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F o r e w o r d

Tourism 21 identifi ed the need to meet the 
Conversion Challenge: attracting more visitors, 
increasing yield and creating more jobs.  
Tasmania’s three core attributes of nature, cultural 
heritage, and fi ne wine and food were identifi ed 
by Tourism 21 as the platform on which to 
develop strategies to guide Tourism Tasmania, 
the tourism industry and other partners in the 
delivery of quality holidays that would meet the 
Conversion Challenge.

Following its consideration of the fi ndings of 
extensive research undertaken over the past 
year, Tourism Tasmania’s Board continues to 
recognise that changes in customers’ needs and 
desires require a new approach to the delivery of 
holidays.  The result is The Tasmanian Experience 
Strategy, an implementation strategy that takes 
its substance and direction from the foundation 
strategies of Tourism 21. 

The Tasmanian Experience Strategy emphasises the 
need to integrate Tasmania’s three core visitor 
appeals to create extraordinary and unforgettable 
holiday experiences by focusing on presentation, 
interpretation and customer engagement. 
Connection with place, quality infrastructure and 
personalised service are vital to the success of any 
holiday, but it is interpretation and engagement 
that make the difference between a pleasant break 
and an unforgettable experience.

In some instances the strategy refi nes Tourism 
Tasmania’s existing focus.  In others it presents 
strategies to promote a new level of understanding 
across government and industry and a new way 
of doing business.  This shift will underpin the 
delivery and success of subsequent Tasmanian 
experiences.

This change in the way holidays are delivered and 
promoted will be easier to encourage and manage 
following the formation in August this year of the 
new State Government department of Tourism, 
Parks, Heritage and the Arts.

Tourism Tasmania is already poised to market 
exceptional and unforgettable experiences 
to travellers with most to spend on holidays. 
Tourism Tasmania has identifi ed fi ve categories of 
visitors: international holidaymakers, visitors who 
tour the State, those taking short breaks, visitors 
with special interests and those who occupy a 
niche in the tourism market. Tourism Tasmania 
seeks to understand its customers’ needs and help 
industry create experiences to match those needs.  
This approach will continue to be intrinsic to 
attracting visitors, increasing the length of time 
they stay in the State and providing exceptional 
experiences for which they will be willing to pay 
more.

In accordance with the objectives of Tourism 
21, The Tasmanian Experience Strategy aims to 
drive Tasmania into a pre-eminent place in 
its customers’ minds.  This will contribute to 
increased yield for tourism businesses, more jobs 
for all Tasmanians, and greater sustainability of 
Tasmania’s natural and cultural assets.

I urge you to embrace the new direction outlined 
in this document for the future of tourism in 
Tasmania.

 John King
 Chairman
 Tourism Tasmania Board
 November 2002
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T H E  T A S M A N I A N  
E X P E R I E N C E  

S T R A T E G Y

Tourism 21, the joint Tasmanian tourism industry and State Government 
strategic plan, has set challenging targets for the Tasmanian tourism industry: 
26,000 tourism-related jobs and $1 billion per year in visitor expenditure by 
2007.  The current Tourism 21 plan – “The Conversion Challenge” – outlines 
fi ve core strategies to achieve these objectives.

The purpose of this new integrated approach – The Tasmanian Experience Strategy 
– is to improve the economic contribution of the Tasmanian tourism industry by 
increasing visitor expenditure through 
greater engagement with visitors and 
by attracting more higher-yielding 
visitors to the State. Fundamental 
to this approach is a commitment 
to world-class interpretation of the 
Tasmanian experience.
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W h a t  i s  a n  u n f o r g e t t a b l e  
e x p e r i e n c e ?

Experiences are memorable events or interactions 
that engage people in a personal way and connect 
them with a place – Tasmania, its people and  
their ideas.

The existing gap between what visitors want 
and what Tasmania offers is considerable. 
The challenge is to bridge this gap through 
brand management, industry development and 
communication strategies.

“I don’t know about the barriers: 
some may suggest it is your island 
status, but I feel that is your 

advantage.” 

Figure 1 (opposite page) identifi es the four layers 
that make up an exceptional holiday experience: 
place, infrastructure, service and interpretation. 
Connection with place is the foundation of all 
Tasmanian experiences, and encompasses the 
State’s core appeals of nature, cultural heritage, 
and wine and food. Enhance this connection with 
quality accommodation, transport and activities, 
friendly and effi cient service, and interpretation 
provided by networks of knowledgeable and 
engaging personalities, and the result is an 
authentic Tasmanian experience.

W h y  c h o o s e  T a s m a n i a ?

When you think about taking a holiday, what 
motivates you to choose one desirable destination 
above another? 

Do you look at the core appeals of each potential 
destination – in Tasmania’s case nature, cultural 
heritage, and fi ne wine and food? Twenty years 
ago these might have been deciding factors.  
But we are not unique in offering each of 
these attractions. Today, in an era of relatively 
inexpensive global travel, they are not suffi cient 
reason for high-spending holidaymakers to 
choose Tasmania.

Do you investigate the standard of accommodation 
and available transport? Ten years ago, these 
might have been primary considerations in 
distinguishing one desirable destination from 
another, but today you are likely to expect a 
similar standard of tourism infrastructure in all 
competing destinations.

Do you think about the kinds of service you’ll 
receive? This is certainly a consideration, but again,  
in today’s competitive tourism environment, 
high-quality service is something you would take 
for granted in a place like Tasmania.

What would persuade you to holiday in Tasmania 
rather than in another destination with similar 
attractions, tourism infrastructure and service? 
This is Tourism 21’s Conversion Challenge.  
Meeting the Conversion Challenge is what The 
Tasmanian Experience Strategy is about.

‘Destinations that draw visitors who spend most on holidays today 
promise and deliver exceptional and unforgettable experiences.’
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Look at the two triangles in Figure 1 and you 
will see that there is a difference between the 
emphasis given to place, infrastructure, service and 
interpretation by the Tasmanian tourism industry 
today, and the extent to which these attributes 
fi gure in the decision-making of potential visitors. 
As indicated in the left-hand triangle, the attributes 
Tasmania currently gives most attention are those 
that its potential customers desire (place) and 
expect (high-quality infrastructure, transport, 

accommodation and service) but 
not the things that will fi nally 
motivate high-spending visitors 
to choose Tasmania and existing 
customers to stay longer.

Customer feedback, market 
research and supply analysis 
suggest that the Tasmanian 
tourism industry has not kept 
pace with shifts in consumer 
expectations. New Zealand’s 
tourism sector, for example, 
has a mix of 60 per cent 
attractions and tours and 40 per 
cent supporting infrastructure 

(e.g. accommodation), while Tasmania’s has the 
reverse, with 40 per cent experiences and 60 per 
cent supporting infrastructure.

To appreciate the perspective of people willing 
to spend most on holidays today, perhaps think 
of the left-hand triangle as a bud opening into 
the mature bloom of the right-hand triangle. 
Interpretation and engagement are like the petals 
of a beautiful fl ower: they are what make you 
want to pick the holiday being offered.

FIGURE 1
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agenda, and within the 
context of the Tourism 
Development Framework, 
The Tasmanian Experience 
Strategy targets those areas 
that can drive conversion. 
Experiences will be 
clustered around the State 
in distinctive combinations, 
making it possible for 
tourism stakeholders to 
differentiate each cluster and 

journey in the minds of visitors while maintaining 
the consistency of the brand’s core values.

“Tasmania’s future depends on its 
capacity to produce and market highly 
differentiated goods and services, 
embodying a relatively high intellectual 
content, for which customers are willing 
to pay premium prices.”

Saul Eslake, Chief Economist, ANZ Bank

FREYCINET  ADVENTURES

“As I start people off on a sea kayak tour, I ask them 

to count their fi rst 20 paddle strokes. After 20 strokes 

they haven’t travelled far, so I stop and ask them to 

think of each stroke resembling 10 years. It’s a good 

time to point out that the distance they have just 

travelled can be equated to the history of European 

settlement in the area. I then point out Schouten Island 

(way off in the distance – possibly three days paddle for 

a beginner), suggesting that if they were to count each 

paddle stroke between here and the Island, they could 

equate the distance travelled to the natural and cultural 

history of the region. I was given this theme from an 

indigenous tourist on one of my tours, and it’s a telling 

way of getting the enormous cultural timeframe across to 

visitors new to the area.” 

Tim Brammall, All Four Adventures

As quoted in: Interpretation Research Project, 

Tidemark Design

Critical actions include:

• re-evaluating our knowledge of the triggers 
that motivate travel;

• understanding and communicating to 
industry and partners the fundamental shift 
that has occurred in visitor expectations and 
the economy;

• building the destination’s capacity to deliver 
the total Tasmanian experience, with 
particular regard to service, interpretation 
and new product;

• encouraging the development and integration 
of the cultural heritage experience;

• developing a brand management system that 
communicates and integrates the delivery of 
every aspect of the Tasmanian experience; 
and 

• using the Tourism Development Framework 
as the principal tool to implement The 
Tasmanian Experience Strategy at an industry 
development, regional and community level.

Specifi c strategies, actions and benefi ts are 
detailed in the table on the following pages.
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2.    Getting Ahead
In partnership with key 
stakeholders, establish systems 
to support the tourism industry 
in developing infrastructure 
and product that meet evolving 
consumer demand.

3.    Experience Focus
Encourage every business to 
have an experience focus in its 
delivery to visitors and support the 
establishment of new experience-
based businesses in Tasmania.

4.   Our People and the 
Experience

Move the industry from an asset 
and activity focus to one where 
interpretation is fundamental to the 
Tasmanian visitor experience.

5.   Developing Sustainable    
     Competitive Experiences
Using the Tourism Development 
Framework, facilitate the 
development and implementation 
of integrated tourism precinct 
strategies statewide designed to 
foster the availability of a diversity 
of product that supports the 
three core appeals and Tasmania’s 
competitive strengths.

 1.   Focus on Customers
Focus our research to ensure 
Tourism Tasmania and partners 
capture and share necessary 
information on purchase triggers 
and appropriate product responses 
for each key market category.

• Better understand the triggers to 
purchase travel for Tasmania’s key 
market categories.

• Develop better ways to share market 
information among stakeholders.

• Use intrastate research to 
enhance our understanding of the 
contribution made by travelling 
Tasmanians to tourism development.

The industry understands how 
and why different types of visitors 
choose and buy travel and applies 
these insights in their own 
businesses to increase conversion 
and yield.

• Work with stakeholders to analyse 
information that forecasts consumer 
behaviour and identifi es emerging 
trends.

Industry becomes proactive in 
response to new trends.

• Develop and manage a 
communications strategy to drive a 
shift within the tourism industry to 
adopt an experience focus.

• Work with operators and 
developers to create new experiential 
and leading edge product.

Industry leaps forward, building the 
State’s competitive advantage by 
delivering experiences – this fuels 
growth and profi ts.

• Promote interpretation as a 
fundamental part of the visitor 
experience.

S t r a t e g y P r i o r i t y  A c t i o n s B e n e f i t s

Interpretation becomes a 
critical component of the visitor 
experience for all businesses and 
boosts our competitive strength.

• Develop tourism precinct strategies 
that embrace existing and emerging 
clusters and their touring routes.

• Create a portfolio of development 
opportunities to meet market gaps, and 
partner with developers to test new 
product.

Diversity of product refl ects 
cluster strengths and supports the 
Tasmanian brand.

Regional diversity offers incentive 
to consumers to tour state and 
encourages repeat visitation.
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S t r a t e g y P r i o r i t y  A c t i o n s B e n e f i t s

6. Tourism Development in 
     Natural Areas
Recognise the value of Tasmania’s 
natural assets as the backbone of 
the tourism industry and ensure 
that the necessary infrastructure 
is provided within these areas 
to support sustainable visitor 
experiences and locate other 
visitor services adjacent to these 
areas in line with the Tourism 
Development Framework.

• Pursue agreements with public 
land mangers to underpin the 
development of experiential product.

• Support the State’s natural areas 
land and asset managers to access 
funding.

• Foster an agreed direction among 
all stakeholders for sustainable 
tourism development in natural areas 
including performance measures in all 
future strategic plans.

Streamlined development processes 
in natural areas.

More sustainable nature-based 
tourism experiences delivered.

7.   Importance of Cultural      
     Heritage
Tourism Tasmania to work 
with major partners to develop 
necessary frameworks to 
ensure that cultural heritage is 
developed in a way that supports 
communities, contributes to 
conservation and becomes a major 
employer across the state.

• Establish a cultural heritage 
tourism working group to share 
market intelligence and plan future 
development.

• Drive the delivery of experience-
focused  cultural heritage tourism 
products that meet market needs.

Cultural heritage stakeholders plan 
and deliver captivating experiences.

8.   Positioning the Tasmanian 
     Brand
Clearly position Tasmania via 
an integrated communications 
strategy as an experience-rich 
destination to our most profi table 
prospects.

• Continue to develop marketing 
campaigns to strengthen Tasmania’s 
position as an experience-rich 
holiday destination.

• Work with industry to package 
holiday experiences to attract key 
market categories.

• Develop a defi nitive brand 
management education program for 
all stakeholders.

Tasmania capitalises on the 
strength of three core appeals and 
reinforces competitive advantage.

9.   Brand Awareness
Lead the development of a 
common understanding of 
the brand core values across 
the tourism industry and their 
implication for delivering 
improved infrastructure, services 
and interpretation.

• Communicate understanding of 
Tasmania’s brand to the tourism 
industry.

Strengthened brand position and 
greater brand awareness.
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S t r a t e g y  P r i o r i t y  A c t i o n s B e n e f i t s

10.   Brand Alignment
Develop brand alignment to the 
Tasmanian brand for each cluster 
that creates distinctiveness and a 
reason to visit those places once 
visitors are in Tasmania.

• Identify the brand appeals of 
each tourism cluster and develop 
alignment with the Tasmanian brand.

Visitor experience is optimised 
and delivery on brand promise 
is strengthened.

Community recognises 
and values unique regional 
attributes.

11.   Managing the Brand
Develop formal arrangements 
to promote the value of the 
Tasmanian brand and to manage 
any adverse impacts that could 
detract from the natural experience 
positioning of Tasmania.

• Communicate the importance of 
the Tasmanian brand across all levels 
of government and seek support in 
protecting core brand values and 
appeals.

• Where relevant, use examples 
of other industries that enhance 
Tasmania’s brand.

• Identify and develop contingencies 
to manage and reduce the risk of 
damage to the Tasmanian brand.

Brand protected and Tasmania 
seen as responsible in managing 
its assets.

Conversion rate increased.  

Tourism industry will leverage 
off strong Tasmanian brand.

12.   Delivering the Product to   
 Market

Ensure Tasmania’s customers can 
readily purchase their desired 
holiday experiences prior to and 
during their holiday via their 
chosen distribution channel.

• Develop sales tools to enable travel 
agents to readily match the product 
to the needs of our market categories.

Conversion rate increased.

Customer satisfaction enhanced.

Greater market share.

13.   Redefi ning the Scope of 
       the Tourism Industry
Develop linkages and partnerships 
with tourism related industries 
to ensure sound communication 
systems are in place for a 
shared understanding of market 
development needs.

• Ensure Tourism Tasmania’s database 
accurately refl ects the depth of the 
State’s industry and the interactive 
experiences it offers.

• Identify appropriate representative 
bodies for allied industries, build 
networks with them and assist them 
to develop their tourism potential.

More vibrant and diverse 
tourism industry.

14.   Business Sustainability  
       and Service Quality
Create the ability within the 
industry to become sustainable 
through improved business practice 
and enhanced service standards.

• Ensure a planned and co-ordinated 
approach to the delivery of business 
development with emphasis on 
product development and business 
growth including yield and 
sustainability.

Visitor satisfaction increased.

Vigorous and profi table tourism 
businesses.
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G l o s s a r y

Conversion   Converting visitors’ interest in Tasmania as a destination into actual visits.

Experience   Memorable occasions/interactions that engage people in a personal way 
and connect them with a place – Tasmania, its the people and their ideas. 
At the very least an experience must be positively engaging. 

Hub   A concentration of visitor services within a cluster or along a touring 
route.

Infrastructure   Facilities, assets and plant that support the delivery of tourism experiences.

Interpretation   Communicating ideas and information in pleasurable, relevant, organised 
and thematic ways.

Place   Tasmania’s natural environment, people and their stories.

Precinct    A critical mass of attractions/features in an area providing a substantial 
tourism experience. Can be within a hub.

Services   Activities that accomplish tasks that clients want done but do not want to 
do themselves.

Tourism cluster   A critical mass of competitive tourism product including one or more 
major attractions in a concentrated geographical area.  Often interacts with 
other industry clusters such as in the Tamar Valley with its wine cluster.

Tourism Development Provides the framework for the representation of how visitors perceive 
Framework and experience Tasmania (based on tourism clusters connected by touring 

routes), and facilitates development strategies and the planning and 
provision of supporting infrastructure.

Touring routes   Either a journey (a primary themed route between clusters) or a trail (a 
localised special interest or themed route within a cluster or off a journey).
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