship

Result measurement

The most commonly used measurement indicators are attendance figures, measurement of PR and media coverage, informal consumer feedback, and the sponsors’ own tracking. Larger festivals and events are more likely to use participant or consumer surveys.  All representatives expressed that post-event follow-up with the sponsors is very important, and is the most common measurement tool used. 

Allocation criteria

Sponsorship funds generally go to the general revenue stream. Large sponsorships are usually specifically allocated to certain resources (wristbands, a specific event venue, etc) as determined jointly with the sponsor.

Program flexibility

Larger festivals are generally more flexible around their sponsorship funds, as they have a greater degree of diversification of sponsorship providers, as well as fewer ‘cash flow’ concerns. Smaller events are usually extremely dependent: cash needs are ‘upfront’, and a delay in funding (or the commitment to fund) can result in the cancellation of the event. This is seen as especially problematic given that these events can be the financial lifeblood for smaller communities.

Timing expectations

Timing is seen as a very salient event-planning issue. It is essential to allow adequate lead-time before the event, in order to allow for the production of printed and other promotional materials, and for the finalization of budgets.  For larger organizations, the arrival of the funds is much less important than the commitment to the funds; smaller events universally desire that funds be delivered in advance of the event.   An acceptable time lag is for the commitment to fund to occur somewhere between 30 and 90 days following application, and at least two months before the event. Smaller events would like payment of funds to occur at least 1 to 2 months prior to the event.

Government experience

Virtually all respondents expressed at least a moderate degree of comfort and familiarity with working with the Government of Canada.  Expressed concerns include the following:

· Communication about the wordmark program is minimal:

· The selection criteria is ‘mysterious’: it is unclear how sponsorship decisions are made 

· Communication is uneven: the program was virtually unknown in PEI until recently

· The management, timing, and application processes must be sensitive to the needs and levels of expertise of both small and large organizations.

Roundtable Learnings

Expectations Regarding the Government of Canada as A Sponsor

Expectations regarding funding

· Event organizers acknowledge that there will always be a different level of accountability concerning public vs. private monies, however there is a desire to streamline the application and payment process to be more in tune with the realities of the typical sponsorship agreement.

· Organizers prefer the private-sector structure of offering a specific sponsorship product for a specific price.

· The application process is confusing for most event organizers, specifically in the area of the amount of sponsorship funds they qualify for

· “In the real world of sponsorship, you don’t apply and get whatever amount they choose to give you – you offer a certain sponsorship product to a company for a specific amount of money”
Expectations regarding the application process

· Event organizers would prefer to be able to treat Communication Canada identically to their other (private sector) sponsorship partners.

· The event organizer’s internal processes could be streamlined and made more productive if the private and public sector application processes were more similar to each other.

· The application process for the wordmark program is considered very onerous: Communication Canada asks for levels of accountability that aren’t considered appropriate to a sponsorship agreement.

· “Government comes to the table with higher expectations than we’re used to and with different decision making processes – all this needs to be kept in mind”
The Government of Canada’s Role in Partnerships

Clarity and Transparency:

· Guidelines about the objectives of the sponsorship program, as well as about the application process, need to be made clearer and more precise in order for event organizers to consider a partnership. 

· Partnerships would be more easily created within a structure similar to a private-sector sponsorship agreement

· A partnership agreement requires that both parties’ expectations be clear and perceived as reasonable

Long term agreements:

· Event organizers are looking for long-term agreements when formulating partnerships
· Long-term agreements allow both the sponsor and the event organizer to maximize their investment of time and money.
Sponsorship expertise:

· Communication Canada is not seen as having much expertise in activating sponsorships. This must be improved in order to work in an effective partnership with event organizers

· “Government needs to find ways to energize their sponsorships: don’t expect the event organizers to do that”
Third parties:

· Smaller organizations are less worried about a lack of third parties as long as there is a ‘single voice’ within the sponsorship system for them to deal with: this reduces the difficulty of navigating the ‘system’.

· For the organizers of larger events, working without third parties is seen as an obstacle to implementing a partnership

· Larger organizations feel that a lack of third parties makes the negotiations  ‘less business like’. They prefer to use a third party as a ‘buffer’ between the demands of the application process and the event organizer

Evaluation and Accountability

Evaluation Requirements

· While event organizers see the value in evaluation and measurement, they acknowledge that as event organizers, they frequently do not possess the expertise to do this effectively

· Event organizers believe that  it would be most effective if “those who have the interest in the results should do the measurement”

· Normal sponsorship evaluation requirements are fairly minimal:

· “Do a report after, show the stats from the event, what was expected versus what we got, what the extras were – anything more than that is up to the sponsor”

Standards of Accountability 

· Event organizers perceive that the accountability requirements of the government are excessive and are not appropriate to a sponsorship agreement.

· “Sponsors don’t care about economic impact, just about visibility – the government needs to clarify its goals”.

Payment Schedules 

· Clear criteria, timely decision-making, and timely delivery are considered absolutely essential elements

· Timely payments and deadlines are important to maximize the sponsor’s investment

· Delaying 50% of payment until after the event isn’t feasible for organizers of smaller events where cash flow is a significant organizational issue

The Application Process 

· A lack of visibility and transparency in the application process is problematic for event organizers

· There is a need for increased clarity in the desired deliverables and objectives of the sponsorship program

· “it would be much easier to apply if there was a visible ‘here’s how it works- if you get accepted at this level, this is what you get”

· “Government needs to realize that they should only expect to get the benefits accorded to the amount they invest” 

APPENDIX A – Agenda

Charting the Future of Sponsorship for Communication Canada –

Event Organizers Roundtable

Marriott Kent Hotel – Wellington Salon

Ottawa, Ontario

100 Kent Street

September 23, 2002   

1:30 – 4:30 pm

Agenda

A. Welcome by Guy Mc Kenzie (Communication Canada) (5 minutes)

B. Introduction of participants and their respective organizations - Eric Meerkamper (D-Code) (15 minutes)

C. Review of Communication Canada and its new sponsorship concept 
(Guy Bédard – 15 minutes)

D. Key challenges of the sponsorship function in your organization (5 minutes)
- D-Code to review results of prep interviews on key sponsorship challenges
E. New Program Directions (30 minutes)

1. 
Do you have different expectations of the Government of Canada as an event sponsor than you have for private sponsors? 

2. 
The Government of Canada wants to move the sponsorship program from being a "funder" to becoming a "partner" (maximum 50% of funding). Do you agree with this approach? How will this impact your organization?

F. Selection Process (30 Minutes)
1. What are your thoughts on the selection process as it applies to eligible recipients, and specifically to limiting sponsorship to not-for-profit organizations, and not working through third parties?

2. What are your thoughts on the activities that have been identified as either eligible or ineligible?

G.    Break  (15 minutes)

H.  Program Delivery (30 minutes)

1. What must Communications Canada consider when developing the following Program Delivery components:

· Application Process and Payment Schedule

· Assessment Process

I. Evaluation and Accountability (30 minutes)
1. 
Communications Canada will be developing an Evaluation and Performance Measurement Framework as outlined in the concept paper. What might be the impact of this Framework on your organization?

J. Conclusions (5 minutes)
APPENDIX B- Participant List

Communication Canada Sponsorship Roundtable

Ottawa, Ontario

09/23/2002

Mr. Pierre-Luc Brodeur
Member of the board and representative of Festivals et Événements Québec

Ms. Melissa Durling
Harvest Jazz and Blues Festival 





Mr. Luc Fournier
Executive Vice-President and Director General
Regroupement des événements majeurs internationaux 


Mr. Michel Gauthier
President
Festivals and Events Ontario





(Tulip Festival)

Catherine O’Grady

Director

Ottawa International Jazz Festival


Mr. Wayne Long
President
Festivals and Events PEI






Ms. Judy Murphy
Executive Director
Folk Arts Council of Winnipeg Inc.

Ms Jill Richardson
Major Events Coordinator
Tourism PEI

Mr. François Roch
Event Manager

Ms. Margot Rumley
Festivals & Events Coordinator
Tourism Industry Association of Nova Scotia 

Mr. Rick Traer
Chief Executive Officer
Canadian Sport Tourism Alliance

Les Siemieniuk
Calgary Folk Festival
Janice Oliver

Canadian Association of Fairs and Exhibitions

APPENDIX C- ROUNDTABLE NOTES
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Roundtable Notes

Do we have different expectations of the Canadian government than we would of any other partner?

· Same kind of contract and value to both Canada wordmark and private sector

· Its very onerous to deal with government in a different way than the private sector; easier to treat all sponsors equally 

· Ideally: would like to deal w/ government same as private sector, but there is a different accountability structure, as a result there is more paper work involved.  There will always be a conflict because the level of accountability with government money will always be different than with private sector funding

· Summary: would rather treat Communication Canada same as other sponsors

· Government response: want to stay away from ‘core funding’, want to be equivalent to private sector

· How can we promote programs and services to Canadians?  That will always be the goal

· Where is the list of programs that event organizers can consult to determine who they should target for sponsorship?

· Government response: the government will identify what they should promote and inform/consult the event planner

· Government needs to find ways to energize their sponsorships: don’t expect the event organizers to do that

What does partnership look like to you? What role do you think the government of Canada should play in that?

· Communication Canada doesn’t have expertise in activating sponsorships, needs to improve on that, work in partnership with event organizers to figure out what is appropriate and best

· The focus each year is flexible, but is there room to sign up for multi year agreements with Communication Canada?

· Government response: obviously need to have flexibility to do short  and long agreements

· Guidelines (re: “what is the government is interested in”) would be helpful

· More precision re: applications and guidelines would be helpful

· In the real world of sponsorship, you don’t apply and get whatever amount they choose to give you – you offer a certain sponsorship product to a company for a specific amount of money.

· But: private corporations restrict who they accept, the government of Canada has to be open to everybody: that changes their ability to  commit to set amounts

· We need to make sure that we don’t fall into a grant type of situation: government needs to decide if the event has value to them, same as corporate sponsors do

· It needs to be clear to applicants either that there is no limit to what you can apply for (because the government will downgrade the amount if they think its too high), or it needs to be clear exactly what the guidelines are

· I get worried that the concept paper says they will look at the cost of an event: what I do with the profit from my event is my business, revenue Canada will deal with it.  The analysis becomes too quantitative, and is especially problematic given that there isn’t any direct financial return for the government. Smaller events may not be lower cost events – must use more qualitative analysis

· Also: how do you plan to reach rural Canadians? How will results be measured? I’d like to know where your submissions for sponsorship come from in order to demystify the rationale for the allocation of sponsorship funds

· Does the government’s objectives apply equally to very small and very large events? Do they go through the same consideration process?  

· Must deal with application/assessment process within the framework of the objectives of the sponsorship program (same as private sector has certain priorities)

· Government response: looking at costs etc provides a framework vis a vis other events

· Rural events provide good opportunity for reaching mostly untouched markets

Any other comments on assessment?

· PEI: used to be that 100% was given upfront (from province): we stopped doing that because sometimes the events don’t happen, but we know it can cripple an event to not have the cash: so now 75% upfront, 25% later. We require an evaluation, final report, final financial statement

· But, corporate sponsors don’t ask for financial statements etc, they just ask for proof of visibility!

Topic: evaluation and accountability

· What are the things that a good system should include?

· Report after, stats from the event; what we expected, what we got, what the extras were

· Anything more than that is up to the sponsor

· Those who have a interest in the results should be doing the measurement – event organizers don’t usually have the expertise to do this anyway

· Private sectors don’t care where their money goes, they just want to see that they got a good ROI on their sponsorship investment

· We try to do that by documenting exposure as much as possible 

· But if they are spending the money, they are the ones who want to know, and do the measurement

· Development of economic impact models is helpful, but ‘garbage in, garbage out’ problem if people/volunteers don’t know what they are doing

· Sponsors shouldn’t care about economic impact, just about visibility: government needs to clarify goals/outcomes

· Might not be feasible, but Communication Canada should send a team to the event to evaluate qualitatively. There really isn’t a way to objectively measure

Partnerships

· Principles of partnerships:  there are obligations to partnership over a sponsorship: long term strategic plans; commitment to communicate; decision making authority needs to be responsive/quick; look at connection between pre-event valuation and post-event ROI

· There is often a lot of guesswork about what wordmark etc wants out of their sponsorship

· Need for clarity in desired deliverables and objectives

· Timely payments and deadlines are important to maximize the sponsor’s  investment: wordmark needs to know that

· Government needs to realize that they only get the benefits accorded to the amount they invest 

· The government comes to the table with higher expectations than we’re used to (because of different accountability issues), and with different decision making processes (slow paper work etc): all this needs to be kept in mind – don’t pretend that you’re private sector when you’re government

· Need to be consistent: sponsorship or partnership or contributions: these are different things w/different objectives

· 50% held until later it isn’t feasible for event organizers (this isn’t done in the private sector.), Should be held to same standards as private sector if they are going to demand the same benefits

· Not working with third parties makes it less business-like

· Smaller organizations are less worried about lack of third parties as long as there is a single voice for government they can work with, or someone there to help them through the process

· Most important point: objectives must be clear

· Need third parties as buffer between all of the demands government and the event organizer

· Government question: why do you care if it’s a sponsorship vs. A contribution or grant, as long as you’re getting the money?

· Want to know what you’re getting into: more/different criteria for each type; we need to know that

· Contributions are generally more complicated 

Payment schedule/application process.

· It would be much easier to apply if there was a visible “here’s how it works – if you get accepted at this level, this is what you get”

· It would also be nice to know what Communication Canada's priorities are – we are spinning our wheels second guessing what you are looking for

· As the government, need to go extra to give explanation as to why applications are rejected

· Need to be prepared, when asked these questions

What is the key take-away that the government should think about?

· Be upfront and transparent about selection criteria

· Don’t turn it into a grants and contributions program: be true to the sponsorship concept 

· Payment schedule: 50/50 formula needs to be reevaluated

· Marketing and communications: everyone across the country needs to have equal info about the program

· Clear criteria, timely decision making, timely delivery

· Understand that it is a sponsorship program and be consistent within that

· Keep in contact with the event industry 

· Adopt a partnership model
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