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This update

• This update is a high-level summary of the outcomes of Phase 2 (April to end-June) of TIA’s 
National Tourism Plan (NTP) project and an introduction to the work being undertaken by the NTP 
project team during Phase 3 (July to September) of the project, which will culminate in the launch of 
the plan at the 2013 TIA Summit being held at in Wellington on 1 October

• What you will see in this document are the bones of a straw-man hypothesis created by the project 
team, which identifies what we think needs to happen for the tourism industry in NZ to trigger long-
term sustainable economic growth for itself and for our country’s economy 

• In other words, by the end of Phase 2, the project team had developed a theory about what is 
necessary. Phase 3 is about thoroughly investigating and testing that theory before settling on the 
final result. Now is a good time for the project team to receive constructive, incisive 
stakeholder feedback. We remain open to others influencing what our end result will look like

• We have adopted the title New Zealand Tourism 2025 Growth Framework for Phase 3. This is 
simply a working title reminding us that our overarching objective is to create something which 
triggers economic growth – improved yield, profitability and return on investment

• Within this Update, we have shortened the working title to ‘Growth Framework’ for ease of reference 

• This project is focused on economic growth for our industry, not about identifying and dealing with all 
the opportunities and challenges that exist or are emerging within NZ tourism

• This is a long-term project. What we produce on 1 October is simply the start. As in Australia (see 
slide 23), this is about starting to lay foundations. Success will only eventuate if the industry (private 
and public) commit to the long-game 
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Context for this project

• Despite the NZ tourism industry generating over $23bn in annual expenditure, over $9bn in export 
earnings, and (directly and indirectly) providing at least 180,000 jobs, there is no overarching 
cohesive strategic framework within which our industry operates

• Tourism New Zealand has an international-facing ‘destination NZ’ marketing strategy. The 
Government has its ‘Building Export Markets’ policy. Local authorities have their own individual 
tourism strategies, as do the private sector businesses 

• But there are gaping holes between these. There is no ‘glue’ holding all of this together, no agreed 
high-level sense of direction, no end-to-end connection between supply and demand

• Private and public sector leaders, making key decisions directly or indirectly of importance to 
tourism, are often doing so in (at least partial) isolation from each other and without a big picture to 
help guide them

• On the world stage, NZ is in a minority. We have identified and examined a large number of National 
Tourism Plans developed by other nations, many of whom are in direct competition with us. These 
are not just marketing plans. They are plans which look across the whole of tourism, supply and 
demand

• NZ is dropping off the pace. Our international performance in tourism over the last five years has 
been poor. The fact that we are currently observing improved arrival numbers and outlook should 
not lull us into a false sense of security. We need to act fast, decisively and cohesively
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What is a Growth Framework?

• It’s a high-level strategic document which aims to give NZ’s tourism industry an informed sense of 
direction. It will:

– detail what things are looking like on the international front, both now and into the next decade

– identify the key triggers for economic growth for the tourism industry and how those triggers should be worked on

– identify specific opportunities which have potential to generate significant economic growth

– suggest what our long-term aspiration goals should be 

– spell out how our industry should go about bringing this framework to life and how we will measure progress as we 
go

• It is unlikely to initially bring forward any magical solutions. Research indicates that the most 
immediate value can be gained by better aligning existing activities towards identified opportunities. 
Once strong cohesive foundations are in place, creativity and innovation will have a better platform 
to emerge from

• This is not about micro-management. We can’t compel any individual or business to support the 
plan. This Framework aims to provide for informed guidance and a success recipe for a very diverse 
industry 
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How this Growth Framework
is being developed

• This ‘national tourism plan’ concept was conceived at the 2012 TIA Summit

• Over the last 10 months, a wide range of tourism industry stakeholders has been consulted to 
ensure the project is being built and developed on solid foundation

• There is strong stakeholder support for a plan which the private sector takes ownership of and 
responsibility for, but which also recognises that public sector support is vital

• Early on, stakeholders endorsed the proposition that two key pillars underpinning the plan should be 
‘economic growth’ and ‘quality of visitor experience’

• The project team, having developed our ‘straw-man’ Growth Framework model as an output of 
Phase 2, is now carrying out detailed investigations and consultation to test and, where necessary, 
adjust that model into its final form

• The finalised Growth Framework will be formally launched to an audience of more than 300 industry 
leaders and stakeholders at the 2013 TIA Summit in October

• At the same time the project team will lay out the high-level bones of an implementation plan and a 
recommendation for the establishment of a mechanism, a team, to take ownership of and 
responsibility for leading the process of bringing this plan to life

Generate 
‘strawman’ 

hypotheses

Gather initial 
inputs 

Develop ‘Growth 
Framework’ Launch Implementation
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• The starting point for the development of the substantive plan was to take a close look at global 
tourism, to develop an informed understanding of the major forces shaping that worldwide market 
(see slide 7)

• The project team concluded that there are four major forces in play, one very positive for NZ (the 
rise of new markets in the Asia Pacific rim) but three which represent a big threat to us

• All of this led us to the unmistakable conclusion that we are now in an extremely intense competitive 
race for the global tourism dollar

• Within that global context, we then looked to see how well our industry is structured to work out how 
best to survive and prosper (see slide 8)

• Our conclusion was that, although we have many people and organisations doing great work, the 
structure within which we operate has gaping holes, preventing us from achieving what, if we are 
well organised, we are well capable of achieving

• One of the major gaps relates to our lack of a systematic, cohesive approach to the collection / 
creation, dissemination and use of top quality data and insights (tourism intelligence) to drive our 
key strategic decision-making processes

The Global Context:
is NZ best structured to succeed? 
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Major forces shaping 
global tourism market

• Rapid economic 
growth/growth of middle 
class globally, with the 
magnitude of Asian 
growth pulling the 
global centre of 
economic gravity 
towards Asia

• Asia/Pacific to deliver 
the highest outbound 
growth (5.0% CAGR to 
2030, for additional 
340m outbound visitors, 
over and above the 
200m in 2010)

• The rise of the Asian 
middle class is 
potentially the greatest 
economic 
shift/phenomenon 
of the first half of the 
millennium

Rise of the new  
outbound markets

Decreasing rate of growth in international arrivals

• Tourism has evolved into a global phenomenon (5% of global 
GDP; 1 in 12 jobs, major export sector)

• International arrivals increasing by over 40m a year to 2030 
(UNWTO base case is 1.8bn per annum by 2030, up from 
~1.0bn in 2012)

• Rate of growth of international arrivals slowing down (3.8% 
CAGR in 2011 to 2.5% CAGR by 2030) – as economies’ 
maturing reduces GDP growth and transport costs trend 
reverses from secular decline to secular growth

We are in an intensifying 
global race for tourism 

growth

Emergence and strong growth of new destinations

• Explosion of virtual and physical connectivity (eg, online 
capability; low cost carrier growth, etc) and travel liberalisation

• Emerging economies overtaking advanced economies as 
tourism destinations by 2015 

• Examples of audacious National Tourism Plans from emerging 
destination countries (eg, Philippines’ seeking to double arrivals 
to 10m in five years facilitated with an $8bn investment)

Both the advanced and 
emerging nations are gearing 
up to compete hard for the 
tourism dollar

• Coherent, well structured 
National Tourism Plans being 
rolled out by a range of 
destination countries 

• Advanced economies see 
tourism growth as one way out 
of the recession; Emerging 
economies seek ways to fuel 
additional growth

• Uniform common threads across 
these Plans: connectivity, 
facilitation; packaging; 
productivity

• Tough intent/strong aspiration 
coming through these Plans with 
even the most successful 
destinations wary of 
complacency (e.g. France)

• Almost all these Plans are public 
sector-led and aspire to greater 
private sector alignment/ 
collaboration   
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NZ situation contrasted against
the global context

Individual players 
doing a good job 
within existing 
framework

Existing 
framework leaves 
significant gaps

Insufficient data/ 
insight creates 
substantive 
‘blind spots’

Observations

• Excellent functional skills among 
larger companies and agencies 

• Smaller businesses possibly blind-
sided by the rate of change

• No agreed mechanism to:
‒ connect supply with demand end-

to-end (e.g. air connectivity; 
seasonality)

‒ shape new markets pre-and post-
entry (e.g. China issues)

‒ allocate priorities (e.g. 
established vs new markets; 
marketing vs facilitation)

• No meaningful translation of 
arrivals/spend into value/productivity

• Misguided appreciation of the 
sector’s productivity

• Domestic is a ‘white space’

Opportunities

• Strong skill/activity platform to build 
from

• Agreed common ‘story’ to drive clarity 
of purpose

• Substantive uplift in outcomes 
through organisation, without 
significant additional 
investment/activity

• Definitive, agreed understanding of 
productivity

• Meaningful translation of arrivals/ 
seasonality into value
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• At the conclusion of Phase 2 the project team designed a straw-man Growth Framework (see slide 
10)

• Within this model we have identified what we believe are the five major thrusts which, if working 
superbly well together in unison, will trigger strong sustainable long-term economic growth for our 
industry

• There is nothing magical or radically new about the straw-man we have proposed. The key thrusts 
we have chosen largely appear, in one form or another, in most of the ~30 national tourism plans of 
other countries that we have studied

• Looked at in isolation, none of the key thrusts, by themselves, will unlock the growth potential we 
are targeting

• But used intelligently and in harmony, with the industry fully understanding the inter-relationships 
and inter-dependencies within this ‘cycle of growth’, these key thrusts (with the three supporting 
areas integrated into this model) will enable our industry to successfully come to grips with the 
opportunities and challenges in front of us 

• Securing industry support for this model will be challenging

• Bring the model successfully to life will be even more challenging

• But rejecting this, in whatever form it finally takes on its 1 October launch date, is not an option 
unless the industry prefers to retain what has largely been a reactive, fragmented and poor-
performing approach to  the survival of our industry in a fast-changing tourism environment at home 
and abroad

Growth triggers
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Phase 2 straw-man Growth Framework

Outcome:
Monetising the 
seasonality 
improvement driven 
by ethnic mix/airline 
economics and 
proactively tackling 
seasonality using 
domestic/ 
Australasian tourism 
levers

Outcome:
Removing barriers, causes 
of dissatisfaction to support 
investments in air 
connectivity and packaging 
to drive referrals and 
repeat visitation

Outcome:
Achieving superior airline 
economics through linking 
demand with supply to 
deliver optimum load/yield 
mix

Training/skills/labour 

base

Insight and 

intelligence

Investment

facilitation

Outcome:
Proactively growing sustainable 
air connectivity with broader 
industry ‘skin in the game’

Supporting areas + +

Shifting the view of 
productivity from 
an outcome to 
an objective

Thrust:

Thrust:

Thrust:

Thrust: Thrust:

Moving 
sustainable air 
connectivity to 
industry-wide priority

Adopting a 
systematic approach 
to industry cohesion 

throughout the 
multi-year 

implementation 
journey 

Adopting a 
‘complete journey’ 
view of Visitor 
Experience, 
cascading down to 
visitor facilitation 

Taking a granular-
level approach to 
demand-side 
product 
packaging and 
delivery

Outcome:
Continuing to 
work together to 
implement, track 
and refine
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Rationale behind the thrusts

Moving 
sustainable air connectivity to 
industry-wide priority

Thrust

Taking a granular-level 
approach to demand-side 
product 
packaging and delivery

Adopting a ‘complete journey’ 
view of Visitor Experience, 
cascading down to visitor 
facilitation 

Shifting the view of 
productivity from an outcome 
to an objective

Why tackle it

• We are an island – without good air 
connectivity, growth cannot occur

• Opportunity to proactively grow 
emerging markets by 
creating/supporting superior airline 
economics

• Current measurement not 
actionable; few competitive/ 
comparative metrics

• Policy and investment not aligned 
(e.g. China FIT visas) 

• Misguided and under-informed, 
creates negative perceptions 
undermining the industry’s chances 
of success

Risks if we don’t

• Insufficient understanding and 
alignment between operators and 
aviation players; sub-optimal 
growth continues

• Organic development of markets, 
trailing the trend as a result

• No view on where to invest and 
how investments improve visitor 
experience outcomes

• Strong likelihood of areas 
significantly off-brand

• Status quo – ‘tourism is low 
productivity; why would anyone 
invest?’

Adopting a systematic 
approach to industry cohesion 
throughout the 
multi-year implementation 
journey 

• New, powerful leadership platform
• Massive value to be unlocked 

without additional investment 

• Past performance indicates future 
performance: insufficient growth; 
industry leaves value on the table

11



Rationale behind the supporting areas

Training/skills/labour base

Supporting area

• Superior skills and availability 
of sufficient labour force

• Skills and service ethos drive 
superior visitor experience

What we should ensure

• Vibrant economic growth in 
the sector attracts the best 
talent

Insight and intelligence • Data availability and, derived 
from the data, actionable 
insight to guide private and 
public sector decision-making

• Industry, public sector and the 
individual players have 
actionable insight at their 
fingertips/proactively 
communicated to them

Investment facilitation • Sufficient capacity to cater for 
peak demand 
(notwithstanding the fact we 
are seeking substantively 
smoother  demand; overall 
value will be driven in part by 
volume) 

• Sufficient certainty on the 
growth trajectory to enable 
significant additional 
investment in capacity at the 
requisite quality level

• Pragmatic public sector 
support/alignment 
substantively de-risks and/or 
powers up industry’s 
investments

What success looks like
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• NZ received 2.6m international visitors during YE July 2013. Close to 100% of them arrived on a 
plane. Roughly one-third arrived with Air NZ

• Through its history and ownership structure, Air NZ has a strong emotional as well as economic 
stake centred here. But that is not true of the other airlines servicing NZ. For them it is a simple case 
of economics driving their commitment. If the economics don’t stack up in comparison to other 
viable options, they will send their metal elsewhere

• NZ’s air connectivity over the last five years has been contracting, bucking the worldwide trend (see 
slide 14)

• Within our industry, it is not the airlines and airports that have most at stake. As the Air Asia X 
example shows (see slide 15), it is the whole NZ industry which stands to benefit or suffer most

• If NZ is to realise the potential that exists for us with both existing and new markets, our industry, as 
a whole, needs to make it a top priority to understand airline economics and to ensure that, end-to-
end (both public and private), our structures, our strategies and our products support sustainable air 
connectivity growth

• If the above proposition is agreed, it follows that producing, packaging and providing products 
through channels that support the consistent filling of all seating and fare classes within an aircraft 
must also become a top priority for our industry 

Air connectivity & product
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NZ air connectivity contracting while 
the world is growing

26,436
5,009

2,950 1,363
25,741

2008
actual

Airline
exits

New airline
 entries

Growth of
existing airline

 capacity

2012
actual

--18.9% +11.2% +5.2%

-0.7% CAGR

NZ air connectivity contracting

Available seats Auckland and Christchurch
Thousands 

-0.7%

4.5%

Auckland
and

Christchurch

The
world

NZ contracting while the 
world is growing

Available seats growth
CAGR
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Air Asia X exit hurt the industry
APPROXIMATIONS

Observations 
on Air Asia X

• We observe 
debate/ 
disparate 
opinions

• Facts are:

‒ Arrivals grew 
with AirAsia
X

‒ Exit hurt 
industry 
much more 
than airport

22,200

38,400

24,500

2010* 2011* 2012*

Air Asia X 
enters

Air Asia X 
exits

Malaysian passport holders arrivals to NZ

X 75 the 
airport 

revenue

Annual impact of exit

Value lost to 
Christchurch Airport

Profits: ~$140k

Revenues: ~$420k

Value lost to industry

Profits: ~$2.5m

Revenues: ~$32.2m

+73%
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• Many organisations within our industry are successfully delivering high quality visitor experiences

• We need to set ourselves the challenge of raising the bar consistently across the industry

• What is currently missing is a ‘complete journey’ view, which captures the whole chain of 
experiences a potential visitor is exposed to from the time s/he starts thinking about a visit through 
to when s/he is returns home. We need to develop a picture of that chain and an understanding of 
how each cog within that chain is performing

• In that context, visitor facilitation becomes vital. How can we identify and then smooth or remove 
facilitation blockages so these don’t become barriers but instead become positive visitation enablers

• An important part of being able to achieve huge improvement in the area of visitor facilitation is to 
develop more reliable, credible systems to obtain and analyse visitor feedback. Some of our current 
systems block us getting to the heart of what a visitor thinks of her/his experience, thus blocking us 
from learning how we can improve that experience

• It appears that our default position, within existing visitor satisfaction models, is to focus much more 
on satisfaction whereas our much bigger opportunity would be to focus on dissatisfaction to better 
inform our visitor experience insights and actions

• The project team is advocating that our industry takes a joined-up (private & public) end-to-end 
approach to resolving this

• Significant improvements in this area will support investment and activity within the ‘air connectivity’ 
and ‘product’ key thrust areas

Visitor experience

16



Visitor experience opportunity

Pockets of excellence, yet overall 
a fragmented view of Visitor 
Experience

• Air NZ elevating customer experience 
to the executive level

• Brand/style guide at Accor with deep 
feedback capability 

• Customer monitors at airports

• Visitor Experience Monitor in the 
process of being subsumed into the 
International Visitor Survey

• NZ Brand Story in final stages of 
development

• No end-to-end industry-wide mapping 
of visitor experience (hence 
opportunities are likely being missed)

Unique opportunity to 
ensure visitor 

experience is on-brand

• We know visitors to NZ are mostly satisfied – and 
measuring level of satisfaction is not actionable

• Measuring dis-satisfaction is actionable – enables 
assessment of the relative importance of actions and 
provides direct link between investment (in removing dis-
satisfaction) and value 

• Internationally comparative metrics are missing

Identifying and measuring sources of dis-satisfaction, 
including competitive metrics

Cascading down to visitor facilitation

• Another important aspect another way of looking at the 
visitor experience

• Much broader than just visas, to which the conversation 
defaults

• One way of looking at it is that facilitations addresses dis-
satisfaction by removing root causes

Opportunity to precipitate faster/earlier 
growth and to sustain at a higher level

Conceptual
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• ‘Tourism is low productivity’. The industry bristles when that is said but has done nothing to address 
the issue and to turn productivity, within the tourism context, into something that is clearly 
understood and seen as a positive opportunity rather than a negative challenge

• If the industry understands its own productivity, it will be much better positioned to use productivity 
as a player within a wider ‘economic growth’ model

• The project team will, at the 2013 TIA Summit, table the first tranche of what we advocate should 
become a significant investigation of tourism productivity

• We will also propose some solutions aimed at the industry lifting its productivity

• One area receiving considerable attention during Phase 3 is seasonality, and how an industry-wide 
approach to generating seasonality adjustments could ignite a significant lift (see slides 19 and 20)

Productivity
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Shifting ethnic mix has the potential
to reduce seasonality

INBOUND EXAMPLES ONLY 

• Different nationalities peak 
and shoulder at different 
times

• Adjusting the visitor mix has 
significant potential to 
‘smooth’ the demand

• Significant capital 
productivity upside available

0%

25%

50%

75%

100%

Jul Sept Nov Jan Mar May

Japan
winter

All inbound visitors

Chinese
New Year
& shoulder

India
shoulder

Visitor arrivals, July 2011 to June 2012
Percent of peak

Additional upside 
likely available in 
domestic tourism
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Summary of seasonality opportunities

How we think about it

• This is an outcome
• Visitor ethnic and value mix will be driven 

by airline economics

Change in the ethnic/value mix 
resulting from the growth in Asian 
middle class and governed by the 
airline economics

• This is an objective
• Short-haul (and in the context of domestic 

– driving market)
• Readily available
• $12m of the total RTO marketing funding 

allocated to these markets – anecdotally 
mostly in peak

Opportunity to proactively drive 
Australian arrivals in the shoulder 
and off-season

Opportunity to proactively drive 
domestic tourism in the shoulder 
and off- season

Three ways to 
improve 
seasonality

Driving domestic tourism also substitutes the finite 
disposable income pool from e.g. physical goods 

purchases to tourism services – thus improving the trade 
balance

Opportunity
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• Regardless of how effective the other parts of the proposed Growth Framework are, they will only 
work if the industry commits to a joined-up, systematic approach to implementation of this plan 
including further in-depth development of various strategic components

• The dairy industry has demonstrated the benefits of industry cohesion operating in a very volatile 
and fast-changing international environment (see slide 22)

• In this respect, the project team has learnt a lot from Australia’s Tourism 2020 model which is 
characterised by a strong, patient 4-5 year long focus on building the necessary foundations for 
growth before expecting tangible rewards (see slide 23)

• Following the 1 October launch, the industry needs to put in place a mechanism very soon 
thereafter that will drive implementation, bringing this plan to life

• Part of implementation will be a periodic (annual) process for assessing and communicating 
performance against the plan. Again, there is much to learn from Australia’s approach to this

A united industry influencing 
our own destiny
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Value of industry cohesion:
Dairy vs Meat

0

2

4

6

8

10

12

14

2000 2002 2004 2006 2008 2010 2012

• We use this 
primary 
sector 
analogy to 
demonstrate 
the power of 
industry 
cohesion

• Dairy –
cohesive; 
meat –
fragmented

• Tourism 
export growth 
rate 
consistent 
with 
fragmented 
industry

“We have such massive opportunity to export to China –

but so much of our land has been converted to dairy”

– Sir Graham Harrison, Sheep & Beef Industry Leader

CAGR

9.1%

3.4%

4.4%

International 
tourism*

Dairy

Meat
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Going forward

‘Our Plan has been designed for 

the long-term; we do not envisage 

a substantive review for a couple 

of years yet’

– Craig Davidson, 
GM Destination DevelopmentA 6-year period of 

harvesting growth

‘All the work so far has gone into 

laying the foundation and 

developing common language; the 

rewards are coming in future 

years’

– Craig Davidson, 
GM Destination Development

A 5-6 year 
foundation period

Tourism Australia example
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• We are aiming for economic growth

• Our goal must be aspirational, pushing us to strive to achieve much better results than we are at 
present

• It is about value. Visitor numbers are important but only because these are one part of the equation 
that leads to growth in value 

• To calculate our aspirational goal we have put multiple sources of information into the mix: 

– historical growth (0.8%)

– industry forecasts (Covec; NZIER) and global (UNWTO; Boeing)

– known aspirations (Building Export Markets; Auckland Airport’s Ambition 2020)

– the comparison with dairy, as the largest export sector (9.1% historical growth)

• For the purposes of the straw-man hypotheses created during Phase 2 we have taken the position 
that, if tourism is to be seen as a growth sector worth investing in, it should at least hold its share – a 
6% cumulative annual growth rate (CAGR) to 2025 (value or economic growth) 

• We have also identified that there is a  major opportunity to lift tourism’s productivity which, in turn, 
will add significantly to tourism’s value growth   

What are we aiming for?
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The 2025 audacious goal

UNWTO/Boeing 2030 forecasts

• Between 3.5m and 4.2m arrivals

Government’s agenda 

Building Export Markets

• Target: by 2025, exports as share 
of GDP to grow to 40% (from 30% 
today)

• To meet the target, the value of 
exports will need to double in real 
terms – a 6% CAGR for a $11.2bn 
value

Dairy growth 

rate over the 

last decade: 

9.1%

NZIER and Covec explicit forecasts 

to 2019 extrapolated

• Arrivals growth rate ranges from 
2.5% to 4.3%

• Extrapolated to 2025: between 
3.6m and 4.4m arrivals

Auckland Airport’s Ambition 2020 

aspiration for NZ extrapolated

• Aspirational growth based on 
stretch, but achievable 
assumptions

• 5.9% arrivals CAGR to 2020
• 5.6% CAGR value growth derived 

from the $9.7bn 2020 potential 
• Extrapolated to 2025: 5.3m arrivals 

and $11.1bn value

At least a 6% 

value growth 

CAGR

Note: deliberately export-focused; does not include 

domestic and productivity
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• 2025 is 12 years away so for stakeholders to have confidence in such a long-term strategy, we 
need to clearly see the pathway from 2013 to 2025

• We plan to adopt a ‘growth staircase’ approach, whereby we break down that 12 year period into 
a series of much shorter timeframes and then indicate how steps, some large and some quite 
small, can be taken, initially to create strong growth momentum, and later to get us to our 
ambitious 2025 goals 

• Setting ambitious targets is important but holding ourselves accountable for our performance will 
also be vital. Building off our staircase approach, these 2025 targets will be broken down into 
periodic interim targets

• Some of the specifics of this will emerge in the plan being launched on 1 October. Other 
components will be developed as that initial plan is further developed during implementation

26
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Growth staircase
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Launch at 2013 TIA Summit

• The end result of this NTP process will be launched at the 2013 TIA Summit being held at Te Papa 
on 1 October

• The package rolled out that day will include the plan, evidence to support the plan content, a high-
level implementation plan and a recommendation of the mechanism the industry should immediately 
put in place to drive the implementation

• For more information, visit 
www.tianz.org.nz/main/NZ-Tourism-2025-Growth-Framework
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