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Executive summary
In June 2017 Trajectory began its work with the city of Sault Ste. Marie to update
and develop a community identity strategy. This project, and our process, is a direct
follow up to the brand-related recommendations of the Community Adjustment
Committee’s recent study and community engagement.
The final deliverable from our work is to be a report that introduces the updated
brand platform (community identity strategy) and makes recommendations on how
to introduce the new strategy and ensure its long-term success.
The current version of this report is an interim recommendation that should be used
to introduce, socialize, and validate some of the new language and ideas contained
here within, especially with key stakeholder groups whose input and validation will
be essential. Once this additional engagement has been completed (to include
additional interviews, presentation/working sessions and a community survey),
Trajectory will make the necessary refinements to this document and submit its final
recommendations.
Some of the content and background information of this current report is a
consolidation of past presentations which can be attached to the final report as
appendices.
On the pages/slides that follow we review (at a high level) some of the key inputs
and findings from the information gathering, and then we introduce new brand
pillars, a brand story, brand character, and implementation recommendations.
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A place brand is…
It’s the sum of ideas and impressions people have about a
place based on:
• the PROMISE of an experience or offer
• the STORY of where we’re going and why it matters
•

the TRUST we create when we deliver on our promises

•

Key DIFFERENTIATORS (Drivers of choice)

•

an IMAGE that makes us easy to recognize
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Critical success factors
Effective branding practices are rooted in active leadership, monitoring and
management. To deliver on the potential of an evolved placebrand there are a number
of success factors that SSM must be cognizant of and work towards:
• Senior leadership endorsement and visible support
• Dedicated marketing and communication resources
• Internal engagement and active participation from departments across the city,
including its many partners and region influencers
• Collaborative, creative approaches to optimizing resources and opportunities for all
partners
• Coordinating core messaging and branding across the city by providing tools,
advice and training
• Consistent quality standards across communications, videos, advertising etc.
• Commitment to long-term planning
• Measuring impact, providing feedback and celebrating successes
Brand metrics should be rooted in the City’s overall strategic goals and objectives and
be closely related to specific desired outcomes – with a clear knowledge of the
purpose and the desired results. For many factors, it is also important to have baseline
data for comparison.
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Shaping our
Brand Story

We’re building on diverse inputs
Our work builds on input from the following sources including the Community
Adjustment Committee’s in-depth consultation and report (futuressm.com).

Community
Adjustment
Committee

15 1-on-1
interviews

Sault Ste Marie
Brand story

3 brand
development
workshops
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We’re building on diverse inputs
This initial report will be evolved through additional stakeholder engagement to assess,
refine and prioritize next steps and an implementation strategy.

Community
Adjustment
Committee

15 1-on-1
interviews

2 brand
development
workshops

Sault Ste Marie
Brand story

Next stage
of work

Stakeholder
review

Go-to-market
tools &
resources

Refinement &
implementation
planning
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Key themes: interviews
Location can be a major differentiator
• Strategically located – border city with US
• Cost of doing business is very competitive
• International tourism is growing
Transition from old to new economy is gaining momentum
The investments in Downtown are starting to have impact
• Signs that people are returning to live and open businesses Downtown build confidence
• Amenities like arts & culture, restaurants, market, & waterfront are seen as important draws
Quality of life and family-friendly are why people stay
• Starting a family? Homes are affordable here.
• SSM is a great fit for “weekend warriors.”
Retaining and attracting residents is vital…
• There aren’t enough people to replace the retiring population
• Target the “diaspora” – people that go away to school & work
• Attract newcomers to inject new energy into the community
But more needs to be done to make people feel welcome and keep them here.
Widespread concern about community confidence
• Lack of civic pride and community engagement are consistent themes
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From-To
Several shifts were identified—both in how the city acts internally and is perceived
externally—that indicate the type of change residents and key stakeholders feel is
critical to the long-term success of the region.
We would like to shift from being…

To an experience that is/has:

Remote, disconnected

Connected, strong sense of place

Single economy (industrial)

Diversified, professional, new
economy

Lack of entertainment options (in
particular for youth)

Vibrant, youthful, and diverse new
energy

Local skepticism and cynicism

Optimism and local pride

Financial uncertainty

Economic momentum

Government talk, but limited action

Smart investments in community and
culture
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Workshop insights
Through our workshops, several brand “building blocks” emerged as key ideas…
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Brand pillars,
brand story &
brand character

Maker ingenuity
For centuries, enterprising builders &
entrepreneurs have forged world-renowned
solutions here… from paper and steel to
transport and hydro. Today, that same
“maker” ingenuity is powering new segments
of the global economy: renewable energy,
gaming, geomatics, aerospace, ecosystem
management, agri-innovation and more.
It’s also incubating start-ups, revitalizing
craft industries and honouring indigenous
knowledge. That’s why the resourceful and
independently minded find themselves so
at home here.
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Sustaining quality of life
Sustaining quality of life is vital here.
Family-friendly, work/life balance; affordable
housing; centres of learning and culture; urban
amenities; and our renowned 4-season
recreation assets are natural complements to
our vanguard role in green energy systems
(solar, wind, water, geothermal, biomass);
environmental stewardship and science-based
research. This is the place to enjoy a “big”
lifestyle with a small footprint. The nature that
surrounds us inspires our commitment to
living well and growing well.
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International trailhead
Far more than a border city, we are an
international “trailhead” for commerce and
recreation. Whether you travel by water, rail,
land or air, this is the prime route to North
America’s heartland. For business, it’s a leading
hub for transportation, specialized industry
and digital innovators. For recreation, this is
an ideal gateway to one-of-a-kind tourism,
waterways and wilderness adventure. For
international professionals, students and
newcomers, we are a welcoming harbour for
settlement opportunities.
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Baawitigong spirit
The Baawitigong spirit defines our unique
heritage and culture. For millennia, this has
been an essential meeting place – the
crossroads of continental trading routes and
home to diverse populations of First Nations
peoples, Métis and pioneering communities
from across the globe. Economically and
spiritually, we have always been bound
together by our rich water resources and
knowledge sharing. As a national centre for
indigenous culture and education, we are
committed to building on these strengths.
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Brand Story
For millennia, enterprising communities have gathered here to forge
powerful connections – to trade, to share knowledge and culture, to
harness resources and build new futures. This Baawitigong spirit defines
our unique heritage, culture and knowledge assets.
We’ve always been an international “trailhead,” connecting the world to
the heart of North America through our vital waterways, rail, air and
highway links. Our spirit, locale and resourcefulness are why maker
ingenuity thrives here. Today, it’s powering new segments of the global
economy, from renewable energy and specialty manufacturing to
geomatics, agri-innovation and craft industries.
People are drawn to our “big” yet sustainable lifestyle. Everyday, the
extraordinary nature that surrounds us inspires our commitment to living
well, playing well and growing well. Together, we can make something
extraordinary… Sault Ste. Marie, Canada

Story ingredients
Together, these 4 lead “ingredients” create a distinctive story that Sault Ste. Marie can
own and activate in powerful ways.

Baawitigong
spirit

International
trailhead

Maker
ingenuity

Brand Character
These character traits, based
on archetypes, can act as filters
for the Sault Ste Marie brand,
shaping the experiences we offer
and how we deliver them for all
our audiences.
The interplay of the five
attributes is important. For
example, ask “Can we dial
up authentic + creative +
Independent to generate
a more distinct ‘on brand’
approach?”

Independent,
Resourceful

Supportive,
Respectful

Living the
Sault Ste Marie
brand

Creative,
Playful

Brave,
Trailblazing

Authentic,
Honest
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Recommendations

Build from the inside out
“The first people that have to be on board
with a new brand are the people that live it.
They have to believe it and invest in it.”
– University of Waterloo
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Recommendation:

Extend stakeholder input
This brand work is a recommendation of the Community Assessment Committee.
This group and others should be involved in vetting and refining the brand elements.

Community
Adjustment
Committee

15 1-on-1
interviews

2 brand
development
workshops

Sault Ste Marie
Brand story

Stakeholder
review

Go-to-market
tools &
resources

Refinement &
implementation
planning
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Recommendation:

Extend stakeholder input
This brand work is a recommendation of the Community Assessment Committee.
This group and others should be involved in vetting and refining the brand elements.

Community
Adjustment
Committee

15 1-on-1
interviews

3 brand
development
workshops

Sault Ste Marie
Brand story

Community
Roundtable
& other
stakeholders

Go-to-market
tools &
resources

Refinement &
implementation
planning
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Recommendation:

Foster community engagement
The challenges:
• Lack of civic pride and community engagement.
• Highly vocal, skeptical and cynical voices dominate public discourse in media.
• Lack of awareness of positive community initiatives.
What’s needed:
• A multi-phase community engagement/pride-building strategy.
• Highly visible public outreach, online & offline.
• A community collaboration hub. These hubs can provide a robust channel for dialogue and
engagement. Participants can post ideas, support initiatives, share stories, participate in
surveys etc.
Goals include:
• Challenge assumptions and “naysayers” with constructive inquiry – How can we…?
What would it take?
• Give voice to youth and the leaders of tomorrow.
• Encourage collaboration among interested people.
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Sample strategies and approaches:

Foster community engagement
Create a public collaboration platform: Neighborland and similar engagement tools create
highly visible opportunities for the public to respond to questions such as “How can we…?”

Neighborland
A communications platform
for civic engagement

Residents share ideas,
vote (“me too”),
propose solutions, and
donate their time or
money.
Note that city agencies
can seed opportunities
for the public.

Facilitators draw
custom maps with pins
and polygons.
Residents share
insights on a mapbased interface.
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Recommendation:

Rally the public; build pride
The challenges:
• Lack of civic pride and community engagement.
• Highly vocal, skeptical and cynical voices dominate public discourse in media.
• Lack of awareness of positive community initiatives
What’s needed:
• A multi-phase community engagement/pride-building strategy.
• Provide locals with evidence-based stories that affirm SSM’s strengths and opportunities.
• Collect, distribute and showcase positive initiatives and successes that support the brand
positioning.
• Highly visible public outreach, online & offline, focused on pride building.
Goals include:
• Challenge assumptions and “naysayers” with constructive inquiry – How can we…?
What would it take?
• Celebrate brand-aligned “bright lights” – successful “makers” and exemplars of
“Baawitigong spirit.”
• Encourage collaboration among interested people.
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Sample strategies and approaches:

Rally the public; build pride
Reimagining Detroit: storytelling
The success “story reservoir” for Detroit’s
cultural mapping project highlighted:

Chapter 3:
Detroit Stories
The stories communicated in this chapter speak to the
critically important role being played by entrepreneurs, artists,
creative enterprises, and community-based initiatives and
their collective contribution to building the social as well as
economic capital critical to renewal and revitalization

61 Millier Dickinson Blais: Creative Vitality in Detroit – The Detroit Cultural Mapping Project

Anchor organization stories
reflect well-established entities in the local
cultural scene
Positive momentum stories
focus on profiles of people and organizations
that are demonstrating impact
Ones-to-watch stories
focus on emerging or up-and-coming players
with great promise
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Sample strategies and approaches:

Rally the public; build pride
Make Something Edmonton
Leaders identified the city’s #1 problem was poor reputation: “We don’t have a story to tell.” It
was preventing investment and talent attraction and inspired a spiritual malaise. With “Make
Something Edmonton” rather than use a single tagline, the program featured “statements of
encouragement” and examples of the city at its best plus an ambassador book and profiles of
inspiring people and projects.
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Recommendation:

Create an Ambassador program
The challenges:
• Recruiting and retaining residents as well as small business owners is vital for the future
of the community
• Often employees and professionals recruited to the region leave because their partners
and family don’t make meaningful connections.
What’s needed:
• Build on the strength of existing programs and initiatives
like SaultConnect.
• Empower ambassadors with tools and support.
Goals include:
• Ensure visitors, students and new residents feel welcome
and well connected in the community.
• Help students and residents settle in and encourage
people to stay.
• Engage the Sault’s “diaspora” nationally and internationally.
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Recommendation:

Create an Ambassador program
Greenville, South Carolina
This initiative is designed for business owners, industrial managers, front-line employees,
students, and anyone who is interested and invested in promoting and growing the
Greenville-Pitt County community. It includes two tours of local attractions and one day
of in-class instruction on visitor needs and best practices.
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Recommendation:

Create an Ambassador program
OnlyLyon, France
OnlyLyon, France
The OnlyLyon Ambassador program has had over 24,000 people have participate.
http://www.onlylyon.com/en/

Program also has a "future
student" program
Program is designed to engage Lyon’s
global “diaspora” and fans.
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Recommendation:

Create an Ambassador program
Berlin, Germany
Berlin, Germany
The Berlin programs give Ambassadors access to promotional materials as well as digital
media content.
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Recommendation:

Retain youth and students
The challenges:
• Large percentage of Sault Ste Marie youth move elsewhere for post-secondary education.
• It is harder to get youth to stay in the community if their future prospects are unclear.
What’s needed:
• A retention program that encourages youth to study and work locally.
Goals include:
• Partner with employers and educational institutions to create and promote youth
opportunities.
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Recommendation:

Develop student retention plan
Edinburgh, Scotland
The Edinburgh Guarantee ensures that every young person leaves school with the offer of a
job, apprenticeship, training or further educational opportunity. Edinburgh works with
partners to identify these employment opportunities. The scheme offers support to
employers and young people, through wage subsidies, financial support, and training
courses. These ensure that it benefits young people and businesses alike.
http://www.eurocities.eu/eurocities/eurocities-awards/awards2015
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Recommendation:

Create a “brand council”
The challenges:
• Encourage broader ownership and adoption of the SSM brand positioning.
• Engage businesses, community groups and indigenous communities in shaping and
communicating the messaging.
• Brand-building initiatives can take years to build momentum.
What’s needed:
• A forum for vetting and collaborating on brand initiatives that extend beyond the programs
that the city controls.
Goals include:
• Building support and collaboration
• Creating sustainable systems and long-term investment in brand activation
• Provide long-term advice and ideas
Sample responsibilities of a brand council:
•
•
•
•
•
•

Development of detailed Experience Masterplan
Identification of “signature” initiatives and early win projects
Advice on launch plans and timetable
Brand implementation, management and future development
Vetting of marketing messages for, and communications with, key target markets
Active support through business and personal networks
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Appendices

Brand validation
The new brand strategy was validated using an online survey and the results
demonstrate support for the refreshed narrative, as well as offer insight into some
implications for implementing the new brand. This is a summary of the insights.

Total Responses
461

Where do you live?
84% current SSM resident
8% former SSM resident
7% outside SSM
2% other

Gender
53% female
43% male

*4% prefer not to say

Age

34 and under

25%

55 and over

35 to 54

42%

33%

Employment situation
51% employed FT
23% retired
7% employed PT
7% student
*11% temp layoff, job seeking, not in labour
force, prefer not to say
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Authenticity of brand ingredients

Answered 347
100%
90%
80%
70%

68%

60%

61%

50%

Not Authentic
Somewhat Authentic
Authentic

40%

Very Authentic

30%
20%
10%
0%

Maker Ingenuity

Sustaining
Quality of Life

International
Trailhead

Bawating Spirit
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Authenticity of brand ingredients, by age
% indicating Very Authentic or Authentic

Answered 347
80%
70%
60%
50%

Total

40%

Under 35

30%

35 to 54
55 and over

20%
10%
0%

Maker Ingenuity Sustaining Quality
of Life

International
Trailhead

Bawating Spirit

Perceived authenticity of brand ingredients for
a potential visitor, resident, employer, student
or investor.
Answered 347
100%
90%
80%
70%
60%

Least Relevant

50%

3rd Relevant
2nd Relevant

40%

50%

30%

Most Relevant

20%
10%
0%

Maker Ingenuity Sustaining Quality
of Life

International
Trailhead

Bawating Spirit

Percentage of respondents that identified each
character trait amongst their Top 3.
Answered 347
100%
75%
50%
25%
0%

91%

50+%

Percentage of respondents that identified each
character trait amongst their Top 3, by age
Answered 347
100%
75%
21% 7%

50%
5%

25%

20%

0%

Total

Under 35

35 to 54

55 and over

Qualitative responses
200 individuals shared their thoughts.
Issues and ideas raised mirror the findings of the survey and reflect similar opportunities and
challenges that were part of the brand project and Steering Committee discussions.
The key issues/ideas raised include:
1.

A need to be realistic about the Sault and its offer – ensure it strikes an appropriate balance
between aspirational language and current realities

2.

Have a clear, singular focus (the natural environment, outdoor experiences, proximity to nature),
and ensure this informs decision making (eg. Naturally gifted + Ferrochrome plant?)

3.

Attracting/retaining youth is critical, and there are a number of areas that would help this along,
but none more so than increasing the number of cultural/entertainment offerings and ability to
provide high-quality permanent jobs in diversified sectors.

4.

Recent news and PR (W5 segment) has shed a negative light on SSM, which needs to be actively
countered and managed

5.

Perceived lack of transportation and social services for local community are barriers to quality of
life

6.

Market an area bigger than SSM – think beyond its civic borders

