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Introduction
The County of Pyeongchang was one of 16 cities selected to receive a Smarter Cities 
Challenge® grant from IBM in 2014 as part of the company’s citizenship efforts to build 
a Smarter Planet®. During three weeks in April 2015, a team of six IBM experts worked to 
deliver recommendations on the following key challenge identified by Mayor JaeKook Sim 
and his senior leadership team: Pyeongchang County’s mission is to establish an 
Olympic tourism legacy that grows annual tourist visits from 10 million to 13 million while 
driving more balanced tourism between the County’s northern and southern regions.

After the 2018 Olympic Winter Games come to an end and the Olympic flame ceases 
to burn, Pyeongchang County will have benefited significantly from two game-changing 
events. First, a substantial increase in global awareness of Pyeongchang County will 
result from the intense and focused media coverage of the 2018 Olympic Winter Games. 
Second, a new High Speed Rail (HSR) line will enable the 10 million residents of Seoul 
to reach the County within one hour. Pyeongchang has recognized that these two 
developments will substantially change its tourism industry. The County’s goal is  
to maximize the benefits that these changes enable.

The challenge 
Pyeongchang County faces several challenges in its effort to drive increased and 
balanced tourism in the region. These challenges include the following:

1. Pyeongchang County’s tourism industry is heavily dependent 
on local rather than international tourism. The County relies 
primarily on tourism driven by its winter season (mostly 
December and January) and on day trips that are significantly 
inspired by festivals.

2. Pyeongchang County possesses unique and differentiated 
natural features, but the region is not well known to  
foreign tourists. 

3. There are socioeconomic differences between the County’s 
northern and southern regions. While the regions have 
similar populations, the income per capita in the north is 
double that of the south. The large resorts, larger farms, and 
most successful festivals are all located in the north, while 
the County’s seat of government is located in the south. 

4. The County lacks awareness of its target audience, including 
who the tourists are, what they want to do and how they 
engage in the region.

Highlights: 

• Strengthen and align marketing efforts  
by establishing a Destination Marketing 
Function and tourism loyalty program

• Increase the County’s presence on digital 
platforms through social media outreach, 
mobile engagement and a tourist-focused 
application 

• Use data and analytics to develop key 
insights into tourist behavior in order to 
develop more effective tourist experiences 
moving forward

• Build an in-train, in-station, near-station and 
from-station experience that helps ensure 
the HSR is a valuable asset for attracting 
more tourists to Pyeongchang County

• Increase tourism in the south by promoting 
it as an Adventure Tourism destination  
— develop programs, attractions and  
trails that highlight the region’s rich  
natural landscape
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5. Balance tourism between the north and the south
While the south spearheaded efforts to increase tourist visits to its 
community in 2014, data collected by the County demonstrated that the 
region drew only 6% of the County’s overall number of visits, 2% of overnight 
stays and less than 1% of festival traffic. The ability to increase tourism in 
the south hinges on two key objectives. First, the south must leverage its 
existing assets, especially nature. Second, the south must differentiate 
its offerings from those of the north. To do this, the south should establish 
itself as an Adventure Tourism destination, centered in Pyeongchang town, 
promoting the theme “Be Natural in Nature.” The IBM team recommends that 
the County make the following updates in the south to help balance tourism:
• Build strategic and sustainable hiking and biking trails that are 

anchored by the river and connect visitors with nature; and link the 
trails to the outlying communities to encourage cultural activity as  
the tourist travels through the region

• Build an Olympic attraction that offers tourists a place to rest and view 
iconic statues, such as the Olympic rings and torch

• Beautify Pyeongchang town to match and highlight its natural surroundings
• Develop a student nature program that can accommodate 2,000 

children attending four-day sessions throughout the year
• Implement festivals that showcase the “Be Natural in Nature” theme

For more information
To learn more, send an email to ccca@us.ibm.com or visit 
smartercitieschallenge.org

Findings and recommendations 
By leveraging the inherent strengths of the region, aligning plans to maximize 
the presence and value of the Olympic Winter Games and focusing efforts 
on tourism, the IBM Smarter Cities Challenge team identified the following 
five strategic imperatives for Pyeongchang County:

1. Implement critical marketing functions
Currently the County’s marketing efforts for tourism cross multiple 
departments. This has resulted in a disconnected brand/region identity, 
a focus on individual products instead of an overall experience and limited 
information or data on tourist habits. To strengthen and align marketing 
efforts, the IBM team recommends that the County take the following actions: 
• Adopt a marketing methodology to build segmented and individual 

customer experiences for visitors to Pyeongchang County
• Centralize disparate marketing functions and budgets into a dedicated 

Destination Marketing Function that reports to the Mayor
• Deploy a tourism loyalty program that can offer insight into tourist 

behavior and leverage rewards to incentivize travel to the south
• Reassess Pyeongchang County’s brand identity so the region is 

prepared to maximize its Olympic exposure

2. Be more present on digital platforms
The County’s digital presence is fragmented and achieves limited 
exposure beyond the Korean market. To strengthen this online presence, 
the IBM team recommends a “back-to-basics” approach in which the 
County establishes key initiatives and strategies that will help improve 
the digital experience. The County should focus on the following:
• Create an engagement model of Dream, Plan, Enjoy and Share
• Implement a Content Marketing Factory that aggregates all tourist assets 

in a consistent manner, providing valuable content on all digital platforms
• Focus on mobile engagement, including a mobile-friendly County 

website and a tourist-focused application
• Engage in social media outreach and communication to gain insights 

about audience segments and tourist experiences and to promote 
Pyeongchang County

3. Use data and analytics to drive tourism
The County’s use of data and analytics is in the early stages of development, 
relying primarily on static spreadsheets. The IBM team recommends that 
the County make a significant cultural shift to data-driven decision 
making by doing the following:
• Appoint a Chief Analytics Officer (CAO) responsible for the design, 

implementation and operations of a data and analytics engine
• Build an information architecture and platform for Smart Tourism to collect 

data from a wide variety of data sources, both structured and unstructured
• Develop analytics-based questions that are most important to the County 

and use the gathered data to develop actions and implement next steps

4. Prepare for the High Speed Rail (HSR)
One of the most substantial and enduring assets that will result from the 
2018 Olympic Winter Games is the arrival of the HSR from Seoul to the 
eastern coast of South Korea. The County must encourage travelers on 
this rail line to disembark in Pyeongchang. While travelers have typically 
determined their destination before boarding, the County’s goal is to 
influence new and return visits by building awareness of Pyeongchang 
and encouraging positive social media shares. To prepare for the HSR, 
the team recommends the following steps:
• Build an in-train experience using typical awareness assets, such  

as physical promotions and digital marketing
• Once enhanced, utilize the County’s mobile application during the 

train’s journey to engage tourists 
• Develop a mini-Pyeongchang County tourism experience in the rail stations 

to build awareness of the many attractions and activities in the County
• Build a tourist center in the rail stations to help visitors plan travel  

and sightseeing logistics and to promote specific activities within  
the region — with an emphasis on the south

Conclusion
The opportunities to increase tourism in Pyeongchang County  
are abundant as it has convenient access to large populations and 
possesses unique qualities that differentiate it from other tourist 
destinations. An urban Korean population of 10 million people  
will be one hour away by HSR from Seoul, while more than one 
hundred million Asians are within a two-hour flight to Seoul. 

Additionally, the County possesses a unique natural beauty that 
contributes to an overall culture of healthy living. With its natural 
landscape, Pyeongchang County has the potential to become  
a leading destination for Adventure Tourism, a substantial market  
that already exists in the West and is emerging in Asia. 

By leveraging its existing advantages and implementing the IBM 
team’s recommendations, Pyeongchang County can preserve its 
Olympic legacy and secure the County’s reputation as a destination  
of choice for tourists from all over the world.
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