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7 Reports 

7.1 Delivery of Tourism and Visitor Promotions Services 

Author: Bede Carran, Chief Executive  

Authoriser: Bede Carran, Chief Executive  

  

Recommendation 

That Council decides on a preferred service delivery model for delivery of its tourism and visitor 
promotions strategy.   

 

 
Purpose of Report 

1 To present Council with options for the delivery of Council’s tourism and visitor promotions 
services.  

Assessment of Significance 

2 The consideration of options for the delivery of Council’s tourism and visitor promotions 
services is considered of low to medium significance in accordance with Council’s Significance 
and Engagement Policy.  

3 The Policy requires Council to consider the degree to which a decision is inconsistent with one 
already made in a Council policy or strategy. The Timaru District Visitor Strategy, adopted by 
the Community Development Committee on 30 June 2019 includes a strategic initiative to 
“develop greater tourism resource within Timaru District Council to drive the implementation 
of the Visitor Strategy in partnership with the wider tourism sector.”1 Strategic actions in the 
document include the appointment a visitor promotions specialist within Timaru District 
Council. 

4 While the Strategy envisaged that visitor promotion services would be delivered in-house, it 
was not designed to preclude alternative service delivery methods. Should Council decide to 
change the service delivery method for tourism and visitor promotions services to provision 
by an external party, the Visitor Strategy could be amended to reflect this.  

5 If the levels of service and the cost of the delivery of these services were to change as a result 
of any decision, Council may wish to consider consultation with key tourism industry 
stakeholders, in accordance with the Significance and Engagement Policy.  

Background 

6 Council’s tourism and visitor promotions services have been delivered through several 
different models in recent years. 

2009 - 2014 

                                                      
1 Timaru District Visitor Strategy, p. 14. 
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7 Prior to 2009, the Council Controlled Organisation (CCO) Timaru District Promotions Trust 
(trading as Central South Island Tourism) delivered district marketing services on behalf of the 
Timaru District Council.  

8 In 2009, as the result of a proposal to merge the Timaru District Promotions Trust and the 
Aoraki Development Trust, a new trust, Aoraki Development and Promotions Trust (trading as 
Aoraki Development, Business and Tourism) (ADBT) was established to undertake the 
economic development and district promotions activities on behalf of Council. Council’s 
rationale for the merger was to increase business efficiencies, reduce overheads and allow for 
seamless communication between the economic development agency and the regional 
tourism agency.2 

2015 - 2018 

9 In late 2014 Council expressed a desire to have a larger impact on economic development in 
the District. Council and the Board of ADBT attended a number of workshops, facilitated by 
consultant Elizabeth Hughes, and as a result, Council adopted an Economic Development 
Strategy in February 2015.  

10 This strategy, and the transition plan which accompanied it, refined the focus of economic 
development services. A report presented to Council on 28 April 2015 stated: 

“Council considered active tourism promotion and support to be the role of the regional 
tourism association – Christchurch and Canterbury Tourism. “Passive” tourism services 
– visitor information, local promotions and events, local organisations and services and 
services, would be integrated into Council facilities or local businesses or provided by 
the use of technology. Tourism is acknowledged as only one of many different industries 
in the Timaru district and as such should be supported the way that other businesses 
and industries are, with forward planning, leadership, excellent services and quality 
infrastructure and facilities.”3 

11 At this meeting Council resolved to revise the responsibilities for delivery of economic 
development services, removing tourism services from ADBT’s remit, and invited ADBT to 
revise its Statement of Intent to reflect this.4  

12 ADBT ceased to provide visitor services on 1 October 2015. To address the ongoing need for 
these services, in late 2015 Council contracted Ngai Tahu Maori Rock Art Trust, and Kiwi 
Country to provide visitor information services in Timaru and Geraldine respectively. Temuka 
Library/Service Centre continued to provide visitor information services. 

13 In September 2016 it was reported to the Policy and Development Committee that the visitor 
information agencies has been successfully established and Council staff were supporting 
tourism activities by updating township maps and contributing to the new visitor website. It 
was raised, that in spite of this work, there remained a gap in visitor/tourism marketing, the 
provision of collateral, and the promotion of visitor attractions, accommodation providers, 
and providing for cruise visits.  

14 The Committee was presented with possible options to remedy this gap: 

14.1 Do nothing, and let the visitor industry provide any desired promotion themselves; 

                                                      
2 Timaru District Council Meeting Agenda, 9 December 2008 
3 Timaru District Council Meeting Agenda, 28 April 2015, p. 105. 
4 Timaru District Council Meeting Minutes, 28 April 2015, p.3.  
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14.2 Employ an in-house resource to facilitate various elements of visitor promotion; or 

14.3 Council could contract Experience Mid-Canterbury (EMC), or another District Tourism 
Organisation, to provide coordinated visitor information and promotion for the Timaru 
District as envisaged in the Canterbury Regional Economic Development Strategy.  

15 The Committee resolved to enter into a five-year contract with EMC at a value of $100,000 
per annum.5 

2018 - 2020 

16 A workshop was held in April 2018 to seek clarity on Council’s aims for visitor promotions in 
the District. Councillors requested staff obtain advice from an independent visitor promotions 
expert in order to assess options for a strategic approach and service delivery models.6  

17 Visitor Solutions were commissioned to review the level and allocation of tourism funds in the 
District, the effectiveness and value for money of the existing service delivery, and to make 
recommendations on a potential new strategy for promoting the Timaru District. Visitor 
Solutions undertook a review of the District within the national tourism landscape including: 

17.1 A desk top review of the current tourism product in the region; 

17.2 Discussions with staff at ChristchurchNZ regarding Timaru’s position in the market and 
their activity to promote the whole Canterbury region; 

17.3 A review of the latest activity report from EMC; 

17.4 A collation of the latest tourism relating to New Zealand and the Timaru District; 

17.5 A two-day visit to the region to assess current and future potential opportunities;  

17.6 Discussions with the (then) Mayor and Chief Executive of the Timaru District Council and 
the Chief Executive of Aoraki Development to understand their vision and direction for 
the region. 

18 On 27 November 2018 the Community Development Committee considered a report from 
Visitor Solutions which included the following recommendations for Council’s future 
involvement in tourism and visitor promotions: 

18.1 Exit the contract for visitor services with EMC and repurpose the $100,000 budget; 

18.2 Continue working with ChristchurchNZ with existing budget to promote the region 
internationally as part of the wider Canterbury region; 

18.3 Create a new tourism and events strategy in line with the region’s strengths and 
priorities; 

18.4 Review the arrangement regarding the information centre in Timaru and explore 
options to have the service delivered more efficiently and effectively; 

18.5 Employ a full-time senior Tourism and Events Officer to focus on local coordination, 
content generation, domestic marketing, and event coordination and bidding; 

18.6 Seek a funding increase of $100,000 to bring the total budget close to $350,000 to 
enable the recommended actions to be implemented and delivered on, with a view to 
increasing this to $400,000 the following year. 

                                                      
5 Timaru District Policy and Development Committee, 20 September 2016, p.52. 
6 Timaru District Council Workshop Notes, 17 April 2018, p.3. 
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19 It was noted that the Committee was in favour of these recommendations and resolved the 
following: 

19.1 The Councillors agree on the future delivery of visitor promotions in the district including 
what is the focus in the short and medium term, being a digital approach to visitor and 
event promotion; 

19.2 That a funding request be recommended to the next budget round of either $350,000 
or $400,000 as recommended by Visitor Solutions; 

19.3 That the Chief Executive be given delegated authority to exit the current contract with 
Experience Mid Canterbury and move the delivery of visitor promotions in-house with 
the creation of 1.5 Full Time Equivalent staff. 

19.4 That the Group Manager Community Services be given delegated authority to exit the 
now expired 3 year contract with Te Ana (Ngai Tahu Maori Rock Art Trust) or extend it 
by mutual agreement for a further 6 months.7 

20 Following workshops in April 2019 hosted by Visitor Solutions and attended by Councillors, 
Council officers and key industry stakeholders, a Visitor Strategy was developed and later 
adopted by the Community Development Committee on 30 July 2019.8 The Strategy aims to 
improve leadership and collaboration within the tourism sector and focuses on targeting 
domestic visitors through improved digital marketing, particularly for local events.    

21 In line with the 27 November 2018 Committee resolution, a Visitor Promotions Specialist was 
appointed in July 2019 and charged with the delivery of the Visitor Strategy. The 
recommended increase to the tourism and visitor promotions budget was not implemented, 
and the budget remained at $230,000 for the 2019/20 year. Savings have been realised 
through repurposing the funding from EMC to the in-house delivery, and by renegotiating a 
more favourable contract for the delivery of visitor information services in Timaru.  

Timaru District Visitor Strategy (See attached) 

22 The Timaru District Visitor Strategy outlines the following objectives: 

22.1 Develop strong effective leadership that draws the different strands of the District’s 
tourism together to deliver greater prosperity for all. 

22.2 Improve collaboration across the Timaru District’s tourism (and hospitality) sector to 
fully unlock economic and social opportunities. 

22.3 Improve event opportunities and increase their economic benefit to the District. 

22.4 Increase the District’s domestic visitor numbers, bed nights and spend rates. 

22.5 Improve the quality of our main visitor hubs so that they deliver a better visitor 
experience and generate more revenue for the District.  

22.6 That visitors to the District receive the best quality experiences possible.  

23 A report prepared in November 2019 highlights the work completed or underway to achieve 
these objectives. Significant strategic actions achieved include: 

                                                      
7 Timaru District Community Development Committee Meeting Minutes, 27 November 2018, p.7. 
8 Timaru District Community Development Committee Meeting Minutes, 30 July 2019, p. 3. 
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23.1 The launch of a joint landing page welovetimaru.nz in collaboration with Aoraki 
Development; 

23.2 Increased event advertising through weekly summaries and paid campaigns on 
Facebook and Instagram; 

23.3 Website restructure and refresh; 

23.4 Supporting Caroline Bay Playground Upgrade Project Committee with communications 
and brand development; 

23.5 Engagement with Special Events Aoraki, PrimePort, Go Geraldine, Chamber of 
Commerce and Aoraki Development to initiate work on collaborative strategic actions.  

24 The Strategy recognises that tourism is a core element of economic development in the 
Timaru District. Domestic and international visitors spent over $225 million in the District in 
2019.9 This spend filters across the accommodation, food and beverage, transport, 
recreational, and general retail industries. 

Service Delivery 

25 Following the 2019 election, the new Council may wish to consider alternate options for the 
delivery of tourism and visitor promotions to maximise visitor potential, advance Council’s 
strategic initiatives and achieve synergies with other economic development work streams 
across the District.   

Other Council’s Approaches to Tourism and Visitor Promotions Service Delivery 

26 Like Timaru, other local authorities of similar size and market share of tourism have used a 
number of different models to deliver tourism services, with varying degrees of alignment 
with economic development services.10  

26.1 Whanganui District Council11 – Tourism services were provided in-house until 2014. 
Following a review of economic development and tourism services a CCO – Whanganui 
& Partners – was established. The governance structure for this CCO included three 
advisory boards – Visit, Business and Education Whanganui. A service delivery review 
was undertaken in 2016 and the advisory boards were disbanded, leaving one 
governance board for Whanganui & Partners.12 Wanganui District Council budgeted 
$464,000 to Whanganui & Partners for tourism and visitor services in the 2019/20 
Annual Plan.13  

26.2 Waipa District Council14 – Tourism services were provided by the Regional Tourism 
Organisation (RTO), Tourism Waikato, until it folded in 2006. Following this, tourism 
services were provided in-house, focussing largely on the provision of i-Site visitor 
centres, maintenance of visitor facilities and a small amount of event sponsorship. When 

                                                      
9 Infometrics, Timaru District Economic Profile, Total Tourism Expenditure 2019.  
10 Note: Timaru District’s estimated resident population (based on 2013 census data) as at June 30 2019 was 47,900. 
The total tourism spend in the Tourism District in 2019, as reported by the Ministry for Business, Innovation and 
Employment (MBIE), was $230 million.  
11 Whanganui District Council has a population of 47,300 (2019 estimates: 2013 census) and a total tourism spend of 
over $130 million (MBIE).   
12 Whanganui District Council Meeting Agenda, 5 December 2019, p. 16. 
13 The total operating budget for Whanganui & Partners in 2019/20 was $2,803,000 
14 Waipa District Council had a population of 56,200 (2019 estimates: 2013 census) and a total tourism spend of over 
$191 million in 2019 (MBIE).  
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the RTO, Hamilton and Waikato Tourism, was established in 2011 for the central 
Waikato area, Waipa entered a service delivery agreement for district promotion and 
tourism services. Waipa continues to fund two i-Site visitor centres through separate 
service delivery agreements. $150,000 was budgeted for the service delivery agreement 
with the RTO in 2019/20. Delivery of Waipa’s Economic Development Strategy is 
managed in-house. 

26.3 Marlborough District Council15 – Marlborough’s tourism services have been delivered by 
a CCO, Destination Marlborough, since 1997. $1,286,000 was budgeted for these 
services in 2019/20.16 Economic development services are delivered in-house and 
through funding provided to external organisations. The budget for these services was 
$1,286,000 in 2019/20. 

26.4 Ashburton District Council – Prior to 2013 Ashburton had a service delivery arrangement 
with Experience Mid Canterbury (EMC) for tourism and visitor services. As a result of a 
governance restructure in 2013 EMC became a CCO and has continued to deliver 
tourism services on behalf of Ashburton District Council, including the i-Site visitor 
centre located in Methven. The Ashburton i-Site was closed in 2017 following a review. 
As a result of a service delivery review in 2017 Ashburton’s economic development 
activity, previously delivered through the agency Grow Mid Canterbury, was bought in-
house. In the 2019/20 Annual Plan $441,000 was budgeted for tourism and $326,000 
for economic development.   

27 Assessing the benefits and success of the service delivery models of other councils has limited 
value. It is apparent that a large range of factors have led to the establishment of, and changes 
in delivery models, including the presence and strength of Regional Tourism Organisations, 
the district’s tourism market share, funding constraints and political machinations. 

Options and Preferred Option 

28 Council may wish to consider a number of options for the future delivery of tourism and visitor 
services for the Timaru District.  

29 In-house service delivery (status quo): This option would see Council continue to deliver 
tourism and visitor services by way of internal resourcing. As detailed above, in line with the 
recommendations of the review undertaken in 2018/19, Council ceased its contract with 
external providers EMC, and appointed a Visitor Promotions Specialist to deliver the strategic 
objectives of the Visitor Strategy. The resourcing for this delivery model is currently 1 FTE and 
has an operational budget of $230,000 (excluding salaries). 

30 In-house delivery helps to minimise overhead costs, ensures a high level of elected member 
oversight and helps maintain the alignment of tourism and visitor objectives with Council’s 
broader strategic aims and community outcomes. It also provides opportunities to  coordinate 
with complementary Council activities including Communications, Parks and Recreation, and 
to utilise Council facilities such as Caroline Bay, district libraries and swimming pools, Southern 
Trust Event Centre, Aigantighe Art Gallery and the South Canterbury Museum. 

                                                      
15 Marlborough District Council had a population of 49,200 (2019 estimates: 2013 census) and a total tourism spend of 
over $408 million in 2019 (MBIE). 
16 Marlborough has a targeted tourism rate with a budgeted revenue of $208,000 for 2019/20. The rate is charged 
against short term rental and commercial rental accommodation and properties used for tourism activities.  
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31 Maintaining the status quo also has financial benefits, avoiding any restructuring and 
establishment costs involved with other options.  

32 The cost of this option is estimated to be between $230,000 – the current budget, and 
$400,000 per annum– the increased budget recommended in the review undertaken by 
Visitor Solutions.  

33 Service delivery by existing Council Controlled Organisation (Aoraki Development): Under 
this option Council would enter into an arrangement with Aoraki Development (AD) for the 
delivery of tourism and visitor promotions services. This would allow Council’s involvement 
with these services to remain high level, providing long-term strategic direction for the District 
and the provision of core infrastructure and services to support economic development 
including tourism.   

34 AD is experienced and efficient in its delivery of economic development services. The industry 
networks and sector leadership established by AD could be effectively utilised to advance the 
actions and objectives of Council’s Visitor Strategy.  

35 As a general proposition CCOs like AD have the capability to be more nimble in their delivery 
of services. This can be beneficial, particularly for activities like tourism, where external 
influences can have a swift and large impact on the whole sector.  The narrow scope of 
activities undertaken by AD, compared with Council, means reduced pressure from competing 
priorities, ensuring a consistent focus on tourism and visitor promotions services within the 
framework of greater economic development.  

36 While this option would reduce elected member oversight of the tourism and visitor 
promotions activity this would be mitigated through the development of AD’s Statement of 
Intent and reporting frameworks. This governance mechanism currently works well for 
economic development services provided by AD.   

37 It is possible that because of AD’s well established focus on economic development, dating 
back to the removal of tourism and visitor promotions from this remit in 2015, that these 
activities may not receive the appropriate level of attention by the CCO. In the absence of a 
Statement of Intent including tourism and visitor promotion services there is also uncertainty 
about the cost of delivery. There is some risk of reduced levels of service due to AD not being 
able to deliver the same service for the same cost.  

38 A further change to the delivery of tourism and visitor promotions services by Council 
following the changes in 2019 may cause the tourism sector to perceive a lack of clarity and 
strategic direction by Council on the optimal service delivery model. AD’s close connections 
with the tourism sector would help mitigate this.  

39 There are implications for staff employment with this option which would need to be 
negotiated.  

40 While the cost of this option has not been fully examined at this point, it is likely AD would be 
able to provide the same levels of service for the same budget as is currently allocated by 
Council.  

41 Service delivery by an external party: This option could include service delivery by the 
Regional Tourism Operator, Christchurch & Canterbury Tourism. Council has a current service 
arrangement with Christchurch & Canterbury Tourism for the provision of international 
marketing. This arrangement could be extended to provide increased services. 
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42 This option may increase Timaru’s visibility as a destination to a wider international and 
regional audience. However, it is possible that the promotion of the Timaru District would be 
inferior to that provided for the wider Canterbury region and Christchurch in particular. Local 
networks and knowledge may not be as well utilised under this option.  

43 Service delivery by a new Council Controlled Organisation: This option would require the 
establishment of a new CCO. The main benefit of this option would be having an industry 
aligned organisation focused entirely on the delivery of Council’s tourism and visitor 
promotions objectives. However, it is likely that the costs of establishing a new CCO would 
outweigh the benefits realised through this service delivery model.   

44 Complete a full service delivery review of tourism and visitor services: This option would 
provide a more thorough assessment of the advantages and disadvantages of alternative 
service delivery models and could be completed as part of the development of the Long Term 
Plan 2021-31.   

Consultation 

45 No consultation has been undertaken on this proposal to change the tourism and visitor 
promotions service delivery model to date.  

46 Workshops were held with key tourism industry stakeholders as part of the development of 
the Timaru District Visitor Strategy in April 2019. 

47 Council may wish to consider further consultation with stakeholders should significant 
changes to the levels of service or the cost of delivery for tourism and visitor promotions be 
decided.  

Relevant Legislation, Council Policy and Plans 

48 Local Government Act, Section 17A, Delivery of Services: This section of the Act requires 
Council to review the cost effectiveness of current service delivery arrangements for meeting 
the needs of communities within its district for good-quality local infrastructure, local services 
and performance of regulatory functions. Reviews must be undertaken in conjunction with 
consideration for any significant change to relevant levels of service; within 2 years before the 
expiry of any contract or other binding agreement relating to the delivery of that 
infrastructure, service or regulatory function; and at such other times as the local authority 
considers desirable.  

49 A review under section 17A must consider options for the governance, funding and delivery 
of infrastructure, services and regulatory functions including, but not limited to, the following 
options: 

49.1 Responsibility for governance, funding and delivery is exercised by the local authority; 

49.2 Responsibility for governance and funding is exercised by the local authority, and 
responsibility for delivery is exercised by –  

49.2.1 A CCO of the local authority; 

49.2.2 A CCO in which the local authority is one of several shareholders; 

49.2.3 Another local authority; or 

49.2.4 Another person or agency. 
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49.3 Responsibility for governance and funding is delegated to a joint committee or other 
shared governance arrangement, and responsibility for delivery is exercised by an entity 
or person listed above.  

50 The requirements of section 17A of the Local Government Act have been met through the 
consideration of these alternative service delivery options.  

51 Timaru District Visitor Strategy: Detailed above. As a result of this discussion Council may wish 
to amend the Visitor Strategy to ensure it reflects any new service delivery model. 

Financial and Funding Implications 

52 Alternative funding options have not been fully considered in this report. It is envisaged that 
the budget for tourism and visitor promotions services would remain unchanged and the 
services however delivered will be done so, within the current budget.  

Attachments 

1. Timaru District Visitor Strategy - Adopted July 2019   
2. Timaru District Visitor Strategy - Implementation Plan    
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