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Abstract

Objectives: to highlight the emergent enthusiasm for tourism as a saviour for both socio-cultural and economic development on the Islands.  The Chatham’s are a remote, economically depressed region of New Zealand.  Traditional income streams are in decline, Tourism offers a way of redressing such decline.  Tourism on the Islands is based upon a mixture of indigenous fervour for the heritage and environment of the Chathams and the extraordinary land and marine based opportunities present at the destination (Gunn & Var, 2002). There is evidence that the Chatham Islands of New Zealand now represent a case study that defines the good practices of endogenous planning and exemplifies community-based tourism. 

Prior Work: This paper contributes to the growing field of sustainable economic community development. The paper builds upon work such as Cai (2002), Ioannides and Petersen (2003) and McDonald and Joliffe (2003), in that it integrates the concepts of economic and cultural development with community enhancement.  The work also builds upon recent industry and academic articles written about the Chatham Islands between 2001 and 2007.
Approach The methodology adopted was a qualitative approach based on the Strauss and Corbin (1990) refinements of grounded theory. In addition the authors utilised both primary and secondary longitudinal research including government and private sector reports such as Taylor Baines (1989), (2002).  This method allowed the construction of a case study, useful in this instance to illustrate the role indigenous tourism operations play in economic recovery of the Islands. 

Results:  .It was found that there was a tension between community cohesion and economic development.  The research demonstrates that when tried and tested means of economic development start to fail there is a shift in both resources and power.  This shift is at times resisted however in the long term a new pattern emerges that fits the self image of those initiating the new system
Implications:   This paper illustrates the political and economic hurdles tourism operators in remote areas need to consider.  In addition the paper highlights ways in which community involvement and community ‘buy in’ can assist policy makers and would be entrepreneurs in similar circumstances 
Value:  This paper is primarily of great value to policy makers and participants in business within geographical remote and political divided regions.  The paper draws upon both published and primary sources and as such offers unique insights as to how people on the ground have reacted to and coped with new directions. 
Key Words:, sustainability, tourism, entrepreneurship, remote, community

INTRODUCTION.

There is a growing field of research within both the entrepreneurial and sustainable development literature that is detailing the rise of community-based integrated models of tourism development predicated on endogenous planning ( Gunn & Var, 2002; Miller & Twining-Ward, 2005; Wiltshier and Cardow 2006). There is evidence that the Chatham Islands of New Zealand represent a case study that defines the good practices of endogenous planning and exemplifies community-based tourism predicated on 360 degree environmental scanning and with the full support of stakeholders within the Islands and authorities in New Zealand (Taylor Baines, 1989, 2002; Wiltshier and Cardow 2006). This article presents a case study of the Chatham Islands that illustrates the emergent enthusiasm for tourism as a saviour for both socio-cultural and economic development and the tensions created by such moves. Island tourism on the Chathams is based upon a mixture of fervour for the heritage and the physical environment of the Chathams and upon the extraordinary land and marine based opportunities present at the destination. The report utilises primary longitudinal research collected at events on the Chathams and using a synthesis of community feedback and indigenous and island-based tourism literature to support the process of planning and tourism implementation and management responses.

The report is divided into four sections.  The first details the tourism orientation and competencies of the Chatham Island residents, the second addresses the supply of products and services that have previously been described and that are tentatively adopted for implementation. This section will also review their on going status within the Island community (Wiltshier & Cardow 2001; Bellingham & Cardow, 2005). The third relates to the anticipated outcomes for the host and the impacts of key management strategies on residents and finally, the socio-cultural and economic indicators for the longevity of tourism as an appropriate and accessible activity will be addressed.   

Tourism orientation and competence. 

The Chatham Islands are the most remote continuously inhabited Islands of New Zealand.  The Islands have a declining population which is estimated to be 750 people and falling (www.stats.govt.nz). The group lies in the Southern Ocean some 800 kilometres to the east of New Zealand.  This remoteness has led to the development of both a homogenous identity among the Chatham Island inhabitants, in that they identify as “Chatham Islanders” and a more heterogeneous identity based on at times competing indigenous backgrounds.  On the Chathams, two large groups vie for the position of being the first people. They are the Moriori, an early Polynesian migrant race, a possible sub group of the New Zealand Maori, and it is this group, the Moriori that are the original inhabitants of the Islands.  They were then followed by European sealers and whalers, and finally in 1840, by a Maori invasion which decimated the peaceful Moriori by which time were the majority population of the Islands.  However, the Maori group on the Islands claim to be the people of the land as the Maori are recognised as the original settlers of New Zealand – of which the Chatham group are part (King and Morrison, 1990).  This has in the past created much tension and confusion while the two groups play out their differences.  Recognising the need to generate both sympathy and funding the Moriori organised into a powerful political lobby.  This has resulted in the establishment of a Moriori Marae which occupies prime land overlooking the main port of the islands in Waitangi Bay. 

The isolation of the Islands has also led to development of a unique system of governance which in some respects has not always been to the Islands benefit. On the Chatahms there is almost complete separation of operations and policy in terms of the local government. There is a local overnment on the Islands, However there is also a private trust, The Chatham Islands Enterprise Trust, which owns and operates the majority of the infrastructure including, the wharves, airport, electricity generation and reticulation. In addition the trust owns fishing quota and forestry, and until 2005 it also owned the electronic tourism portal for the islands.  In comparison the local government has responsibility for roads and rates.  It has little income.   This unique solution, for New Zealand will form part of the following discussion regarding tourism competence. It is the very isolation, and the desire to experience something considered to be authentic that has attracted visitors to the Islands in the last five years (Bellingham and Cardow 2005).  Indeed it is a desire to experience a wilderness that is an attraction for a great number of Visitors to New Zealand. In a wider context, tourism is vital to the continuing economic development of New Zealand.  Figures provided by Tourism New Zealand suggest that tourism is a NZ$17.5 Billon industry which contributes 9% of New Zealand GDP and employs 176,000 full time equivalents or 9.8% of the total workforce (www.tourismresearch.govt.nz). This figure places tourism and tourism activities in New Zealand as the largest income earner for the county, just ahead of agriculture. However on the Chathams tourism as a tool for sustainable economic development has been very slow to be recognised.  Part of this lack of traction has to with the inherent lack of a tourism orientation by the Islanders, and part has to do with systemic tourism competence on the Chathams in that, on the islands at least, fishing, not tourism has historically been seen as the tool for sustainable economic development. The Enterprise Trust has in the past also been slow to recognise benefits of tourism. The growing awareness that fishing is declining has only in the last five years, led some on the islands to shift their focus towards the emergent tourism industry (Wiltshier and Cardow, 2001; Bellingham and Cardow 2005; Wiltshier and Cardow 2006).

From small beginnings in 2001 to an acceptance of tourism in 2005, various tourism operators on the Chathams have grouped together to form a visitor industry stakeholder group (VISG). This industry group comprises operators of the two only hotels and a mixture of motel operators, bed and breakfast and activity providers.  The VISG has for the last five years branded the experience a visitor receives on the Islands as – ‘life on the edge’. Although the industry group has a brand, it is divided as to what that brand actually means and has not in the past worked co operatively to provide a tourism product.  For example both the hotel operators operate their own rental car facility and provide their own guides. This is a situation replicated by the motel operators.  In addition there has in the past been reluctance within the Chatham Islands tourism community to cooperatively offer their products, by way of joint marketing opportunities. Cai, (2002) suggests that one way in which a remote location can begin to utilise tourism as a tool for economic development is to co operatively brand the destination. For this to happen Cai suggests that all actors involved in the tourism industry have both bought into the ‘brand’ as opposed to a destination name, and act cooperatively in order to secure the economic advantages that spring from such a collective image.  (Cai, 2002, p.734) However for the tourism operators on the Chathams, despite having a brand it would appear that there has been a failure of the collective.

Within the New Zealand tourism environment there has been a growth in those visitors that seek the different and unusual, the Free Independent Traveller – (FIT) has been overlooked in the visitor profile of the Islands.  Despite anecdotal evidence from the Chatham operators that this group is known to spend more on activities, food and beverages, events and mementos than the traditional visitor to the Island.  Also, sea-based possibilities, which are starting to be recognised by the Islanders offer the greatest synergy for economic development on the Chatham Islands.  As the fishing resource continues to decline, and the viability of pastoral farming is questioned, there will be a greater pressure for those currently operating in the fishing industry and on the land to develop alternative sources of income. The future of tourism is shaped by the joining of indigenous desires and activities in the marine environment are central to the theme of this report. Previous reports have indicated and suggested to the host community that sustainable tourism should be afforded priority in socio-cultural and economic development (Wiltshier & Cardow, 2001; Bellingham & Cardow, 2005).

Isolation alone cannot be responsible for the lack of recognition of the tourist dollar in the Chathams. Other remote, economically depressed regions have embraced tourism as a tool for economic sustainability and as a result prospered.  For example in the regional environment Lord Howe Island, (www.lordhoweisland.com), Stewart Island, (www.stweartisland.co.nz) and Northland a predominantly rural mainland New Zealand destination, (www.mfe.govt.nz) are all regional locations that have developed a sustainable tourism industry.  Further afield, Hugh and Pardy (1999) in their study of rural Scotland and Cai, (2002) in a study based in the United States, detail the economic advantages of cooperative destination marketing for isolated communities. What sets the Chathams apart from the above examples is an inherent belief that there is only one ‘type’ of visitor wishing to visit the Chathams.  That tourist is considered to be over 50 years old and participating in a group tour (Wiltshier and Cardow 2006). In addition the visitor to the Chatham Islands, has been in the past, envisaged as being one who is only interested in the unique flora and fauna, thus wishing to view, rather than experience, life on the edge. In short tourism development has been hindered not by lack of brand, but by lack of cooperation and agreed visitor profile among the operators on the Island. 

In 2001 a tourism capability audit was undertaken by Wiltshier and Cardow. These two researchers noted that capability on the Islands was concentrated and isolated.  In addition it was also noted that there was an unwillingness to cooperate in terms of tourism development.  Since that time there has been a slight shift in perception among the operators on the Islands. In 2005 a meeting of the visitor industry group was held (Bellingham & Cardow, 2005).  At that meeting, attended by representatives of all tourism operators, a change of direction was decided. Although there was no real cooperation within the visitor group it was recognised by the participants at the meeting that tourism likely to be the key to sustainable economic development, and that the visitor was not limited to those aged 50 and above travelling as part of a package tour.  At that meeting there was acknowledgement of a growing FIT market and that there is an interest in visiting the Islands as a rural and isolated community (Bellingham and Cardow 2005). At the 2005 meeting new tourism ventures were proposed, based on the experience of other remote islands, and isolated rural communities.  Activities such as deep sea fishing, shipwreck diving, shark and seal viewing and horse riding were mooted. These activities were not currently part of the current Chatham offerings and offered real promise of sustainable economic development instead of fishing.   Although the orientation may have changed, the competence of the Islanders to provide the facilities and infrastructure for such activities had not been addressed.

The 146 business units on the Chatham’s together employ 357 of the population aged 15 years and over (New Zealand Census 2006).  That the number of businesses appears to be significant in terms of the population is due to the high reliance on fishing vessels, owner operated tourism activities and small farms as the major industrial operations.  In many cases farming and fishing have been combined with tourism in an attempt to diversify income.  Operating a business on a remote small island has challenges that are often not seen elsewhere.  In comparing the problems that operators on the Chatham Island have reported with those found in the literature on small remote islands, it can be seen that there is commonality.  In particular the Chatham Islanders are limited by the size of the domestic market, it has a known finite limit, there is little scope to take advantage of scale, and there is a lack of available labour. (Baldacchino 2005, p 146). Further, the Chatham island business that wants to develop faces not only labour shortage but also an accommodation problem.  What housing stock that exists on the Island is in limited supply.  

If a business wishes to expand and employ more staff, it is highly likely that the business owner will need to physically build accommodation for the prospective labour force.  In an interesting episode of tourism serendipity this is the process used by one crayfish operator.  In order to attract staff the operator found he needed to be able to house his deck hands.  To house his deck hands he constructed a small house.  As time progressed the crayfish operator discovered that the deck hands had found alternative accommodation. This left him with an empty house and no practical use for it.  The solution was found in hospitality.  The completed house is now operated by the crayfish operator as a successful self contained tourist accommodation business and is now an Island motel. This particular operator is one of the more forward looking business people on the Island and has a number of diversifications.  It is such diversification, in particular tourism, to which the Islanders have turned in an attempt to provide a sustainable income.  However as suggested above, although there is an orientation there is also a need to address both the capacity and competency of the various operators.   

Although new developments have been proposed there are large social as well as infrastructural issues that need to be overcome.  An attitude has developed on the Islands that the tourist is only interested in the natural environment and will therefore ‘put up with’ less than ideal amenities.  As of August 2005 one backpacker accommodation had gaps in the walls, poor heating (in winter in the Southern Ocean this is important) and concrete floors without floor covering.  One rental car company of which there are at least four on the Island (see above), has no issue with renting vehicles with no locks, broken windows and broken seats (personal experience). This attitude may in part be due to entrenched paradigms and in part a past unwillingness to actively co operate in order to build a sustainable tourism economy.  Rogers (2005) suggests that in order for isolated communities to actively succeed in economic development it is vital that they build community capacity.  By this it is meant that the tourism operators play to their strengths in a co operative and cohesive manner.  Currently the operators are engaged in typical win/lose economic activity.   More significantly the operators are engaged in a competitive situation in which they seem reluctant to recognise cooperation is vital in order to build upon what they have.

Methodology.

The aim of the research was to illustrate the ways in which tourist operators in the Chatham Islands were embracing tourism as a means to economic growth.  At the same time we wished to assess how the participants themselves related to the concept of economic development through tourism.  To that end we decided early on that a qualitative, grounded approach may be more appropriate for our purposes – an understanding of participant beliefs (Strauss and Corbin 1990) than a numerical based survey of economic growth. In any case there are numerous empirical exercises in this area (see for example Taylor Baines et al, 2002).  

Following the interviews which took place on the Islands the authors interpreted the stories told to us and through isolation of common phrases identified the emergence of patterns (Tyson 1999 p. 242).  The process adopted, an adaptive grounded theory approach, followed the refinements that have been suggested in the works of Strauss and Corbin (1990). These two authors expanded upon the original grounded theory methodology and have refined the concept to include and acknowledge prior knowledge of the investigative field. We have then laid the foundation for a future discourse on the nature of tourism on the Chatahms 

The premise of grounded theory is to uncover or develop theory from gathered data. The premise of discourse is to establish an interpretation of meaning based on these uncovered social facts. Discourse, a critical tool, is related to narrative in that they are both as Czarniawska (1998) has written, “a mode of association, of putting different things together.” (p. 6-7). As such the method chosen for collection fits well with the method chosen for interpretation of the interviews. It was therefore essential that we understood the context of the gathered data and made an attempt to understand the personal motivations and assumptions of the individuals being interviewed (Strauss and Corbin, 1994; Schatzman and Strauss, 1973; Layder, 1993). 

Data Collection.

The data was gathered predominately by the feedback from two public meetings and analysis of transcripts obtained through conducting in person, semi-structured interviews.  Following Dey (1999), the data interpretation stopped when no more conceptual variations were evident. Through the result section that follows we have compared like incidents with like incidents, an activity that is referred to as constant comparisons. 

One aspect of qualitative methodology is the need to provide a basis for others to validate, both internally and externally, the results, discovered theory or interpretations that have arisen from the data (Gummerson 1991). Often such validation is through the use of triangulated sources of data collection. Triangulation has been described as being the use of multi-methods (Campbell and Fiske, 1959). Different techniques (Dezin and Lincoln, 1998) using more than one source (Maykut and Morehouse, 1994) or as Jick (1979) suggests triangulation can be achieved when different techniques are used within the same method.  Therefore, rather than provide a triangulation based on different methods, we have used different techniques within the same method. 

The subsequent section will build a picture of how the Chatham islanders have changed their business models to cope with fluctuations in traditional income streams and how this has led to both an acceptance of tourism as a tool to economic development and at the same time has led to tension. In describing the results the reader will be given one view, or interpretation of the social environment and the pressures that have resulted in the emergence of an identifiable tourism industry group.  We are aware that the reader will apply his or her ideological lens to the situation presented by our interpretation of the interviewees’ words.  To summarise, we aim, to achieve, through application of the existing spoken word, for plausible suggestions of observable action.  We do not aim towards making the observable concrete or to establish an ultimate truth 

Results

In this section the data captured in 2001 and 2005 is integrated. In concluding the following section we are suggesting that, based upon our interviews and the lack of capability that a public-private partnership be established within the VISG.  We suggest that by building upon the endogenous planning model espoused by Gunn and Var (2002) a viable public private partnership can be constructed that will overcome some of the capability and operational issues found upon the Chatham’s 

The Local Business Situation

By the end of the first year of the 3rd Christian Millennium a group on the Chatham Islands was becoming engaged in cooperative development of tourism. It emerged that this group, the visitor industry steering group (VISG) were supportive of new projects and were interested in of forming a private sector lobby group for this purpose. Lois, Val and Pat were the driving force and were seen by the members to steer the VISG. Whilst business owners in their own rights (Hotel and Guest House) they fully understood the need to develop a network to lobby local government and the Chatham Island Enterprise Trust Board for two key areas. The first was the marketing and creation of an identity and brand for the Islands. The second was the unlocking of potential services and products to steer and leverage the new brand; ‘life on the edge’.

As discussed, what was missing was endorsement from the Enterprise Trust and active involvement from a wide range of stakeholders. The specific stakeholders that emerged as missing included the Departments of Conservation and Economic Development. Both agencies had local representatives on the Islands.

There is no dispute that sufficient information existed prior to 2001 to inform the partners engaged in Visitor Industry Development. Two issues emerged from our observations in 2001. The first was a lack of transparency about strategic initiatives and communicating development agendas between suppliers in tourism development. The second was provision of resources to develop skills and capacity within this community.

Wiltshier and Cardow (2006) discuss the blurred lines of communication and relative lack of bottom-up empowered thinking apparent on the Islands. What is now apparent is that the skills and capacity building required of a local tourism development model has been under-resourced and very much left to the members of the steering group who themselves are primarily entrepreneurs. These entrepreneurs lack formal experience in negotiating either skills enhancement or business planning. For example;

VO5/2

‘we need information. marketing .communication needs improvement.’ This person is expressing a clear call for both assistance, and acknowledgement that their own message is not hitting the target. The speaker knows what is required however; they do not seem willing to be proactive regarding the two issues raised.

The community is recommended to consider ways in which it can adapt to the environmental factors and indicators for development. It needs to consider mobilising resources that have so far not been gainfully deployed. During subsequent discussions with the VISG The position of a coordinator, affiliated initially to the Enterprise Trust and funded jointly through central government’s Ministry of Economic Development (MED) and CIET, was raised.  This position quickly came to be seen as  essential for a community driven solution to tourism development. In doing so the VISG could start to attack division and dissent in the sector through establishment of integrative structures that raise the profile of the visitor industry and permit levels of coopetition (see for example Von Friedrichs Grangsjo’s model – 2003). Above all, the Islanders would be in a position to present a unified product range in services available to visitors, as well as residents. The ability for visitors to ‘hear local voices’ is one of the drivers for endogenous tourism development (Price, 1996: 14).

Indigenous priorities

It was clear to us that due to the fragmented nature of the industry Initial research needed to be undertaken by both Moriori and Maori iwi (tribal groupings) on the expectations/perceptions of visitors to new marae (traditional housing) options on the Chatham’s. It was imperative that Islanders collected evidence to support the marketing initiatives proposed in this report.  We believed that the first step towards such co ordination would be the appointment of a non aligned tourism industry co –ordinator, jointly funded by the operators and government. (see for example, Susanna Williams’ Village Life Tourism in Jamaica, discussed by Hawkes and Kwortnik, 2006:380).  Throughout we were aware of the need to acknowledge both the ambivalence or ‘watchfulness, and at times outright hostility of the host community to new development (see for example the study of the Sami in Northern Europe, Viken, 2006). An interesting aspect that emerged during our study was that the respondents all opined that visitors are not spending whilst visiting the Islands because of the belief of the demographic of the visitors, for example: 

VI05/1

‘need younger and more adventurous people who are prepared to spend on food and activities’. Yet this statement negated the growth of a young FIT market on the Islands and pointed to reinforcement of stereotype.

‘there is resistance from some Islanders to change in their way of life. Some fear outsiders wanting to own land here and changing the social and cultural scene.’

VI05/2

‘there is diversity within individuals. Encourage those people to develop and train, educate themselves.’

VI05/6

‘Develop with caution – encourage landowners to participate – their acceptance counts.’

Without doubt the indigenous concerns for product authenticity, concerns over ownership of land and conservatism were evident. These things in turn combined to help or hinder the effectiveness in providing a marketing advantage.  The use of an appropriate strapline is also a significant issue for the Islanders and for the operators themselves. We are in no doubt that the population, which is at least 50% mixed indigenous in constitution, has to have a clear and unambiguous voice in recovery. Currently that voice is in danger of being lost in partisan divides. 

Interconnected services and products

The concept of community and business linking through the projection of values and goals shared at the two different levels has been well developed, and is known as coopetition through work undertaken in Sweden (Von Friedrichs Grangsjo, 2003). We believe that a small educational project to identify how shared community vision can be linked to enterprise would be of great benefit to the Chatham Islands. Such a project would necessarily be coordinated through a combination of indigenous stakeholder leadership economic development, and coordinated through the tourism coordinator of the VISG.  There is support for such a measure, for example;.

VI05/3

‘We need to work together to promote the Islands and its treasures.’

VO5/6

‘we need to develop infrastructure and services not just the obvious accommodation but activities as well.’

VO5/8

‘there is diversity within individuals on the Chatham’s. Encourage these people to develop, train and educate themselves.’

Capacity Building

The Taylor-Baines 2002 report certainly bears out the comment that farming and fishing are incomplete sources of employment and income generation, especially in terms of costs of overheads and shipping. The general concern for capacity building is that groups such as business link, employer groups and associations are obviously targets for collaboration and shared responsibility for development. However there is still a tension related to whose agendas are being pushed and which networks, in the broad context of tourism industry development will be utilised. Again, there is support from within the tourism sector in the Chatham’s for some degree of cooperative activity; however there is also a ‘feeling’ that the participants are waiting for someone else, rather than themselves to take the initiative. .

VO5/10

‘we need to diversify because farming and fishing doesn’t provide full-time employment’.

There was a great deal of this type of comment.  A comment such as that illustrated above. Acknowledges problems but hints that it is up to some external force to take control. This is most clearly seen in the branding efforts of the Islands.  Many suggestions were made that centred on the already entrenched stereotype. Comments such as those received by VI05/8, and 10 were common.  They echo the current strapline “life on the edge’ and do not really seek to find alternatives

VI05/8

‘the ultimate retreat’.

VI05/10

‘clean air, organic produce maybe, aquaculture and most of all the package of things unique.’

Conclusions Pathways forward

From the comments received, the dominant theme was that of ‘assistance’ it was clear that there was the emergence of an acceptance that tourism could be a way of providing a sustainable economic future.  However, any future appeared to lie in the ability of the current players to attract external coordination. Therein lay an opportunity to encourage a public private partnership.  One which would provide a conduit for tourism development that was unencumbered by tribal allegiance or historical practice. 

It is important to note that both public and private partners have been engaged by the authors in developing pathways forward. The public sector has changed more rapidly in terms of focus and drive in the period. However contrary to popular belief it is the private sector on the Chatham’s that has found adapting to changed sets of circumstances more difficult. Increased costs of fossil fuel, awareness of political initiatives to conserve physical environments, changed international and domestic markets have all played a role to create difficulty for the individual businesses in tourism and related services operating in this marginal and occasionally hostile island environment.

In 1972, a study of New Zealand tourism was undertaken by the Department of trade and industry. When data from that study is examined and compared with the current data it is evident that public sector was a source for informing traditional tourism development (that is the mass tourism model). In the 21st century that model has been rejected by central government as an option for the Chatham’s. Forty years ago the concept that locally developed and initiated tourism was deemed to be unlikely to succeed and was seen as unlikely to be a driver of economic and socio-cultural development. However visiting the Islands in the early 2000’s it was clear to us that the drivers of tourism development for the islands have depended less on international standards and more on locally developed and sourced services and products which have been initiated and maintained to a local set of derived standards. 

McKercher and DuCros (2002) identifies a wide range of opportunities driven by cultural integrity and the local level. Key issues determined in the research were diversity in services and products to offer long-term solutions, integrating products and services across a wider spectrum of horizontal and vertical partners (not traditional clusters), a shared sense of development between public and private partners, environmental concerns addressed in protection of endangered species and physical environments, risk and uncertainty management, accountability in standards and monitoring processes. 

At the dawn of the third Christian millennium the stakeholders on the Chatham’s are aware of the need to identify factors and indicators for sustainable and responsible development In addition they appeared to be aware of the need to  couple these with monitoring processes, management responses and appropriate reviews as the way to ensure capacity building. (see for example the Tourism Optimisation Management Model developed in South Australia from 1996 cited in Miller & Twining-Ward, 2005). In New Zealand, The 1972 Department of Industries and Commerce review certainly set the scene for tourism to become a possible option for future development of the Islands. However the drivers at that time were principally economic in context and had environmental protectionism in intent. What the report failed to consider were the ability of the islanders to withstand any development that was imposed and the ability of the islanders to engage in a business approach predicated on their idiosyncratic and parochial needs. 

The first Taylor Baines report of 1989 adds little intent to the 1972 economic review. In effect, by 1989, the conservation estate and protection of the physical environment are the only key aspects of strategy development and implementation. Such was the influence of the ‘green’ paradigm, that by 1996 a Department of Conservation report identified community and visitor use of resources was made easier by better interpretation and signage.  This report was notable in that an awareness of the need for community stakeholders to undertake the role of moderator and strategist for conservation was identified for the first time. A follow up Taylor Baines report (2002) ‘Cooperation and Commitment’ opined that community’s restricted capacity was an obstacle to tourism development. This is both in terms of skills and resources for development planning and in terms of datasets to inform the planning and monitoring processes.

Recommendations

Following on from the above conclusions we have constructed tables that we believe could aid in developing a sustainable tourism future for the Islands. The tables below have been developed to inform the Islanders and funders of the critical impacts and impact minimisation through performance that will both alleviate the lack of sustainable business plans for tourism and will endeavour to identify the processes in establishing a Chatham Islands business model for responsible and responsive tourism development.

The second table identifies possible indicators and management responses to achieve an evaluation of the effectiveness of those actions.

Table 1: Local Business Model

	Issue
	Example
	Impact
	Limiting Factors

	Local Enterprise
	Accommodation ‘Travellers Rest’ 
	Driving Partnership/Networks
	Conflict of interest between competitors

	Indigenous Priority
	Kopinga Marae

Hokotehi Marae
	Offering alternative accommodation and visitor experiences
	Skills for handling visitors

	Connected Services 
	Transport and Fishing Tours
	Vertical integration achieved by accommodation sector and airline needs expanding into wider range of visitor experiences
	Conflict of interest between competitors

	Skills Development
	Polytechnic Involvement (Aoraki) 
	Build on indigenous host competencies
	Funds

	Capacity Building (per Rogers, 2005)
	MED & Local Government
	Raising profile of visitor enterprises
	Access to funds

	Funding Opportunities
	CIET
	Diversification of current business portfolio
	Viability of industry sector highly dependent on imported fuel and lack of subsidised transport.

Short visitor season.

	Market Branding (all stakeholders in agreement per Cai, 2002)
	‘Living on the Edge’
	Unique identifiable brand and strapline
	Technical skill shortage

Allocation of funds from CIET


Table 2: Measuring Impact Assessment (after Tourism Optimisation Management Model TOMM).

	Issue
	Indicator
	Management Response
	Evaluation of Achievement

	Market Branding
	Expectation/Perception Gap Analysis (PZB Model)
	Visitor survey work (exit interviews at airport)
	Minimised gap between service provision and provider’s business plan

	Indigenous Priority
	1) residents maintain privacy and places to enjoy way of life

2) flora and fauna species maintenance
	Council/CIET identifies residents’ ‘only’ zones.

Cooperation between Visitor Group and Dept of Conservation
	Survey

Survey



	Connected Services
	Access to electronic booking and information services

Extending visitor season
	Reduce enquiry handling by automation and increase bandwidth

Air Chathams interline agreement with Air New Zealand
	CIET/MED seed fund ITC improvements.

Air Chathams survey clients and examine forward booking patterns.

VISG commence record keeping and create a databank for shared evidence.

	Skills Development
	Complaints
	Monitor complaints on service irregularities (personal observations by visitors).
	Appoint responsible community skills development role within CIET/CIC funded through MED

	Capacity Building
	New Business Registrations
	Business Link service 
	As above

	Funding Opportunities
	Redistribution of income from CIET products

Regional Partnerships established (MED)
	Iwi and CIET seed fund small business


	Tourism as component of rural development agenda and not separated from CIET activity.

	Local enterprise
	Number of products

Number of employees (2002 around 30 equivalent full-time positions).

Visitor numbers

Multiplier

Percentage of bookings generated and acknowledged electronically
	Register number of products actually sold as compared to number made available.

Survey (on exit)


	Appoint responsible community skills development role within CIET/CIC funded through MED

Establish KPIs

Monitor data

Benchmark new business performance
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