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Executive summary 
VIA Rail Canada operates national passenger rail services on behalf of the Government of 

Canada. The Corporation’s objectives are to provide and manage a safe, efficient, and reliable 

passenger rail service in Canada. VIA offers different itineraries that are intent to provide 

customer's satisfaction and consider the service as a unique product of Canada. The development 

of VIA's strategy focus on a well-integrated marketing campaign targeting Americans of United 

States. A particular attention is driven to marketing trends, especially from the increasing in 

demand from Baby boomers, low rate exchange between Canadian and US dollar, bucket list 

international trips and the change in technology. The strategy responds in the need of improving 

VIA's services, generate revenues and increase passengers occupancies on board. The promotion 

concern in developing a key strategy marketing to promote The Canadian train, targeting 

American markets. Through strategic marketing partnerships, coordinated campaigns and 

innovative use of emerging marketing tools, VIA will reach new customers and drive long term 

growth. VIA is looking forward to work within the years to provide a quality service and solve 

company's deficit.   

Company and product profile 

Company information 

VIA Rail Canada Inc. is a Canadian corporation that provides national passenger rail services on 

behalf of the Government of Canada. The company offers inter-city travel, and long-distance 

travel and tourism services, as well as passenger services in various rural and remote regions of 

Canada through a rail network of 12,500 kilometers connecting 450 Canadian communities. As 

of December 31, 2014, it operated through a fleet of approximately 376 train cars and 75 

locomotives. The company was founded in 1977 and is headquartered in Montréal, Canada. VIA 

Rail Canada Inc. operates as a subsidiary of Canadian National Railway Company. (Via Rail, 

2016). On January 12, 1977, Via Rail started their operation on rails owned by the CN (Canadian 

National Railway), to after gain operation on tracks owned by the CP (Canadian Pacific 

Railway), on October 29, 1978. Nowadays, the company is still operating under the possession 

of CN and CP rails, giving their current constraints, to make VIA an effective service provider. 
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Products and services offered 

Markets of Via Rail passengers are essentially, divided by category of travelers and by 

geography. Via rail services mainly split on four major categories, which are subdivided in many 

itineraries. The four major routs we are going to analyze, hold important itineraries at the service 

and choice of our passengers. Before analyzing the products, we must inform that majority of 

importance will be given to the Rockies and Pacific routes, precisely identifying the Toronto-

Vancouver (The Canadian) rail, as our primary objective. 

 Inter-city travel in the Quebec City-Windsor corridor: In the densely populated areas of 

Ontario and Québec, VIA trains provide fast, convenient, downtown-to-downtown 

travel between major urban and suburban centers and communities. 

 Long-distance travel and tourism across the country: In Western and Eastern Canada, 

VIA’s trains provide transportation services and also attract travelers from around the 

world. The Canadian provides service between Vancouver and Toronto, and The Ocean 

operates between Montreal and Halifax. They also serve communities along the route 

year-round. 

VIA is committed to keeping passenger rail as the most accessible mode of intercity transport for 

Canadians who are physically disabled and is also widely recognized as the green choice for 

travel, generally producing lower GHG emissions than other transportation modes. 

-In the Québec City-Windsor Corridor, VIA provides fast, convenient and relatively frequent 

service between Canada’s largest business and residential communities. VIA’s market consists of 

both business and leisure travel. In the third-quarter annual report in 2015, 924,270 passengers 

travelled in this busy corridor, representing 86% of VIA’s traffic and generating $55.0 thousands 

of VIA’s passenger revenue. The market for VIA’s Corridor service exists year round. Trip times 

and the number and choice of departures (frequencies) are the critical factors that determine 

success in this type of high-density market, proven to attract customers. Business Plus, VIA 

provides excellent opportunities to travel at prices that are the most convenient match to the 

needs of every traveler. VIA operates with three types of equipment in the Corridor: the LRC 

cars, the stainless steel HEP2 cars and Renaissance equipment. 
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-Regional and Remote services satisfy the essential transportation needs of communities where 

alternative and affordable transportation is limited or unavailable. The services are the following: 

· Jasper – Prince-Rupert (AB, BC) 

· Victoria – Courtenay (BC) 

· Winnipeg – Churchill (MB through a portion of SK) 

· The Pas – Pukatawagan (MB) 

· Sudbury – White River (ON) 

· Montréal – Senneterre / Jonquière (QC) 

· Matapédia – Gaspé (QC) 

In the third-quarter annual report in 2015, 1.6 thousands passengers travelled in this busy 

corridor, generating $2.0 thousands of VIA’s passenger revenue. 

-In the Long-Haul route, VIA operates two long-distance overnight services: the Canadian, from 

Toronto to Vancouver, and the Ocean, from Montreal to Halifax. 

The Ocean operates between Montréal and Halifax three times a week, year-round. The service 

is used by a combination of end-to-end users and intercity travellers, particularly those travelling 

between Miramichi, Campbellton, Moncton and Halifax. VIA offers overnight service with its 

Renaissance cars, including sleeping accommodations and dining facilities. Trains operate with a 

dome car for sightseeing during the summer months. In addition to the region’s declining 

popularity as a tourist destination, the competitive landscape evolved and has been offering 

different options to travellers. Over the past decade, the rail infrastructure degraded to the point 

where the service was threatened. In response, VIA committed to investing in infrastructure 

repairs on the Newcastle subdivision, which CN planned to abandon. After a review and 

evaluation of alternatives, it was decided that VIA would also invest an estimated amount of 

$10.2 million on infrastructure and bridge repairs for that section. Work started in 2014 and 

allowed a reduction in the trip time of about 30 minutes. In the third-quarter annual report in 

2015, 3.3 thousands passengers travelled in the Ocean route, generating $3.7 thousands of VIA’s 

passenger revenue. 

The Canadian, primary product that will be focus of this marketing plan, operates between 

Toronto and Vancouver, makes three round trips per week during the peak summer period from 
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May to October, and two round trips during the off-peak period. Over the past year, the Canadian 

has been struggling with poor on-time performance mainly caused by the heavy freight traffic 

and outdated equipment. The Canadian’s touring class offers meals service, sleeping 

accommodations, a dome car for sightseeing and transportation services to intercity travelers 

along the route, including some remote communities. This service is operated with stainless-steel 

HEP cars. The interiors of the cars are being refinished (72 completed cars so far) to provide a 

refreshed and updated look. VIA is also introducing 12 Prestige class sleepers funded by 

Canada’s Economic Action Plan. As a result, VIA will be able to provide accessible 

accommodations that comply with the Canadian Transportation Agency’s Code of Practice - 

Passenger Rail Car Accessibility and Terms and Conditions of Carriage by Rail of Persons with 

Disabilities. In the third-quarter annual report in 2015, 41.1 thousands passengers travelled on 

the Canadian, generating $22.0 thousands of VIA’s passenger revenue. 

As a snapshot of the third-quarter annual report in 2015, operating costs associated to the entire 

trains were $148.1 million, contrasting 84.8 million revenue; generating an operating loss of 

$40.5 million. 

Mission and vision 

The mission for Via Rail is to provide a safe, efficient, reliable, cost-effective and 

environmentally responsible service from coast to coast in both official languages that meet the 

needs of travelers in Canada. Via rail has to ensure that everyone, including the communities it 

serves, is engaged in the success of it plan. It is important to review how, when and where VIA 

operates its train services, location and condition of rolling stocks, prices and sales of it services, 

products and their estimate value, offered to the passengers. Via rail vision is to engage a 

functional communication thought employees, passengers, shareholders, stakeholders, and the 

public. VIA will make sure to determine the true cost of its services, its return on investments 

and use of its assets, with a view to making the Corporation more efficient and effective focusing 

on passenger’s experiences and needs. VIA must however continue to invest and innovate in 

order to stay competitive. 

Objectives 

Via Rail, first objective is to focus on growing revenues, attracting more passengers on the 

Toronto-Vancouver route. It is important for the company to develop a major strategy, in order 
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to better promote, The Canadian, and knowledge the respective passengers though a well-

coordinated marketing campaign. It is a company objective to satisfy passengers’ needs and 

wants, offering the best services Via Rail can provide. VIA believes in offering a vital, high 

value product that is appreciated by all customers. 

Situation Analysis 

Environmental analysis 

Political: VIA Rail Canada Inc., incorporated on January 12, 1977 under the Canada 

Corporations Act, chapter C-32 of the Revised Statutes of Canada 1970, is continued under this 

Act under the name VIA Rail Canada. Under the act, Via Rail's mandate is to manage and 

provide a safe and efficient passenger rail service in Canada. On December 17, 2014, the 

Government of Canada published Grade Crossings Regulations that establish new safety 

standards aimed at reducing the frequency and severity of accidents at grade crossings. One of 

the key elements of the new Regulations is that road authorities, private authorities and railway 

companies will be required to maintain sight lines at grade crossings. A period of 7 years from 

the effective date of the Regulations coming into force is provided to allow for required 

standards to be phased in for existing grade crossings. Sight lines will be preserved by 

prohibiting the construction or placement of structures and objects that obstruct the sight lines. 

Control of tree and brush growth that obstructs sight lines will be required as well Sightline 

modifications may also be required or can be implemented on vehicle roadways. Passenger trains 

in general, due to their higher speeds, require longer sight lines. As the new Regulations can 

certainly impact track speeds, given higher passenger train speeds, proportionately, the 

implementation costs will have a greater impact on VIA. 

Economic: Investments in modern locomotives, among other fuel-management technologies and 

policies, have allowed Canada’s railways to make substantial emissions reductions, and to 

improve their fuel efficiency by 27.5 per cent since 2005. In 2014, freight railways consumed 

484.6 million gallons (2.2 billion litres) of fuel, up 4.4 per cent from the previous year, while 

moving a record amount of traffic. As a result, the freight railway sector’s fuel efficiency 

improved by 0.5 per cent to a record 667 RTM per gallon (215 RTK per litre). The cost of diesel 

fuel increased by 8.8 per cent to $4.83 per gallon ($1.06 per litre) in 2014.Canada's economy, 
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following slow growth earlier this year, has expanded in the second quarter of 2014, to an 

annualized pace of 3.1%(GDP). This growth should help all modes of transport; the lower value 

of the Canadian dollar will also help increase Canada’s attractiveness as a tourist destination, for 

both domestic and foreign travelers. Growing traffic congestion on main lines and lack of 

investment and maintenance on the infrastructure threatens VIA’s operation and on time 

performance, hurting VIA’s reputation and ability to compete. Between January and June 2014, 

on time performance decreased to 75% for the total system compared to 84% for the same period 

in 2013.Another key constraint is VIA’s inability to increase and maximize frequencies, which 

are currently limited to 30 daily departures between Toronto and Brockville and 18 on CP 

territory between Brockville and Ottawa. While the number of frequencies have increased and 

further increases are planned (one additional train frequency in 2014 and two more in 2015), this 

was the result of difficult negotiations and this, despite the very significant investments made by 

VIA on the host railways’ infrastructure. 

Social: A large percentage of Canadian railway employees are reaching retirement age, and the 

workforce is shrinking due to attrition. In 2014, RAC member-companies developed education 

and recruitment initiatives in partnership with stakeholders, to ensure that Canada’s railway 

industry remains well positioned to both replenish and grow its workforce. The Canadian rail 

industry’s workforce shrunk by 1.5 per cent in 2014, while the sector’s compensation grew by 

3.4 per cent. As a result, the average annual wage per employee increased by 4.9 per cent in 

2014, to $92,491. 

Technological: VIA has not acquired any new equipment since the beginning of last decade and 

the entire fleet is generally quite old. The average age of the equipment in VIA’s fleet is over 40 

years old (over 23 years for the locomotives and over 43 years for the cars). To date, they have 

accumulated a total 4 billion kilometres, or about 8 million kilometres per unit. Canada’s 

railways apply a number of innovative technologies to improve safety, and operational and fuel 

efficiency: 

• LED (light-emitting diode) technology and retro-reflective material to make railway 

crossing lights and warning signs more visible from further distances. 

• Strobe-light effects when trains are using crossings. 
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• Digital technologies such as electronic data interchange (EDI), Internet applications 

and wireless communications to allow customers to place orders, check prices, trace 

cars, request plant switches, check bills, and perform various other functions in real-

time. 

• Advanced security gamma-ray technology at borders to allow customs officials to see 

the contents of cars. 

• "Low idle" and automatic stop-start systems to increase fuel efficiency. 

• Rail lubrication technology that deposits a thin bead of lubricant on the rail as a train 

passes, to reduce friction, noise, and wear and energy consumption. 

Unfortunately, VIA faces internal issues that sometimes make long-haul services less attractive: 

an aging equipment fleet, deteriorating track conditions and track congestion problems due to 

higher freight traffic have all led to badly deteriorating on-time performance. In 2015, there has 

been an explosion of High Performance Rail and High-Speed Rail (HSR) around the world, 

consisting of electric powered trains travelling between 200 and 350 km/hr mostly on dedicated; 

fully grade separated tracks. Currently, there are 20 countries with HSR operating on 18,000 km 

of track, carrying about 300 billion passenger/km or approximately one billion trips per year. Ten 

more countries are in the process of building HSR lines and 14are in the planning or 

development phase. In a decade there should be a total of over 40,000 km of HSR; enough to 

circle the earth. The list includes all Western European countries, the United States and most 

developed Asian countries. China has now taken the lead in the deployment of HSR, joined by 

many other developing countries. 

Environmental: VIA Rail’s train fleet is naturally approaching the end of its useful life, and will 

need to be replaced. Safety is not one of the reasons for its renewal. The new engines will 

perform better and consume less energy. The new fleet is also in line with the government of 

Canada’s objectives: stimulating economic growth, creating jobs and helping reduce greenhouse 

gases. According to data provided by international experts on the habits of customers/users of 

various transportation modes, new equipment or a new fleet has the potential to increase train 

ridership by 15% to 30%. This is excellent news, to help reduce greenhouse gases by getting 

more people to take the train. This will also relieve highway congestion, especially at access 

points to major urban centres. Estimates for replacement of the fleet, currently composed of 160 
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cars and 40 locomotives are between $1 billion (a diesel fleet) and $1.3 billion (a diesel/electric 

dual-mode fleet).All industries, especially those involved in transportation and logistics, suffer 

during the winter, particularly during severe weather. Equipment breaks down more often, snow 

and ice slow or stop movement, storms and avalanches occur, and people simply take longer to 

safely accomplish tasks. However, beyond these shared issues, railways are additionally and 

uniquely affected by winter, due to the foundational technologies that make railways, railways. 

The same technologies that allow railways to be highly efficient, low-cost service providers, 

steel wheels running on steel rails, and harmonized braking systems that allow cars and entire 

trains to be routed seamlessly between railways across North America are affected by a cold-

weather tipping point, at about -25 C. At that temperature, steel becomes less ductile, making 

rails more susceptible to breakage, and wheels more prone to tread damage, which in turn applies 

greater forces to the rail, adding to the likelihood of rail breaks. Air brakes are subject to failures 

as well, frozen gaskets leak air at brake-hose couplings, causing braking systems to lose 

pressure, leading railways to run much shorter trains at low temperatures for safety reasons. Even 

the newest locomotives can fail in -25 C weather, most often from traction motors whose ground 

relays are tripped due to snow and moisture ingestion. 

Legal: From the article issued by Extending Centralized Traffic Control (CTC), will increase rail 

network permitting a higher number of trains per day to be moved in a corridor. CP and CN 

western corridors through the Rocky Mountains can now handle more than 35 trains per day. By 

way of contrast, the western corridors of BNSF and UP can handle over 100 trains per day. From 

an article published by the Canadian pacific magazine states that "CP is investing more dollars in 

the company than it has in years and spending it more wisely than ever before. That cash is 

dedicated to replacing old, worn ballast, upgrading rail and allowing us to extend the engineering 

work season so they can get more done each year. Yes, trains will run faster. There will be more 

capacity. And in the coming years, with this reinvestment in the network, CP’s growth will occur 

more safely and it will be sustainable. ”Moreover CP and CN are engaged in a “coproduction”, 

to improve efficiency and service: 

• Directional running 

• Fraser Valley 

• Reciprocal access to bottleneck locations Vancouver 
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Such coproduction agreements have also involved US railroads when appropriate. Such 

collaboration along a supply chain can also increase capacity of passengers and demand. 

Location and community analysis 

VIA Rail has always contributed to the promotion of events, fundraisers and fundraising 

activities within the many communities it serves across the country. The company connects more 

than 450 communities and plays an important role in Canada’s social and economic 

development. It provides essential transport services in rural areas and employs thousands of 

Canadians across the country. From the article issued on stratfod beaconherald website, “Via 

Rail representatives met with community leaders on March 2016, to discuss the promised return 

of two trains and the marketing of rail service in the area. The four-member Via team, led by 

general manager Rita Toporowski, met a community group of about 15 that included Stratford 

Festival executive director Anita Gaffney, Huron Perth Health Alliance president and CEO 

Andrew Williams, University of Waterloo Stratford campus administrative officer Leanne 

Perreault, city councillors Kathy Vassilakos and Brad Beatty – also the Chamber of Commerce 

manager – and other tourism and economic development leaders.Held at the Festival Theatre, the 

meeting laid the groundwork for marketing initiatives that would use social media, email and 

web links to provide updates on schedules, share rider experiences and encourage new riders".  

Along 2015, VIA was permanently active among the communities, supporting many countries in 

Canada:  

 VIA Rail Canada was a proud supporter of the summer 2015, Pan Am Games and Para 

Pan Am Games hosted across the Greater Toronto Area. 

 In August 2015, the season was launched with the “Ride with the Cup to Churchill” 

contest, in partnership with Travel Manitoba, Frontiers North and the Winnipeg Free 

Press. 

 VIA Rail Canada is a member of the Founder’s Club and has committed to three years of 

support of the National Capital Open. The National Capital Open generates funds for the 

Military Families Fund which supports members of the Canadian Armed Forces and their 

families. 
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 In September 2015, VIA Rail sponsored the 8th Annual Canadian Army Run. We offered 

a special 20% discount for participants and family members travelling to Ottawa for the 

race, as well as train travel prizes. 

Primary competitor analysis 

As every business in the tourism markets Via Rail needs to define primary competitors, which 

could affect the reaching of the objectives both, positively or negatively. The worldwide 

economy has been slow for the past 3 years affecting Via Rail's services and revenues. Although, 

since 2014, the situation is improving in North America, as the United States economy is 

showing positive signs. From our analysis we find as a first competitor the company of Rocky 

Mountaineer Railtours (RMR) and the Royal Canadian Pacific. Rocky Mountaineer operates  

services in Western Canada and have been partners with VIA to provide a coast to coast travel 

experience, as RMR sells VIA tickets  through its travel agent branch. The company launched as 

March 14th 2016, their new marketing campaign All Aboard Amazing. The campaign, as 

reported on the press release published on PR newswire,  “features animation style creative 

paired with live action photography to depict the awe inspiring journey guests experience when 

traveling through the majestic Canadian Rockies aboard Rocky Mountaineer”, with the goal to 

“recreate the feeling of wonder that guests experience while aboard Rocky Mountaineer”. The 

Royal Canadian Pacific, is a luxurious rail tour operating as well in Western Canada. No major 

activities have been taken act of since past years in the company, but it is important to mention 

the presence of another competitor, which operates same routes as VIA and RMR.  Moreover, 

VIA has a long term business relationship with Amtrak dating back to VIA’s inception as an 

example, a reciprocal agreements in place whereby each sells tickets on each other’s behalf. In 

addition, VIA and Amtrak jointly operate a train between Toronto and New York City, through 

Niagara Falls. Amtrak is considerate also as a primary competitor because operating on Canadian 

and American soils, offering trail services similar to VIA.  The competitive pressure from the 

bus and airlines is also strong. Governments and businesses have also been restricting travel, and 

this has affected VIA’s major corporate accounts. But one business is majorly emerging from the 

past 2 years, the cruise line market. In fact, this market is becoming a big competitor for rail 

industries in terms of leisure travel. As CLIA reported on the annual report of 2016, between 

2008 and 2014, cruise travel outpaced general leisure travel in the U.S. by 22%. More than 10 % 

increase have been experienced by river cruises, and overall, 24 million passengers are expected 
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to take a cruise in 2016. Markets near Western Canada tourism, must take note of a raise of 4.2% 

in Alaska cruises demands. 

Market potential analysis 

From the report of December 2015, published by Destination Canada the year 2015 ended on a 

positive note for Canada, with total international arrivals increasing 7.5% over 2014 during the 

twelve months of 2015, well above the global growth rate of 4.4% recorded during the same 

period. From January to December 2015, arrivals from DC’s 11 markets (10 overseas markets + 

the US) registered a 7.9% gain compared to 2014 amid gains from all four world regions, 

including the US (+8.3%), Asia Pacific (+7.7%), Latin America (+13.3%) and Europe (+4.0%). 

It is worth noting that arrival growth was recorded in all eleven DC markets during 2015. 

Therefore, 2015 has been a strong year in terms of visitation from the United States, in fact the 

best since the financial crisis of 2008-2009. The number of US overnight visitors rose 8.3% 

compared to 2014 to reach nearly 12.5 million. Strong growth registered across all transport 

modes including by automobile (+9.9%), air (+6.4%) and other modes (+4.8%). The US market 

accordingly, is a potential market for the year 2016, favorable to Canada tourism industry. 

Furthermore, we find very interesting the report issued by ITB Berlin of the year 2015/2016, 

which allows our company to understand the travel trends and the possibility to analyze target 

markets and market potential, useful for achieving company’s objectives. Brian Tress, Ernst & 

Young’s US Northeast Regional Leader for the hospitality and leisure sectors, stated that the US 

market growth this year is being driven by good levels of consumer confidence, supported by 

GDP growth and falling unemployment. Moreover, the strong dollar is increasing the spending 

power of US consumers for international travel. Similarly, market growth in Canada saw positive 

momentum in 2015 fuelled by an increase in consumption and relaxed monetary policies but 

recent statistics. In the winter, Mexico, the Caribbean, Canada and Europe are top destinations, 

while Europe, Canada and Mexico lead the destination rankings in the summer, according to 

Tress. On average, US consumers spend about US $1,500 per international trip. The USA is also 

the world’s top destination in terms of international arrivals and turnover, and is by far the 

dominant long-haul destination country with 17%. Long-haul trips to the USA increased by 20% 

in total from 2011 to 2015.The US outbound market is performing very well this year and 

2016 should be the best year that the North American outbound travel market has ever 

seen.” Several key trends in the US leisure travel market at present, according to Tress, include 
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more short trips, rising interest in ‘authentic’ trips, adventure holidays, an increasing focus on 

health and wellness, culinary tourism, more up-market travel and an increase in ‘multi-

generational’ travel. The health of the US travels market remains of vital interest to the 

worldwide travel and tourism industry. The country is both a leading source market and 

destination at the same time. It is the world’s second-largest outbound travel market (behind 

Germany and ahead of the UK) in terms of the number of trips but is number one for spending, 

accounting for about 70% of total international arrivals to Canada. according to World Travel 

Monitor®. In addition, it is by far the largest long-haul source market, with 20% of all long-haul 

trips. About 60% of trips are for holiday purposes, while the remaining 40% are split between 

business travel and visiting friends and family (VFR). As for 2016, the Conference Board of 

Canada reported  that overnight visits to and within Canada are expected to increase by 2.4% in 

2016, thanks largely to lower gas prices and a weaker Canadian dollar. The strengthening US 

economy and a more favourable exchange rate are expected to contribute to a 3.3% growth 

in overnight travel from the US next year. Halifax, Québec City, Montreal, Ottawa-Gatineau, 

Toronto, Winnipeg, Calgary, Edmonton and Vancouver will all attract more visitors in 2016. The 

impacts of lower gas prices are reducing the costs of road trips and travel prices in Canada are 

forecasted to increase going forward. Overall, travel prices are anticipated to rise by 2.4% next 

year. In particular, travellers will pay 2.8% more for accommodations, 2.6% more for 

transportation and 2.5% more for food and beverage services. Of the nine Canadian cities 

covered in the Travel Markets Outlook’s Metropolitan Focus, most can count on tourism growth 

of between 2% and 3% next year. Vancouver will be the standout with overnight visits expected 

to increase by 3.4% in 2016. As for the two main destination regarding our itinerary and 

packages, the regions of British Columbia and Alberta hold important information to take in 

consideration. Statistic Canada reported on January 2016,that the city of Banff, had the highest 

average daily room rate and revenue per available room in Alberta ($159.78 and $82.39, 

respectively). Banff National Park also welcomed approximately 197,000 visitors in January, a 

6.3% jump from the same month in 2015. In British Columbia, Destination BC counted 283,458 

arrivals in January 2016, equal to +11.7% more than previous year.  

Services analysis 

Regarding VIA services, the company wants to ensure passengers to benefit of quality and 

moderate price services. In order to obtain customer satisfaction VIA will improve customer 



15 
 

service, financial efficiency and operational excellence. A large amount of capital will be 

invested on trains, rails and services, in order to qualify our product as best choice for our 

consumers. Investments will cover funding to enhance safety and security of the rails, introduce 

more train frequencies and improve trip times.  Trains will be design differently, in order to 

improve better views along the Canadian route. A change of itinerary will apply to the holydays, 

lengthening the stay in Jasper and introducing for the first time overnight stays in the city of 

Banff. Along the train, employers will be select and train to provide the best services on train and 

satisfy any customer needs. Cuisine will be perfected by professional chefs that will prepare 

unique recipes, belonging to Canada’s traditional gastronomy. Technology will also play a big 

role, improving services on and off board. Wi-Fi Networks will boost high-speed connection, 

allowing passengers to interact with Medias on board and to stay connected at any time. VIA 

will Install safety devices on locomotives (e.g. forward-facing cameras and voice recorders), and 

biometric secure starting mechanisms (digital fingerprints).Develop a GPS train control system 

that will provide most of the benefits of the Positive Train Control (PTC) technology being 

implemented in the United States. This system relies on communication to and from the 

locomotive cab and will ultimately reduce the risk of human error through reminder alerts about 

rules, speed restrictions and slow orders, including the activation of penalty braking. VIA will 

create new packaging and rates, along the new programming on the Toronto-Vancouver route, as 

mentioned before, main point of interest of the plan.  

Positioning analysis 

As for 2015, VIA is happy to announce the successful “Who's on board” marketing campaign, 

followed by its sequel “Back to school/Back to work”, which aimed to explain easily the service 

that VIA provides, in order to improve travel train experience for newcomers and creating new 

train lovers. Inserts in school agendas, door hangs, posters around university campuses and new 

student testimonials encourage youth to get on board our trains. The “Back to Work” campaign 

targets the business community, specifically small business owners and self-employed 

professionals. The campaign is being disseminated through video testimonials on viarail.ca, as 

well as through radio, posters and digital ads. On summer 2015, VIA completed many 

improvements on infrastructures, damaged by extreme weather conditions in the winter. VIA 

also fixed equipment and performances on aging rail stock. As of safety, VIA top priority, the 
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plan is to keep ensuring our passengers arrive safely at their destinations, our employees work in 

a safe environment and the public informed about how to be safe around railways. On board, a 

new seating configuration has been adapted on all LRC cars, allowing operating more efficiently 

and adding additional departures to schedules. In terms of technology, VIA announced on 

August 2015, the new mobile app for VIA Rail. The new app provides a simple and easy-to-use 

tool for purchasing tickets, modifying bookings and reviewing reservation details. The app 

provides an e-boarding pass and automatic insertion of travel information into the user’s 

calendar. As well, real-time updates of departures and arrivals are provided. Along with the new 

app, VIA Rail launched a new mobile site (m.viarail.ca) available on all mobile operating 

systems. The mobile site offers similar features to the app and allows passengers to manage their 

train trips on the go. 

SWOT analysis 

In this paragraph VIA will explain major strengths and weaknesses of the company and analyze 

opportunities and threats that might affect company’s objectives: 

Strengths:  VIA Rail is a strong company, which classify its products on the market for blending 

quality and price, creating competitive services in Canada. Our customer service is impeccable 

and every year, provides customers the necessary to make VIA’s product pleasing. As for 

maintenance services, VIA hired qualified workers, which give their best to make railway and 

trains safety and efficient for our passengers.   In 2014, VIA is awarded as best green choice for 

rail travel, making the company’s brand, environmentally friendly. New routes, especially the 

one regarding western Canada with the Canadian and the Quebec corridor, will be a plus in term 

of choice for passengers and a strong point of start for upcoming projects.  The introduction of 

new technologies, as for example the new Via Rail app and the new website, will help the 

company to strength the online market. Much more attention is now addressed to POE (Paid, 

owned, earned) media, as technology develops new products every year and becomes a field of 

high interest.  

Weaknesses: VIA finds weaknesses in relationships between railways associations. Along the 

contracts stipulated with major railways, such as CP and CN, VIA has some restriction to 

circulate on certain routes. Due to high traffic railway and priority on transportation and 
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shipping, cargos affect some areas in which VIA exercise services. Furthermore, the loss that 

VIA is facing in 2015, will affect some financial decisions for the past year. Rail stock owned by 

VIA are aging, favoring the competition in terms of aesthetics and designs.  

Opportunities: From recent studies, we found interesting the changing of the market that will be 

subject on global raises. Since the GDP is growing each year, results conclude that Canada will 

be gaining profits from CTC and U.S markets for the next years. An opportunity that we have to 

take in consideration and that could affect positively, Canada’s tourism industry. Since the CAD 

dollar is declining, international markets can benefit from the rate exchange, making Canada a 

top destination for the next years. We must also take in consideration the introduction of new 

technologies in the market and be prepared for changes. Within the next years, train speed will 

improve creating an opportunity for the company. Rail system will improve services and 

facilitate railways; therefore, we will be able to offer a faster rail service for our customers.   

Threats: Seasonality and weather are the company’s biggest threat. As we mentioned in the plan, 

each year, winter causes damages to our stocks, which we have to repair during the summer 

months. The time spent on repairs, affects services and financials. Weather is always changing 

and is hard to predict what are going to be the weather conditions, during the year. Fuel costs are 

also increasing, as tax fluctuations might change on markets. Government laws as well as 

regulations from CP and CN railways might occur; causing threats or adduce positive changes 

for the company.   

Marketing Strategy 

Target market, marketing segmentation 

Before describing VIA’s target markets, we find the ideal choice for the company to choose a 

multi-stage segmentation. Since the multi-stage segmentation provides a greater precision in 

identifying the target markets, it is more effective. We are going to divide our target markets into 

geographic, psychographic and purpose of trip segmentation.  It is also important to understand 

customer trends, which will affect the plan for the next few years. The ones that VIA will 

explain, concern demographic, socio-economic, geographic, psychographic and purpose of trip 
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trends. As the market is very wide, we find it affective to adopt a single-target-market strategy 

blended with a growth stage strategy. VIA identifies its target market in the Baby boomers, 

customers that have been born between 1946-1964 and that are very active travelers. The goal of 

VIA is to launch an existing product on the market, with improved quality and updated services. 

In fact, the product concerns the Canadian train, working in spring between May to October, 

modernized with a new route from Seattle to Edmonton, passing from major cities such as 

Seattle, Vancouver, Jasper, Banff and Edmonton. The new product will feature a stop of two 

days in Banff, where Baby boomers can be active and enjoy all the activities that VIA has 

programmed for them. Therefore, VIA is pursuing new target markets, more precisely Baby 

boomers from United States of America. U.S.A counts a vast number of Baby boomers whereas 

the data from the U.S. Census Bureau shows that there are 76.4 million baby boomers . 

However, VIA’s intention is to target a specific location, that covers the West Coast of the 

U.S.A. Baby boomers are aging with the years, but there are no reasons as to why they should 

stop travelling. On the contrary, from research conducted by AARP Real possibilities on 

November 2015, a whopping 99 percent of Baby Boomers are planning to travel in 2016. More 

than three-quarters of them have already chosen their destination. In addition, the vast majority 

of Baby Boomers are planning to drive, fly or set sail on leisure trips in 2016, averaging 4 to 5 

trips already in the works. We understand that Baby Boomers intend to travel more and more 

each year, averaging over $120 billion annually in leisure travel. Proven by the study, baby 

boomers are the ones with the means and goods to purchase their perfect holidays. As mentioned 

previously in the market potential analysis, the main reason we want to target by location is that 

in 2016 Americans are more likely to drive( a growth of 9,9% in 2016) and benefit from the low 

exchange rate between CAD/US dollar. VIA could also benefit from the new route that departs 

from Seattle. Since Americans can rent cars at low prices and fuel costs, it will be easier and 

more accessible to drive from anywhere in the States to Seattle. From the point of departure, they 

can benefit from our services, partnership that we are going to stipulate with the car rental 

company Enterprise, rated the best car rental, and most rented Car Company in U.S.A. From 

place of their origin, they can benefit of a pick-up and drop off plan, which will allow them to 

drive to Seattle, enjoy the Canadian train and come back by car to their homes. Statistics from 

the report issued by AARP, say that when on vacation, Boomers do more smiling and laughing 

(68%) and 80% want to be active and have fun performing activities and excursions. The report 
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then continues: “It will be a year of once-in-a-lifetime trips for many Boomers and 32 % will be 

embarking on an international bucket list trip. International trips will be especially popular in the 

spring, with 29% traveling to other countries.” As for the report issued by ITB Berlin, US leisure 

travel market at present, according to Tress, include more short trips, rising interest in ‘authentic’ 

trips, adventure holidays and increasing focus on health and wellness. It is for this reason that 

VIA wants to evolve a new campaign “Carpe Diem”, which aims to make The Canadian train a 

once in a life time experience. VIA wishes to generate strong emotions and launch a story telling 

campaign, which aims for Baby Boomers to make "the most of the present time”, and to live in 

the moment of freedom, experiencing the adventure/wonders that the Rockies have to offer. This 

welcomes the idea to offer a different kind of service. A package of 7 days, which features more 

adventures and activities (eg: kayaking, rafting, jogging, yoga, fishing, horseback riding and 

biking and more that will be presented in the next paragraphs of the marketing mix) which will 

be held in the lovely city of Banff( 2 days stop). For an effective promotion, VIA decides to 

target Americans, directly in their country. The campaign, along with the promotion, will be 

launch starting January 2017 and ending on April 2017. During this period, the targets have time 

to gain information about the product and make a decision. From studies conducted, VIA will 

develop a campaign trough four major channels: TV advertisement, Magazine advertisement, 

online advertisement, social media and traditional travel agencies.  As the study developed by 

DM3, today’s Baby Boomers are more connected than ever before. They are using social media, 

search engines, smartphones and other digital devices to search for information and stay in touch 

with family and friends. An overwhelming 82.3% of Boomers belong to at least once social 

networking site. Similar to other age groups, Facebook is the most popular site among today’s 

Boomers, with 82.3% of the users. Baby Boomers spend only one to two hours a week on social 

networking sites. However, a significant group (15.5%) spends 11+ hours per week on 

Facebook. Over half of Boomers who use social networking sites will visit a company website or 

continue their search on a search engine as a result of seeing something on social media. 

Statistics form “Statista” shows that, as of January 2016 in the United States 45.5 percent of 

respondents said they used user-generated content on the internet for travel planning. 50.3% use 

printed sources such as magazine and newspapers, 49.8% use social media, 49.4% cares about 

the opinion of family and friends, while 36.4% use DMO websites. TV advertising is one of the 

most effective along Baby boomers; therefore a commercial of the new campaign “Carpe Diem” 
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will be launch on TV. Magazines, as mentioned before are still powerful means of 

communication among the target markets, therefore VIA will promote an ad on the magazine 

Leisure + Travel. From statistics we understand that the target markets are very active online, 

resulting the first form of communication. Nowadays, technology is a common point of interest 

for everyone; VIA will invest on online advertisement, focusing majorly on social media. 

Facebook and VIA's website page will be more mobile friendly, where a particular attention will 

be hand to SEO (search engine optimization). Online advertisement will also be monitored with 

the introduction of CPC( cost per click). Because VIA gives importance to the brand image, a 

blog for the Canadian adventure will be created online. The blog, which will allow targets to post 

their experiences about the product, will function as website accessible to everyone. Blog can 

generate word of mouth and influence target market decisions. The campaign will also feature an 

additional help. Beside the ads and channels we previously explained, VIA will introduce a 

product in the major cities of the U.S. West Coast (Seattle, Los Angeles, San Diego and others). 

The idea is to create a virtual experience trough a new technological product, the Oculus Rift. 

Potential target can experience the Canadian trough those glasses and have a 3D virtual taste of 

our product. Importance is given also in the collaboration between travel agencies. Agencies in 

America are slowly remerging with a 2.5% annual growth in 2016. It is important to understand 

that Baby boomers search the content online, but it is also important to understand that in time of 

booking, targets feel more comfortable to book with travel agencies. Therefore VIA is giving 

both choices, to book either online, directly on the official website or, contacting a travel agency. 

Positioning approach 

How VIA is trying to position is by product class dissociation. VIA wants to appear different 

from competitors, offering a product that goes beyond the train experience. The product must 

create emotions among the consumer, concentrating on the experience, which is product of VIA 

services. The IMC is to promote the life time experience the product feature. The Canadian is not 

just a train, is a unique memory that the passenger will always remember. 
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Marketing objectives 

The objectives that VIA is planning to achieve from the target markets, are an increase in 

revenues and passengers, belong the route regarding the Canadian. VIA's imagine and brand is of 

vital importance for the company, which would like to expand over the country of the target 

markets. Sales need to increase between the months concerning the promotion (January to April). 

Spring is the season in which the Canadian will have its debut. By the beginning of September, 

revenue should be increased of 30% from previous years. 

 

 

 

 

 

 

 

 


