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Figure 1.1 CityCargo, 2007

A TV programme discussed the topic of supplying the centre by Cargotrams instead of by trucks. The programme Llinke Soep TV on Dutch TV channel Nederland 3, the reporters highlighted the CityCargo Cargotram and the way it will improve the environment. 

I would like to thank N.A. Ariëns for all the help and wise changes during the development of this marketing plan. Also special regards to the enthusiastic and quick response from the communication advisor of CityCargo M. Van der Heide. Last but not least I want to thank all the employees of the hospitality sector who filled in the questionnaire.
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1 Introduction

The Amsterdam city centre has several specific problems in the field of distribution. One of the largest problems for distribution in the city centre are the narrow roads along the canals and the busy streets which makes charging and discharging more complicated. 

Also environmental issues are becoming a problem in the city centre and the Amsterdam City Government supports new ideas for a healthier environment. So why not optimise the use of the tram infrastructure in Amsterdam? “Distribution by Cargotram: efficient, clean and safe (CityCargo, 2006)

1.1 Problem statement

Amsterdam is a city with many companies within the hospitality market. These companies have to be supplied many times a week in order to keep up with the demand. Nowadays some five thousand trucks every day make the deliveries but there is another option: the Cargotram. 

The Volkswagen factory in Dresden has used the so-called Cargotram since 2001. Vienna and Zurich are also using similar trams in the city centre. (Arnoud de Jong, 2005)

In the period from 7 March 2007 through 3 April 2007 the Pilot of the Cargotram was realised in the centre of Amsterdam. During this trial period two Cargotrams of the company CityCargo were used. In the last two weeks of this period the trams used Cross Docks (charge and discharge stations) near the highways A1, A2, A4, A5 and the A9 and two Hubs (charge and discharge stations in centre) where the load is carried into E-cars (electric cars) to supply the city centre. Cross Docks will be placed along the highways A1, A2, A4, A5 and A9 to relieve the A10 of cargo traffic. If the Pilot turns out positive CityCargo will have full rights to use the Amsterdam tram infrastructure for distribution. From 2008, there will be fifty Cargotrams supplying the city centre of Amsterdam. (CityCargo, 2006)

The Amsterdam community will approve or disapprove the Cargotram now the Pilot has come to an end. Energy Company Nuon sponsored one tram during the Pilot. The company supports the idea of the Cargotram by using fewer trucks in order to decrease the toxic gases in the centre of Amsterdam. The trucks cause daily inconvenience, congestion and support a poor environment. 

The subject of this marketing plan describes the CityCargo Cargotram in Amsterdam for the hospitality sector.  The main question arises: 

Is the Cargotram service feasible within the hospitality market?
Sub questions are:

· Which parties are involved?

· Will the Cargotram contribute to a better environment?

· Will the Cargotram be able to meet all environmental rules?

· Which growing possibilities are there?

· What are the needs of the hospitality sector?

1.2 Research Methods

Desk research

In order to gather as much information as possible I consulted the Internet. By reading press releases on the website of CityCargo and by surfing on the Internet for other press releases and media attention I gathered enough information. 

Interview techniques

Through the website of CityCargo I came in contact with Mrs. Van der Heide which is the Communicational Advisor within the company. The interview with Mrs. Van der Heide was conducted through email.  

Participatory observation questionnaire

Through this questionnaire, which will be taken in the hospitality sector, I hope to find answer whether this sector is ready for a change like the Cargotram.

1.3 Chapter description

First the mission and vision of CityCargo are explained. What the company wants to achieve and how they want to achieve it. 

Followed by the situation analysis with the internal and external analysis. What are the strengths and weaknesses, opportunities and threats? The innovative Cargotram has several important advantages because it operates in a new market. 

The strategic marketing shows strategies for CityCargo. The SWOT-analysis contains of two parts: external and internal analysis. Here the strengths, weaknesses, opportunities and threats are shown in order to come to a conclusion for the strategy. Followed by the Confrontation matrix and the Portfolio analysis, which will indicate what will be objectives and strategies for the Cargotram. 

The Marketing mix specifies 6 P’s: product, price, place, promotion, people and physical evidence. The header People is added because CityCargo clearly understands the importance of their employees and the interaction with their target groups. The header Promotion is expanded because the questionnaire showed that the awareness on the Cargotram is very low. 

For further information I held a questionnaire within the hospitality sector and interviewed a communication advisor of CityCargo.

The conclusion and recommendations will explain that CityCargo is innovative in this market and will have to learn by small mistakes. Great achievements can be made if communication between supplier – CityCargo – hospitality sectors works smooth.

2 Company description

2.1 Mission and vision

Mission - What is CityCargo doing?

In 2005 CityCargo Amsterdam made a plan to distribute most of the city centre of Amsterdam by Cargotrams en electronic cars. These Cargotrams have to supply the stores, supermarkets and the hospitality sector in the centre. The Cargotrams have recently been tested during a Pilot in Amsterdam. CityCargo is waiting for a positive answer to start their business by 2008.   

Vision - What does CityCargo want to achieve?

CityCargo Amsterdam will use the existing tram infrastructure in Amsterdam for the distribution in the city centre.  The use of the Cargotram will not only contribute to a better air quality and better flow in traffic but will also lead to less cargo traffic on the highway A10. Furthermore CityCargo is building a windmill to support neutral climate energy use of the entire project.

2.2 Market definition

The market definition according to Abell is shown in figure 2.1. The CityCargo service is investigated through three dimensions; customer technologies, customer functions and customer groups.  

The first one, customer technologies show the alternatives for CityCargo. First the Cargotram is used for distribution from the Cross docks to the Hubs. Then the E-Cars are used for the fine distribution. Alternatives are canal boats for distributing the city centre or even the subway (underground). Customer functions can be explained as the need for distribution. CityCargo will be needed for distribution; it is easy for supplier and for the hospitality sector. Also the delivery times can be adjusted to the needs of the customer. Trucks can deliver all day and night to the Cross Docks outside the city and Cargotrams can deliver between 07.00 and 23.00 hours. Another option is the pick-up of dry waste on the way back to the Cross docks. Finally the customer groups are used in this model. Who needs the CityCargo service? First of all the suppliers, the Cargotram will intermediate between suppliers and consumer. The consumers are: restaurants, bars, hotels and supermarkets. Within this dimension CityCargo chose for the following market definition: the CityCargo service will provide in distribution for suppliers, restaurants and bars by using the Cargotram and E-Cars. 
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These dimensions cannot only be used in defining the contemporary market but can also be used for the possible growth strategies. Especially for the Ansoff model, the well-known four growth strategies can be connected to the three dimensions of Abell. The relations between the dimensions of the market definition and the growth strategies of Ansoff are shown in figure 2.2.
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3 Situation analysis

3.1 Internal analysis

The internal analysis evaluates the CityCargo Company and describes the strengths and weaknesses of CityCargo. An advantage of this analysis is the possibility to find a competitive advantage. What are the results until now? What is unique about the Cargotram service?

In 2004 undertaker Peter Hendriks visited the Volkswagen factory in Dresden. Here he found what he thought was the solution for the distribution of the centre of Amsterdam: the Cargotram. In 2005 the company CityCargo started to develop a plan for this inner-city supply of Amsterdam by Cargotram. The Amsterdam City Government granted permission in December 2006 for a Pilot with the Cargotram by CityCargo. The Pilot ran from 7 March 2007 till 3 April 2007. This May the outcome of the Pilot will be appraised and the Cargotram will be evaluated. The Cargotram can start the preparations for 2008 if the evaluation is positively received by the Amsterdam City Government (CityCargo, 2007).

The aim is to make use of fifty specially made Cargotrams for a minimum period of six years on the already existing tram infrastructure. These Cargotrams will supply goods to supermarkets, shops and hospitality sector in the centre of Amsterdam. 

A Cargotram can carry the load of four enormous trucks and hardly makes any noise. The trams will be loaded on four large Cross Docks which are placed on the outside of Amsterdam. (See figure 1.1) These Cross Docks will not only lead cargo traffic away from the city centre but will also lead the cargo traffic away form the frequently congested highway A10. Further distribution from the Hubs will take place by four hundred electric cars that will deliver the cargo at the specific addresses. 

The final project should produce twelve hundred new jobs and will half the number of trucks in four years according to initiators. Today some five thousand trucks drive through the city centre every day.  

The arrival of the Cargotram does not only improve the air quality but also leads to a better flow in traffic. The Cargotram will be a solution for the distribution since the trucks have to follow the so-called charge and discharge times (venstertijden
). The Cargotram will use the contemporary tram infrastructure for the distribution in the city centre of Amsterdam. 
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Figure 2.1 CityCargo.nl, 2006

Objectives

What does CityCargo want to achieve? These objectives have to be SMART (Specific, Measurable, Attainable, Realistic and Timely). To choose the objectives I followed the method of the Balanced Scorecard (BSC) by Kaplan & Norton (1992; 1993; 1996). The BSC method is a strategic approach, and performance management system, that enables organizations to translate a company’s vision and strategy into implementation, working from four perspectives:

1. Financial perspective

To succeed financially, how should we appear to our shareholders?

2. Customer perspective 

To achieve our vision, how should we appear to our customers?

3. Business process perspective

To satisfy our shareholders and customers, what business processes must we excel at?

4. Learning and growth perspective

To achieve our vision, how will we sustain our ability to change and improve?

This shows us the present performance of the company, but it also tries to see how CityCargo is positioned in the future. These four perspectives for the CityCargo Company followed by the BSC are shown in figure 3.1. 

From a financial perspective CityCargo wants to make profit and increase revenue with the Cargotram. This needs a good functioning of the Cross Docks and Hubs to distribute fast and safe. CityCargo can obtain these perspectives by optimising the tram routes and adjust Cargotrams to specific loads. 

To achieve the customer perspectives CityCargo has to keep up with quality management, keep customer loyalty and conduct questionnaires on specific times (e.g. one every three months) in order to keep the customers satisfied.

The business process perspective shows that all distribution should be on time and Cargotrams should be fully used. This is achieved by optimising round-trips. When a Cargotram comes into a Cross Docks it should be loaded within an hour to distribute the city centre again.

For meeting the learning and growth perspectives CityCargo should follow the guidelines provided by Dutch transport company GVB. 

	
	Objectives
	Measures
	Targets
	Initiatives

	Financial
	Profitability

More Cargotrams

Increased revenue
	Market value

Cross Docks and Hubs costs
	20% per year

	Optimisme routes

Adjusted Cargotrams

	Customer
	Cargotrams on time

Reasonable price

More customers
	No. Customers


	First in industry


	Keep quality management

Keep customer loyalty Conduct questionnaires

	Business process
	Improve distribution time
	On-time distribution

No unused trams
	90% on-time

< 60 minutes
	Optimise round-trip times

	Learning and growth
	Personnel alignment
	All personnel well-trained
	Year 1  100%
	Follow Dutch GVB rules 


Figure 3.1 Balanced Scorecard CityCargo

Strengths and weaknesses CityCargo

	Strengths
	Weaknesses



	S1 Monopoly 

S2 Existing tram infrastructure 

S3 Less air pollution

S4 Less traffic in city centre

S5 Less noise

S6 Less energy use

S7 No charge and discharge times


	W1 Personnel no experience with new                                        service

W2 No E-cars available

W3 No Cross Docks and Hubs available

W4 Limited services because of size E-Cars




Innovation
Technical service superiority Strong

New service opportunities Strong

Environmental positive service Strong 

Management and organisation

Market knowledge Weak
Business culture Strong
Strategic objectives Strong

Strong reputation Weak

Personnel
Attitude personnel Strong
Customer orientation Strong

Marketing

Service quality Strong

Brand (service) awareness Weak 

Relationship with influential suppliers Weak

3.2 External Analysis

Whether a product or service is successful depends on the consumer. In the external analysis the external factors are observed. It is very important to keep the consumer satisfied and loyal to the Cargotram service. 

Buyers Analysis

According to Ferell (1999 e.a.) the buyers analysis is as followed:

Who:      
Who is involved? 

What:    
What do I want to accomplish? 

Where:  
Identify a location. 

When:    
Establish a time frame. 

Which:  
Identify requirements and constraints. 

Why:      
Specific reasons, purpose or benefits of accomplishing the goal.

Today some five thousand trucks supply the centre of Amsterdam every day.  The whole market contains of the entire hospitality sector, supermarkets and shops. For this marketing plan I only investigated the market for the hospitality sector. When using the Cargotram the benefits for the hospitality sector are:

· By distribution by Cargotram the sector does not need to cope with the charge and discharge times

· Different deliveries within one load because of Cross Docks

· Cheaper deliveries because trucks are driving less hours

· Contribute to a better environment

The target audience for the Cargotram are divided in two main groups:

· Suppliers (cargo transport)

· Hospitality sector (in this case bars and restaurants)

The suppliers want a smooth transport from A to B. The Cargotram can release pressure of charge and discharge times so distribution can occur at different times during the day. The hospitality sector needs to have their products on a specific time, without any delays. Whether transport is by a truck or a Cargotram and E-car.  The consumer wants to use the Cargotram in the city centre of Amsterdam, within the new charge and discharge times (07.00-23.00). The suppliers will use the service to avoid the centre with trucks and to save time. Trucks will only have to distribute to the Cross Docks so roundtrips are shorter and will thus carry more load. The hospitality sector will use the service so they can choose their own delivery times. Also the sector strives for a better environment, to attract more tourists to the city of Amsterdam. 

The buyer’s analysis is supported by the results of the interview and several questionnaires. Thirty questionnaires were conducted within the hospitality sector. This number of questionnaires is chosen because the research only focuses on the hospitality sector in the city centre of Amsterdam. Every respondent was questioned by myself and to inform them more about the project and the positive advantages for traffic and the environment. Because of that I had the chance to ask the respondents more than just the questions in my questionnaire.  Also the non-response was not an issue while these questions were discussed orally. 
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   Figure 7.1
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Figure 7.2

The conclusion according to the open questions is that the hospitality sector approves new ideas and is willing to take part in them. It showed several new ideas for market improvements for CityCargo: the possibility to use boats on the canal for distribution and the subway system.

Industrial Sector Analysis

This analysis tries to show the sector where CityCargo will operate in. What are the opportunities and what are the threats? CityCargo opens up a new market with the service of distribution by Cargotram still the trucks distributing in the centre stay competitors in the distribution market. But the Cargotram has a very important environmental advantage: the use of the tram infrastructure means less air pollution. A cleaner air in the city automatically means more tourists will visit the city centre and so the hospitality sector will profit. 

The DESTEP (demographic, economic, sociocultural, technological, physical environment and political) factors show the variables which cannot be controlled by Citycargo and other companies as seen in figure 3.1. These factors are explained below.

· The demographic factor contains the total population of Amsterdam. The number of people living in the city centre is 743.027. 

· The economic factor is important for CityCargo while this aspect controls the consumer expenditure. It shows that consumers have more trust in companies. 

· Sociocultural factors are the norms and values within a society. The Amsterdam City Government strives in their Actieplan Luchtkwaliteit Amsterdam 2005 for cleaner air, less pollution and more awareness. This influences the hospitality sector. The CityCargo concept shows that distribution can be efficient, clean and safe. The awareness for the environment is a positive aspect for CityCargo. 

· The development of technological factors can partly be controlled by a strong CityCargo Research & Development programme. These factors contain the development of new transportation, for example new trams and cleaner trucks. 

· The physical environment can also be described as the ecological factors. This is influenced by the weather conditions. The Cargotram is not affected by the weather unless there are extreme weather conditions.

· Political factors are important for CityCargo. The company has to follow Dutch GVB rules and all demands by the WegenVerkeersWet
. De tramconducteurs rijden conform de instructies van het GVB.

	Factors
	Trends & Developments

	Demographic
	Total population of The Netherlands: 16.366.401

Total population of Amsterdam: 743.027

Transport of goods: 75% by road; 23% by water and 2% by rail (see figure 3.2)

	Economic
	World economy – Past developments in the international economy were expected.

Dutch economy – The expectations for the EU have hardly changed. Consumer research pointed out that there is more trust in companies. Therefore companies are willing to put more products on the market.

	Sociocultural
	Society strives for healthier food, better working conditions and a healthy environment. A better environment begins with you. If people are given the opportunity to transport goods cleaner and better for the environment without any extra costs, they will grab that opportunity.

	Technological
	Development of cleaner trucks and improved trams.

	Physical environment
	Regular trams are not affected by the weather. Unless there is a stormy wind, the Cargotram does not have to fear this factor. 

	Political
	The Amsterdam City Government made various preconditions that CityCargo has to follow. 


Figure 3.1 Horeca Nederland, 2007

The size of the market is a very important factor. Small market sizes are less attractive than a large market. CityCargo has to be able to invest and earn back their money; this is possible in a large market. Nevertheless large markets do attract more competitors. In the market of suppliers the Cargotram is another alternative for the hospitality sector and the suppliers themselves. Both can take advantage of the CityCargo service. The distribution market is a large market. But the distribution market by Cargotram is new and will be exclusive for CityCargo the coming ten years. 

Competitive Analysis

CityCargo started a brand new project in Amsterdam. The tram infrastructure already exists and the Pilot just finished in May 2007. When the Pilot is positively received the Cargotram will be fully introduced in Amsterdam. CityCargo will have the exclusive right to use the tram infrastructure for ten years if the company and the Amsterdam City Government reach an agreement on preconditions and concession agreements. 

The concept of distribution by Cargotram is unique and distinguished. The CityCargo Company opens up a whole new market. After years and years of distribution by truck through the centre of Amsterdam will the suppliers open up for this new idea? CityCargo has contacted several suppliers already and is waiting for contracting until the Amsterdam City Government has approved all plans. The competition is still all the suppliers distributing in the centre of Amsterdam while some of them already are waiting for a contract with CityCargo. A daily-based five thousand trucks can be replaced in the city centre. The Cargotram has a great advantage in the environmental question. 

With an eye on the levels of competition, I can distinct four levels of competition: product form, product category, generic and budget. The movement form product form to budget means a broader market and more competitors. The levels of competition are easy when the company is selling a product. For CityCargo it is not a product but a service. First the competitors are the already distributing companies in the city centre. Think of Benjamin’s or Hanos Amsterdam. 

Distribution and Supplier Analysis

This analysis provides information in order to make decisions for the distribution intensity, the choice of the distribution channel and the management of this channel. 

The CityCargo Cargotram can be seen as a preferred supplier for goods to the hospitality sector. Because the concept of an efficient, clean and safe way to distribute the Amsterdam city centre appeals to suppliers and consumers. For the hospitality sector this question is important. As said before, a cleaner environment means more tourists are attracted to Amsterdam. 

CityCargo is a service company and mediates between suppliers and hospitality service. The CityCargo Company is an independent enterprise. It is not likely that the company will go into a joint venture in the near future while it can obtain exclusive right for ten years to use the Amsterdam infrastructure. Contract with distributors of the hospitality sector will be made when the concession is signed. The distribution channel is supported by indirect delivery as seen in figure 3.2. Where individuals prefer fewer intermediates, companies aim at better services and they keep an eye on environmental questions. 
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A good relationship with suppliers can be a source of competitive advantage. With the Cargotram the suppliers do not have to deliver the load in the city centre. They can avoid traffic congestions and can also help to improve the inner city environment by supplying by Cargotram. Also the cargo trucks have shorter trips and can be used more. 

The hospitality sector is in favour for environmental improvement in the city centre. A cleaner city means more tourists will visit Amsterdam. This leads to more revenue for bars, restaurants and hotels. 

Opportunities and threats for CityCargo

	Opportunities


	Threats



	O1 Moving into new market segments

O2 Rapid market growth

O3 Service available for more products


	T1 Competition possible with ten years

T2 Vulnerable with infrastructure repairs

T3 Price wars with competitors




4 Strategic marketing 

The situation analysis forms strategies for CityCargo. This gives an insight in the future for the Cargotram. 

4.1 SWOT Analysis

The SWOT analysis uses the strengths and weaknesses, opportunities and threats to come to a strategic choice. The situational analysis showed us that the concept of the Cargotram is new and that not many people in the hospitality service know about the Cargotram. The suppliers are ready for commitments and contracts when the Amsterdam City Government approves the Cargotram. The Cargotram service is new and opens up a new market within the distribution sector. In the future CityCargo can use the Cargotram not only for distribution to the city but the Cargotram can also carry load out of the city. Besides the adjusted Cargotrams, CityCargo also need special Cross Docks and Hubs to distribute from truck to E-Car. In figure 4.1 below the SWOT matrix is shown.

Figure 4.1 SWOT matrix

	Internal analysis
	External analysis

	Strengths

S1 Monopoly 

S2 Existing tram infrastructure 

S3 Less air pollution

S4 Less traffic in city centre

S5 Less noise

S6 Less energy use

S7 No charge and discharge times


	Opportunities

O1 Moving into new market segments

O2 Rapid market growth

O3 Service available for more products



	Weaknesses

W1 Personnel no experience with new                                        service

W2 No E-cars available

W3 No Cross Docks and Hubs available

W4 Limited services because of size E-Cars


	Threats

T1 Competition possible with ten years

T2 Vulnerable with infrastructure repairs

T3 Price wars with competitors




Confrontation matrix

In figure 4.2 the SWOT outcome is shown together with the alternative marketing strategies. 

	Confrontation matrix
	Strengths
S1

S2

S3

S4

S5

S6

S7
	Weaknesses

W1

W2

W3

W4

	Opportunities

O1
O2

O3

                            
	CityCargo has to exploit the distribution of goods by cargo tram.


	By contracting more suppliers and building more Hubs in the city, CityCargo will be able to turn weaknesses into strengths.

	Threats
T1

T2

T3


	When the exclusive right of CityCargo ends after ten years, the company has to readjust their strategies in order to keep opportunities in growth. 
	When market opens up for other companies that can make use of the tram infrastructure, the company can look for joint ventures or cooperation.  


4.2 Portfolio analysis

For optimising the market for CityCargo the market is segmented. The market is divided into two segments: 

· Suppliers

· Hospitality sector

The Cargotram is a service between suppliers and the hospitality sector. The Cargotram can be used for multiple goals. First the company can focus on loads like liquor and maintainable products. Later on the Cargotrams can be adjusted with air conditioning and cooling systems so that it can transport fresh products. CityCargo has already been in contact with Van Gansewinkel Waste Company for the distribution of dry waste out of the city centre. This service development can be further expanded with other companies. 

While CityCargo is opening up a new market it also moves in an already open market of suppliers. With the Cargotram it wants to replace the roundtrips of trucks in the city centre of Amsterdam. By doing this it opens up a new market because the service is done by tram and it reduces the costs for the hospitality sector. Trucks do not have to drive as long as they used to and Cargotrams can hold up to 4 trucks (each 7,5 tons) each trip. As seen below in figure 4.1 the service of the Cargotram will be a question mark when it is portrayed in the old market of suppliers (A). And when the Cargotram is growing rapidly and is able to obtain a large market share it is able to become a star (B). 
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5 Marketing Mix

5.1 Product

CityCargo wants a smooth distribution between supplier and the hospitality sector. The Cargotram service is developed to decrease the air pollution, avoid charge and discharge times and solve the daily traffic congestions in Amsterdam without interfering public transportation: efficient, clean and safe.

Decisions

· To avoid the charge and discharge times, the supply trucks load the Cargotrams outside the city at a Cross Dock

· Fine distribution inside the city centre will be done by E-Cars which do not pollute the air

· The Cargotram will use already existing tram infrastructure. Hubs are build to derail from the tram track so public transport is not impeded

Bundle Benefits

Benefits for the consumer. To avoid loads of bills for the hospitality sector bundle benefits can be used. Supply companies can work together as one with CityCargo and bundle up the bill. Also when deliveries are made to hospitality sector the E-Cars can transport dry waste back to the Cargotrams. 

Perception and service

The Cargotram is a new service and fairly unknown. The consumer will be influenced by the Cargotram’s service. Thus it’s very important to strive for consumer sympathy. If the service is smooth and easy, CityCargo will be able to connect with their consumers.

5.2 Price

To keep the consumer satisfied with the new service it is of great importance to keep the costs fairly low. Higher costs means no company will contract the Cargotram to distribute their goods. On the other hand the Cargotram helps the environment; a cleaner city will attract more tourists, who in their turn make use of the hospitality sector. 

Decisions

· Keep costs normal in comparison to suppliers

· Keep up with price changes in the market

5.3 Promotion

Leeflang (1993) divided promotion into communication and action to improve sales. Communication means informing and persuading the target audience in short- and long term and action means the short term means to boost revenues. The results of the questionnaire showed that promotion for the CityCargo Cargotram is necessary to create brand awareness. The company has to aim at the whole hospitality sector but also at the suppliers and their management. 

Today the Cargotram is waiting for approval by the Amsterdam City Government. When the concept is approved CityCargo has to start immediately with promoting their service and attracting customers. Not many of the target audience know the Cargotram concept; this is an important factor for improvement. It is normal for a company to hire an advertising agency for promoting a product or in this case service. Below are some ideas for promoting the Cargotram. 

Decisions

· Direct Mail

Direct mailing can be used when there is a database with consumers. This database can be made during the next 6 months. The database contains addresses of the hospitality sector. The Cargotram package has to contain information on the concept of CityCargo but also has to attract decision makers. How to attract these decision makers? The mail has to be efficient, clear and short. It has to contain the Internet site of CityCargo where more information can be found. The colours of CityCargo appear clearly in the mailing so it attracts the eye of the reader. The mail can also invite 2 persons per bar/restaurant/hotel to come and visit the Cargotram at a certain day and experience the advantages of the tram.

· Events 

To meet the target audience and increase awareness, CityCargo has to be represented at several events such as Interfreight, Freight Select en Intermodal. The CityCargo Company can hire promotion hostesses who hand out mini Cargtrams at the fairs and who can explain to the audience what the concept is and inform them about the possibilities and opportunities. These hostesses have an own stand, which also represent the fierce colours of CityCargo. Other ideas for promotional items are: lighters, key hangers and key cords.  

· Advertising

To create more awareness CityCargo can advertise in transport newspapers like the LogistiekKrant but also in hospitality magazines. The best advertisement of course will be the driving Cargotrams. With the sponsoring of Nuon, CityCargo will be able to promote and advertise on multiple occasions. During the Pilot of the Cargotram energy company Nuon sponsored one of the two trams. This sponsorship will be very useful in the future. CityCargo and Nuon join forces to help the environment. 

· Door-to-door 

It is a very good and useful promotion when an employee of CityCargo visits the target audience. First call to make an appointment with a decision maker (e.g. managers, CEO) and inform them about the CityCargo concept. Then make a visit and bring an information package and a gift toy mini Cargotram. Door-to-door promotion is very personal and will be good for mouth-to-mouth advertisement when positively received.  

5.4 Placement

The CityCargo service is achieved through the Cross Docks and the Hubs in Amsterdam. Cargotrams and E-cars will mainly do transportation through the centre for fine distribution to the hospitality sector. The Cargotram does the ideal distribution from the Cross Docks to the Hubs. These Cargotrams transport their load between 07.00 and 23.00 hours. The E-cars distribute ‘the last mile’ to the hospitality sector. 

5.5 People

All personnel have to positively carry out the same vision as CityCargo. Because of the innovative factor in this service, CityCargo will continually experience new technological changes. Converted trams are used as Cargotrams.

Decisions

· CityCargo Amsterdam meets all requirements of the Dutch Road, Traffic Laws (WegenVerkeersWet).  The tram conductors ride in conformity with the instructions of the Public Transport Amsterdam (GVB)

5.6 Physical evidence

The Cargotram is a service by CityCargo. Unlike a product like for example beer a service is intangible. Therefore this makes it hard for a consumer to take a risk and use this service. By demonstrations or a try-out period this consumer can test the service without taking any risks.

Decisions

· Providing physical evidence by demonstrating with Cargotrams and E-cars

· Guided tour in the Cross Docks and Hubs for target groups
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6 Conclusion and Recommendations

During the development of this marketing plan on the Cargotram it became clear that the service still has to come a long way. CityCargo has just finished the Pilot and is waiting for a positive answer from the Amsterdam City Government. CityCargo successfully ended the Pilot and followed the preconditional standards.  The trial period was very successful according to alderman T. Herrema of the Amsterdam City Government. 
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For awareness in the hospitality sector CityCargo has to reach the managers, the decisions makers. It was clear from the questionnaire that more managers knew the Cargotram than the owners of bars, restaurants and hotels.  

Finally the answer to my research question:

Is the Cargotram service feasible within the hospitality market?
I believe so. Through the questionnaire I found out that the hospitality sector is willing to accept the changes of distribution with an eye on improving the environment. So the environment is an important factor of the Cargotram that attracts this segment. On the other hand the suppliers are already willing to contract the Cargotram for fine distribution. Main interest for the Cargotram lies with the hospitality sector. CityCargo has to reach the managers within this sector and show them the multiple advantages of the Cargotram.

When the CityCargo service is approved the company needs to build brand awareness and keep customer loyalty. Promotional events, mailings and door-to-door appointments can achieve this. The hospitality sector is a service sector, which need their products on time and cheap. The Cargotram can improve these two points by expanding the charge and discharge times and cooperate with the suppliers. 

It is important to make sure that the service by CityCargo does not become extremely expensive for the hospitality sector. When the service becomes too expensive the hospitality sector will stay with the delivery by cargo trucks. During the questionnaire it became clear that the sector is willing to pay some more because of environmental improvement but do not want to overpay just because of the environmental question. 

The CityCargo Company has to be careful with the changed charge and discharge times. The small interviews that were conducted during the questionnaires learned that especially the bars and restaurants are used to these times and they are convenient for the sector. Of course the bars and restaurants do not want to be supplied during busy hours. This can differ from bar to bar and restaurant to restaurant and have to be looked at carefully. 

The Cargotram has great opportunities in Amsterdam. It will be a monopolist for the coming ten years on the tram infrastructure. This means it can grow enormous in this kind of distribution. During these ten years it is important to bond with customers and create customer loyalty so when the market opens for other companies CityCargo keeps their customers. 

For other growth possibilities CityCargo can change the Cargotrams to several products for example a Cargotram especially for dry waste or one for frozen products. For long-term, the company can look at distribution from A to Z.  

The hospitality sector is very favourable to the Cargotram. The extra channel between suppliers and customers affects the sector because of changed charge and discharge times but not in a negative way. The Cargotram service is innovative and improves air quality in the centre of Amsterdam. These aspects make the service feasible. 
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8 List of Appendices

1.  Interview

2.  Questionnaire

Appendix 1 Interview

Is CityCargo onderdeel van een ander bedrijf of is het een zelfstandige onderneming?

CityCargo Amsterdam is een zelfstandige onderneming. 

Hoe ziet de markt er voor CityCargo op dit moment uit? 

Het CityCargo-concept maakt het op milieuvriendelijke wijze mogelijk in de stad goederen te distribueren, door gebruik van het bestaande tramnetwerk. Deze innovatieve vorm van stadsdistributie kan concurreren met conventioneel vrachtvervoer met dieselvrachtwagens en biedt zo een oplossing voor de toenemende problematiek op het gebied van stadsdistributie en milieuwetgeving.

Is er onderzoek gedaan naar de vraag van de horeca betreffende de vrachttram? 

Wij hebben (nog) geen onderzoek gedaan naar de vraag van de horeca in Amsterdam. Wij zijn wel in gesprek met toeleveranciers van de Horeca. Zij blijken zeker interesse te hebben in transport van goederen zoals dranken middels een vrachttram. Concrete contracten zullen wij pas kunnen sluiten op het moment dat de concessie met de gemeente is getekend.

Is het mogelijk dat er andere (vervoer)bedrijven ook gebruik mogen maken van de traminfrastructuur? En zo directe concurrentie kunnen vormen? 

Op dit moment is CityCargo (na de afronding van de Pilot) in onderhandeling met de gemeente over een concessieovereenkomst voor het rijden op het Amsterdamse tramnet. De uitgangspunten zijn de randvoorwaarden zoals die vorig jaar december zijn vastgesteld door de gemeenteraad. Met deze concessieovereenkomst krijgt CityCargo het exclusieve recht om 10 jaar op het tramspoor vracht te vervoeren in Amsterdam.

Appendix 2 Questionnaire

 
Enquête CityCargo
[image: image14.jpg]



Beste heer/mevrouw,

De gemeente Amsterdam is constant op zoek naar oplossingen om de toenemende vervuiling in het centrum tegen te gaan. Zo is er in de periode van 7 t/m 31 maart 2007 een proef geweest met de CityCargo vrachttram. Het CityCargo-concept biedt een oplossing voor de toenemende problematiek op het gebied van stadsdistributie en milieuwetgeving. 

Amsterdam is een stad met vele smalle grachten, straten en steegjes. De combinatie van distributie en overig verkeer in de stad leidt vaak tot oponthoud en de hiermee gepaard gaande irritatie. Tevens wordt er steeds strenger op de luchtkwaliteit van de stad gelet. Meer dan 35% van fijnstofemissie is afkomstig van vrachtverkeer dat dagelijks door Amsterdam heen rijdt. CityCargo wil met hun vrachttram van de bestaande traminfrastructuur gebruik maken voor de bevoorrading van winkels, horeca en supermarkten in de binnenstad van Amsterdam. Vanaf vier zogenoemde Cross Docks (distributiecentra) zullen de vrachttrams naar verschillende hubs (binnenstedelijke overslagstations) rijden, vanaf daar zullen E-cars (elektrisch aangedreven vrachtwagens) de aflevering tot de deur doen. 

Deze aanpassingen in de infrastructuur zijn ingrijpend en vergen veel investeringen. Om te toetsen of de Horeca Amsterdam hiervoor open staat en ook daadwerkelijk gebruik zal maken van CityCargo, is deze enquête opgesteld.

De tijd die u nodig heeft om deze enquête in te vullen is ongeveer 10 minuten. De enquête is volstrekt anoniem. 

Alvast bedankt voor uw medewerking.

Met vriendelijke groet,

Eva Blok

Studente Hogere Europese Beroepen Opleiding, Haagse Hogeschool

De enquête die u nu in gaat vullen gaat over de vrachttram van CityCargo en is bedoeld voor horeca etablissementen. Er zullen vragen worden gesteld over uw bedrijf, de Cargotram en de overheid. Door middel van deze enquête wordt onderzoek gedaan naar mening van Horeca ondernemers over de huidige situatie van distributie in Amsterdam Centrum en de bekendheid van de CityCargo vrachttram. 

De enquête is anoniem en alle gegevens zullen vertrouwelijk worden behandeld. Het invullen van de enquête duurt ongeveer 10 minuten.

Bij voorbaat dank voor uw medewerking.

Invulinstructie: Kruis het juiste antwoord aan.


Algemeen

Wat is uw functie?

· Eigenaar

· Bedrijfsleider

· Werknemer

· Anders nl. 

Uit hoeveel werknemers bestaat het bedrijf waar u werkt?

· < 10

· 10 – 20

· > 20 

Wat is uw leeftijd?

· < 20

· 20 -25

· 25 – 35

· > 35


Huidige situatie van levering

1. Uw leveringen worden het meeste gedaan door: 

· vrachtwagen

· bestelbus

· auto

· brommer

2. Bent u bekend met de venstertijden (07.00 – 12.00 uur) in Amsterdam Centrum?

· Ja 

· Nee (Ga door naar vraag 5)

3. Hebben deze tijden een negatieve invloed op uw leveringen?

· Ja

· Nee

4. Zou u kiezen voor een andere vorm van distributie als bij die dienst de venstertijden niet meer van toepassing zijn?

· Ja

· Nee


CityCargo

5. Was u bekend met het CityCargo-concept voor deze enquête?

· Ja

· Nee (Ga door naar vraag 8)

6. Via welke weg heeft u over de CityCargo vrachttram gehoord?

· Media

· Mond-tot-mond

· Anders, nl 


7. Staat u positief tegenover een dergelijke aanpak van distributie naar het stadshart?

· Ja

· Nee

8. Hebt u interesse in meer informatie naar deze dienst van distributie?

· Ja

· Nee


De overheid

9. Vindt u dat de gemeente Amsterdam genoeg maatregelen neemt tegen milieuvervuiling?

· Ja, voldoende










· Nee, niet genoeg









· Weet ik niet 

10. Denkt u dat de Cargotram een goede oplossing kan zijn om de stad te ontzien van verkeersdrukte en milieuvervuiling?

· Ja

· Nee

11. Bent u van mening dat de overheid het CityCargo-concept moet subsidiëren?

· Ja

· Nee

Toekomstperspectief

Open vragen maximaal 30 woorden

12. Wat zou volgens u dé oplossing kunnen zijn om Amsterdam Centrum te ontlasten qua verkeer èn om milieuverontreiniging tegen te gaan? 


13. Heeft uzelf nog enige op- of aanmerkingen betreffende de eventuele invoering van deze vrachttram?
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The subject of this marketing plan is the Cargotram. Living in the heart of Amsterdam multiple subjects for this final paper were possible. But the CityCargo Company is new and inventive. Furthermore transportation and distribution are a big problem in the city centre of Amsterdam. There are only a handful of places in the world where these kinds of trams are used for distribution instead of transportation of human beings. In this case it is a good alternative in the centre of Amsterdam. 








How can CityCargo evaluate its objectives and strategies?


Evaluations have to be made on a regular basis, for example once every month for the first year and after that once every three months. This timing has to be perfect to avoid missing out on any disastrous changes. And not too short so that nothing is changed during this period. If CityCargo chooses for direct mail and uses a database, they can decide to evaluate their objectives and strategies within this database. 








It was surprising me that the knowledge of the Cargotram sometimes was perfect and sometimes it was not. Overall the managers knew about the Cargotram as can be seen in figure 7.2 below. It seems logical that managers take care of the personnel, schedules but also the deliveries. Thus focus should be on managers in the hospitality sector. To reach the managers, CityCargo should be able to make a database and make sure that press releases are targeted to this group.








For starters the questionnaire showed how many respondents know the Cargotram as seen in figure 7.1. More than half were not familiar with the CityCargo Concept. To achieve the objectives and strategies, the company has to work on the awareness of their service. Target groups have to know what the possibilities are.
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� Charge and Discharge times (Dutch: venstertijd) display the hours in which trucks may charge and discharge their load.


� Dutch Road and Traffic Law
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