s

v

St
CAE e g
G

oA
o
e
Sl

L
M}mmmwm&».

,Wsﬁ?

,w.,\u R

e
AR
g
S

G

R
s
sl
ot
b

T
PR
i
G

&

o
o

L

K

Sonte

i
Laiy

Soaia
S
A
i

o~

o

e
o
-

.

o]

e

T
I )

25,

2
W}f’m’iw




Public Sector Disclaimer

The findings and opinions in this report are based on research undertaken by the
Merivale Trust Trading as Savagely Creative and iINTA Communications as
independent consultants, and do not purport to be those of the Department of
Environment and Conservation.
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Monkey Mia Business Plan 2011 - 2015

Introduction

Monkey Mia is one of Western Australia’s icon tourism experiences and has been since the
sealing of the road from Denham, to monkey Mia in 1989. Attracting around 100,000 visitors
a -F,—thg site’s main draw is the local population of Bottlenose Dolphiné\(Tursiops\
Cﬁ;}::‘? The dolphins have been coming into the shallows since the 1960%“{0—@‘(6 fish
ans, an interaction that began with the local fishers and is now managed by the
Department of Environment and Conservation (DEC).

DEC rangers provide a daily interpretive experience with up to three feeding sessions with
commentary about the dolphins, the research and the World Heritage Area. Despite
significant visitor numbers this experience remains relatively low key with visitors lining up

on the beach and jetty to hear about the dolphins and to watch a small number of them _
being hand fed. é/é e/@ﬂ% e o Tk /"LS
/

The experience has been in its current form since the late 1980’s with first Shire and then

oot DEC rangers managing the feeding of the dolphins. Proposed changes to the Monkey Mia
. Mf’*‘” Resort and the potential to double visitor numbers presents an urgent need to review the ¢
"4{/‘71‘0 ( commercial operations at the site and to prepare a business plan that will allow DEC to '

{ ' respond to the future needs of the dolphins andisitors 2 e
e;‘\ﬂa : _p ‘ p fvp’\ﬂ C_‘m.«p_@(g %7"; jm 7;)10"1_’ =<q  ob P72 (;,.70 s
S " This business plan has been commissioned by the Department of Environment and AT

ﬁﬁjuf Conservation (DEC) to guide their commercial operations at the Monkey Mia Conservation

Park. The plan has been developed in consultation with DEC regional and central
management teams, staff at the Monkey Mia site and selected stakeholders.

This business plan analyses the commercial operation at Monkey Mia and offers a range of
options to increase efficiency and improve the financial outcomes. These options take into
account the importance of ensuring dolphin welfare and the delivery of quality visitor
experiences and interpretation.

Scope of Works

DEC provided a consultancy brief that outlines specific areas that it would like addressed as
part of this project:

1. A comparison of entry fees to similar attractions at intrastate, interstate and )
selected international locations. A similar comparison of commission fees, :
services and functions. A similar comparison of wholesale to retail mark-up
rates. Recommendations for future fee schedules, commission rates and
retail mark-up percentages. Recommendations on alternative entry fee
collection options e.g. Via the Monkey Mia Dolphin Resort, self registration

2. Business plan covering all aspects of the operations, showing estimated
revenue and expenses for five years. Components of the plan should include
(but not be limited to):

(a) Recommendations for improving income generated from the souvenir
shop/booking office,

(b) Comparison between leasing the shop and other functions to a private
operator or DEC continuing to operate;

(c) Analysis of the functions of all staff (including volunteers) to gain the
best return on the commercial business and non commercial
management functions of the centre;



’ & Monkey Mia Business Plan 2011 - 2015

(d) Analysis of the time required of all staff (including volunteers) to
undertake the functions to gain the best return on the commercial
business and non-commercial management functions of the centre.
This analysis should examine the industrial agreements under which
staff are engaged:

(e) A recommended staff structure:
(f) SWOT analysis;

(9) Assessment of the current use of the conservation park grounds,
buildings and facilities (e.g. office, booking office/souvenir shop,
ampbhitheatre, interpretation hall, theatrette, fish room, lawn areas,
playgrounds, car parks). The assessment will include
recommendations for potential future use of those management areas
including the potential for research facilities and individual commercial
operators facilities being accommodated onsite and will also include
recommendations to improve visitor facilities (e.g. proposed
redevelopment of jetty in relation to dolphin viewing area);

(h) Review of the Service Agreement between DEC and the Monkey Mia
Dolphin Resort including compliance with the agreement, review of the
appropriateness of costs charged by the Monkey Mia Dolphin Resort
for services including sewerage and electricity and other options for
providing these services;

(i) Review of financial management arrangements and compliance with
DEC policy;

(i) Review of pricing of goods and services provided at the souvenir shop
and an assessment of pricing with regard to full cost recovery. This
could include incentives/rewards to staff linked to shop turnover. DEC
is currently reviewing its Merchandising Policy and Consultants should
acquaint themselves with the requirements.

Background

Between 1988 and 1995 the Shire of Shark Bay managed the dolphin interaction on
the Monkey Mia Reserve. By 1993 the Shire employed six full time rangers. In July
1995, following negotiations between the Shire and the Department of Conservation
and Land Management (CALM), the management of th mrinteraction was
passed to CALM. At that time CALM took over a l6w key tourism operation with some
significant dolphin welfare issues and a lack of emphasis on the scientific basis for

the management of the dolphins. B . T L

In 1996 a Deed of Agreement was established between C and the Shire, which
provided a framework for the management of Monkey Mia Reserve. This deed
presented considerable challenges to the CALM opefation including the fact th
reserve could not be managed under the CALM Act. In 1996 the Shire.rs

that CALM deve “EIans for a new visitor centre, which was opehing 2601 and

Azt )

at the
L »éjﬁ’_ gz T

cost aroung-$ with about 50% of the funding being provided through an
external grant—Atthe same time DEC reconstructed the car park at a cost of
$250,000. The running costs associated with the new visitor centre | 7
increase iy

overall expenditure, which by 2003 was estimated to 10 — 15%.
A




Monkey Mia Business Plan 2011 - 2015

Business Goals and Objectives

The goals and objectives for this plan have been developed in consultation with the
Department of Environment and Conservation (DEC).

Goal

To support and contribute to the conservation of the dolphins and other natural
values of the areas managed by the Shark Bay District through the provision of a
world-class interpretive and educational visitor experience.

Objective

To ensure that the Monkey Mia visitor centre provides a cost effective world-class
interpretative and educational experience to visitors based on the dolphins and the
values of the Shark Bay World Heritage Area.

The dolphin experience at Monkey Mia is one of the major economic drivers for this region.
Having said that there continues to exist some rivalry between Denham, the closest town,
and Monkey Mia.

A report from the Journal of Tourism Studies' estimated that the dolphin experience was (
“responsible” for between 5% and 11% of total income for the Gascoyne region. This

accounted for approximately between $4.2m and $8.8m. The Shark Bay region is a small

subset of this region and as such is likely to be even more reliant on the dolphin experience

for their economic wellbeing.

Business Environment

The Monkey Mia business environment is unique in a number of respects. From 1988 until
2007 the commercial operations were undertaken on the Monkey Mia Reserve which was
jointly vested in the Shire and DEC (then CALM). Until 1995 the Shire provided Rangers to
manage the dolphin interaction as at 1993 there were six full time rangers employed. In
1995 DEC took over the management of the dolphin interaction and commercial operation.

A Deed of Agreement was drawn up between DEC and the Shire which required DEC to
make regular paymentst&the Sgi}e as co;yensation for lost income from the dolphin
experience. -l s C_ ,;r"‘if;t, 24 T KT e ar egeer i
In addition DEC entered into a service agrde’e?ﬁ%ent ﬁh fﬁé"Resort for the provision of power, -
water and sewerage disposal, from the shared toilet facilities. These agreements exposed

DEC to a wide range of constraints including a restriction on the kinds of merchandise that

could be sold in the shop. These constraints had a real affect on the financial viability of the

operation. During much of the time between 1995 and 2007 the relationship between DEC

and the Shire and the Resort have been strained which has %ezated a very difficult situation

for staff on th€ ground at the site. /J'{n-i P i

The‘gaz@ﬁhe Conservation Park in 2007 includes all of the area where DEC activities

take place and has provided DEC with a greater degree of independence. Although the
eali e servatiorark; changes i

e continued validity

Shire w. -

/Q’ﬂa&L personnel at the Shire-have-lead-to-i in_this_relationship-
of the Deed of Agreement is being reviewed by the<
the significant changes in the vesting of the site and-f atiorof a number of new lots
and reserves that afford the Shire a range of commercial possibiljties.

' Regional Economic Dependence on Iconic Wildlife Tourism: Case Studies of Monkey Mia and Hervey Bay — N
Stoeckl, A. Smith, D. Newsome & D. Lee in The Journal of Tourism Studies Vol.16, No.1, May 2005
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The relationship with the Resotis also relatively stable although a recent sewerage spill har
caused some strain on the refationship. Aspen Parks, the Resort owners, have submitted
proposals to take over the commereiat-site and manage it as a tourism attraction. They are
proposingsignificant investment in infrastructure and a greater focus on research and
interpfetation. Part of the proposal is the development of significant research facilities that

| provide space for tﬁf’:manyresearchers to undertake their work and at the same time

provide an interpretive experience to the visitors. This proposal has been considered but
rejected at this stage due to a perceived lack of robust business planning.

Legal Issues

The Monkey Mia Conservation Park is managed under the CALM Act and CALM
Regulations. This allows DEC staff to collect fees, manage tour operators and manage
visitors.

DEC has a service agreement with the res provision of power, water and

sewerage. This agreement provides$ee for service of around $40,000 per annum. The .

reliance on the resort for these essehti i create some tension and in the past ¥ i

threats have been made to cut power when DEC was seen to be doing anything the resort o Wy
id not agree with, such as selling T-shirts. Whilst this behaviour is against the Trade

égctices Act it does not preclude the resort from making threats.

/{7’& <.
Business Location

Location

Monkey Mia is located on the eastern shore or
north of Perth. The site is 25km from Denh , the nearest town and sits within the Shark
Bay World Heritage Area (WHA). The sit eing examined is the Monkey Mia Conservation
Park, which was gazetted in 2007. Priof to this date it was part of Monkey Mia Reserve
(1686), a 456 hectare reserve thatwWas jointly vested with the Shire of Shark Bay and the
Chief Executive of the Department of Conservation and Land Management (CALM). It also
adjoins the Shark Bay Marine Park

e Peron Peninsula 856km (9 hours drive)

History

The Monkey Mia Reserve was gazetted in the 1890's for “Government Requirements”
following a request from a Pearler to depasture sheep.? After this it was used as a base for
the pearling and fishing industries. In 1890 Monkey Mia was reported to have a population of
135.> Monkey Mia became a popular fishing and camping spot and the dolphins have been
coming into the shallows since the 1960's. In 1975 a caravan park was established and the
area continued to grow in popularity as a tourism destination. Visitor numbers remained
relatively low due to the unsealed access road. A visitor centre was constructed in 1985 to
provide information to visitors.

A special State Government grant was provided in 1988 to develop roads, car parks toilets
and landscaping. In October 1988 the Monkey Mia Reserve (1686 Lots was jointly vested
with the Shire of Shark Bay and the Executive Director of the Department of Conservation
and Land Management for the purpose of recreation. The adjacent caravan park reserve
was vested with the Shire of Shark Bay. In 1989 the road between Denham and Monkey
Mia was sealed, this had an immediate effect on visitor numbers. In 1985-86 it is estimated

2 Monkey Mia Reserve Draft Management Plan (1993) Department of Conservation and Land Management
® West Australian 27.12.1890 reported in Monkey Mia Reserve Draft Management Plan (1993) Department of
Conservation and Land Management
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that around 38,000 visitors went to Monkey Mia, in 1989 that number was 114,000 and in
1990 it was 102,000.*

A Deed was drawn up between the Shire and CALM and a Management Committee was
established with an independent chair, filled by the Gascoyne Development Commission.
The relationship with the Shire was difficult and generally antagonistic, as was the
relationship with the Resort 0.the Denham business community. These poor

relationships le Verwfgfglﬁgﬁ&y staﬁg%gﬁy Mia and in Denham.
The joint m Mments were a major constraint to the management of the site
and in 7 Cabinet agreed to a number of changes including the excision of an area from
witht joi serve to be vested in the Conservation Commission. The Shire vehemently
pposed this move and it took until 2007 for the reserve to be gazetted as a Conservation

Park. - -ﬁ /,74':722
N
o’ T .

Business Premises j”r:_,
The Conservation Park abuts the Shark Bay Marine Park and is located within Shark Bay

World Heritage Area. It is adjacent to Reserve 40727, Lot 67 a 3.75 hectare C Class
reserve managed by the Shire for the purpose of “Caravan Park, Chalets and Camping.
This is now the Monkey Mia Resort owned by Aspen Parks, a major player in the Western
Australian tourism sector which also owns accommodation sites in a number of the iconic
tourism locations across the state.

The DEC operation consists of Dolphin Interaction Area (DIA), which imﬁﬁ
boating, swimming, and interaction with the dolphins outside the set feed-ti —Also within
the complex is a visitor centre, which houses an interpretive display, shop, theatrette, and

~fish-preparation room. This building was architecturally designed and opened in 2001.
Unfortunately the building has proved to be relatively difficult to maintain due to roof and
window heights and a range of design features meant to create cross ventilation but which
lead to sand ingress and the need to modify the building. The interpretation is now in need
of a refresh and review taking into consideration new ways of engaging the public.

In addition to the visitor centre there is a significant amount of parking at the back of the
centre. Fees are collected at the gate via tollbooth, which is manned for most of the day.
Fees are payable by all visitors to the site including Resort guests, this has lead to some
conflicts with visitors who feel aggrieved that they have to pay additional fees on top of their
accommodation costs.

DEC also has an office at the site, which houses the staff that works on the site. This

building was the old visitor centre and provides office accommodation, storage and staff

areas. There is also a toilet block fg?[ day visitors, which is also used by resort guests.
—eet A

The resort currently sleeps around 600 guests. Aspen Parks has approval to extend the
resort onto a piece of land adjacent to the current resort. This expansion could potentially
double the number of guests accommodated at the resort and could have a significant
impact on the quality of the experience provided at Monkey Mia.

W < Ao s B AT~ oA Py Ay -
. v
Risk Management

There are a number of risk issues that need to be taken into consideration with regard to the
Monkey Mia site. @é most important ones have been listed below:

e The Dolphins )

4 Monkey Mia Reserve Draft Management Plan (1993) Department of Conservation and Land Management

10
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EPeen™
The-whate Monkey Mia experience revolves around the continued appearance of the five
dolphins that are being regularly fed. Should the dolphins decide not to come in for a
prolorged period of time or should they die for some reason theré would be experience
d the impact would be catastrophic. Sl AT

-+ The continued sustainable management of the experience is imperative to the ongoing
¢/ health of the dolphins and the continuation of the experience.

® Water Pollution

g )

‘("/, i There is a high likelihood that the water in front of the resort or adjacent to the jetty could
become contaminated. In early 2010 there was a significant sewerage spill into the water in
front of the resort. Whilst this was dealt with relatively quickly it highlights the potential
dangers and the need for strong safeguards against future spills. This will require a joint
approach from the Resort and DEC. o7 a S 7 o .

A number of commercial tour opera peaerors launch and dock boats
from the boat ramp, finger jetty &fd main commetaial jetty. There is a significant amount of

igh liketihood of fuetspills. The contamination of the water could lead to

he detphins with%astrophic consequences.
e I ot e ;
( It should be noted that both the commercial operators‘gnd the Resort have a vested interest

in the continued health and well being of the dolphins, without them their businesses would

: shyggée—te:aemmn viable. Having said that some of the other boat users have less at stake.
e (%
< ® Decline in the Qua/ljt) of Experience
£

&;'C""‘/’v-—\ e (i i
There arew the experience on the beach is severely impacted by the number of
visitors. During the busy school holiday there can be up to 600 people on the beach for the
firstfeed, in this case the quality of the experience is severely diminished. The expansion of Ak
the resort could have a significant impact on the experience ll—lead—te—ttmnaegjgy—t;e o
stricter management of the experience, potentially by is@%ﬁzﬁmﬂﬂ@e s. ltis w,»7
inevitable that as numbers grow the experience will change—Fai or this change i
could lead to catastrophic consequences as people would no longer make the effort to travel
all the way to Monkey Mia as other experiences can be found closer to Perth. U .

A =
® Competition (/Oﬁ\ T ' <

27 ,
The Monkey Mia dolphin experience has been going since the 1970's and continues to draw /’/d”:/‘;?"\
significant numbers of visitors. Its original attraction was the wildness of the experience and
its uniqueness. Over the years other experiences have been developed in locations closer
( to the main population centre of Perth. The Bunbury, Rockingham and Mandurah
experiences all provide a personal experience with dolphins without the need for a long
journey. Whilst these are not feeding experiences both Bunbury and Rockingham provide in
water, swim experience that is not offered at Morfﬁey Mia. The increased cost of travel
including fuel, accommodation and food and beverage costs could act as a deterrent to

travelling to Monkey Mia. % 6’7 //Z,‘\ 7 o AIEIE /,z%/,

$7%
The Markgt/ 5 ke

Monkey Mia-sites within the Australia’s Coral Coast Regional Tourism Organisation area.
This region includes a significant proportion of the West coast and is roughly broken into five
key regions: Ningaloo Reef, Shark Bay, Kalbarri, Geraldton and Cervantes/Jurien Bay.
These regions contain many of Western Australia’s iconic experiences including the

- Pinnascles, the Mid West Wildflowers, Kalbarri National Park, Monkey Mia, Coral Bay,
w‘. and the Ningaloo Reef.

The region is a popular destination for intrastate travel and includes some of Western
/\l@ Australia’s most popular family holiday destinations. Monkey Mia is viewed as being a

veTon. R T
11
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mature destination within this region and the Tourism Destination Priority” report suggested
that it was now in need of rejuvenation. Having said that there were no priority actions
linked to the rejuvenation of the Monkey Mia dolphin experience.

The tourism figures published for the Shire of Shark Bay® suggest that the Shire attracts
around 98,500 visitors with 60,000 of those being domestic and 38,500 being international.
If that it the case it would follow that 100% of intgirjiat_ioﬂa_l_\ﬁ_silqrs_ame_lhere to visit Monkey
Mia. Figures at this level need to be treated with some caution due to very small sample

sizes used. ,é/é’m oy

The averagé length of stay is 4.6 nights for domestic visitors and 2.4 nights for international
visitors? In terms of purpose of travel; 81% of domestic visitors and 99% of international
visitors travelling for holiday or leisure purposes. For international visitors accommodation
types are fairly evenly split between caravan (38%@6@, resort, motel, motor inn (30%)
and backpacker/hostel (29%). A high proportion of domestic visitors are male (56%) whilst
international visitors are 47% male and 53% female. A large proportion of domestic visitors
are aged between 25 -44 (38%) and 45-64 (32%). For international visitors 44% are 25-44
and 27% are 45-64. The majority of intemational visitors are either travelling alone (46%) or
in a couple (38%).”

The market for Monkey Mia is mixed with a broad cross section of the Western Australian (_
visitor groups. Data on visitor characteristics is limited but from the figures available it

seems that almost 50% of visitors are international followed by Western Australians and

interstate visitors.

Until 1988 visitor numbers were relatively low but the sealing of the road led to a significant
increase and the need for additional facilities and infrastructure to be put in place to cater for
their needs.

There was some suggestion in the 2005 study of Monkey @ga/t’hat the experience at
Monkey Mia was declining in popularity. However figures for 2007 — 2009 are all over
100,000 with 2008 having the highest visitation on record. This may be linked to the global
economic crisis, which seemed to result in many people remaining at home for their holidays
that year. The figures for intrastate visitors in 2008 and 2009 seem to support the growth in
holidaying at home despite the growth in international travel by Western Australians.
Conditions in the European generating markets have continued to deteriorate since then and
the figures for 2010/11 will provide and’indication of how this has affected the site. Numbers
however seem to have remained relatively steady. Appendix Two shows a breakdown of
visitor numbers from 1987 and a graph showing combined visitation to the site.

It has been suggested that a large number of visitors to Monkey Mia are first time visitors
and that there is a relatively low number of repeat visitors.
/n/V i

L T

N -
The Experience ﬂéﬁﬂjéﬂiﬁy,@f&%
v g B
Current Situation / = /é’ﬂ%’”/

The Experience being offered is unique and authentic. The central experience is the daily
hand feeding of the dolphins that live within the Shark Bay area. A small number of dolphins

® Tourism WA (2010) Australia’s Coral Coast Tourism Development Priorities 2010-2015
® Tourism WWA (2010) Shire of Shark Bay Overnight Visitor Fact Sheet Years Ending December 2007/08/09

7 Tourism WWA (2010) Shire of Shark Bay Overnight Visitor Fact Sheet Years Ending December 2007/08/09
8 Regional Economic Dependence on Iconic Wildlife Tourism: Case Studies of Monkey Mia and Hervey Bay — N
Stoeckl, A. Smith, D. Newsome & D. Lee in The Journal of Tourism Studies Vol.16, No.1, May 2005
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come into the beach and are fed. Dolphins have been coming into the beach since the
1960'5:;3”9%,Eh %ﬁ@g&ry of the road from Denham the visitor numbers grew.

Visitors stand on the shoreline and a small number are picked to hand feed the dolphins.
The DEC rangers provide a commentary mainly focused on the dolphins, they also spend
much of their time managing visitors and maintaining the welfare of the dolphins. There are

usually three feeds in the morning between 8.30 and 12.00‘‘39F9€*’3‘314'*39—EMJho\‘l\féﬂﬂnﬁ13
~dolphins-come in. The dolphins seem to be very regular and generally visitors do ge

U,

e

opportunity to experience them... /\';;j/i/
The rangers’ commentary is centred mainly on the dolphins with some inclusion of o Ao
information gathered from the significant number of researchers operating in the areg. Little ».. :
or nothing is included relating to the World Heritage Area or promoting other activities in the feflere )
area, although tours are sold through the visitor centre. JOnce the morning feed is over ’
Tangers have a range of duties including the gate, shop and other duties linked to water

quality and other data collection. No other face-to-face interpretation g?poﬁunities are

usual!;_/ provided gﬁo%hﬁ/&rpe school holiday activities are offered. ,é?a% /ﬁﬁf/,?;d _ /175,&{
The visitor centre has an interpretation display offering information about the dolphins, the v gl

Aboriginal people in the region, the World Heritage Area and provides a range @?
When the interpretation centre was initially developed there were a number of i ive”
multi media exhibits, these have since been removed as they were found to be unreliable.
The interpretation is now over ten years old and very static and in need of some
refreshment. Some of the exhibits have become q@éttyand generally speaking visitors
are not drawn to experience it.

In the same building as interpretatiog: ceﬁtre? there is a theatrette which is used daily to show
a range of DVDs. When the centre eloped initially the projection system required a
darkened room. This equipment has since been changed and a standard flat screen
television is now being used. This new equipment can be used without the need for
blackout curtains, which now presents the possibility of moving the theatrette to a different
location within the complex. e e ;/

Within the gomplek there is a also a small shop selling a“range of souvenirs, collectible items
and clothing- shop is positioned at the back of the building away from the beach and
anecdotal evidence suggests that many visitors do not notice it on their way into the
complex. Itis a recommendation of this report that DEC considers moving the shop to a
location closer to the beach. Moving the shop to the theatrette location will provide the
ability to open up the doors between the interpretation centre and the shop and potentially
increase traffic to both and thereby increase revenue.

Moving the theatrette to the current shop location will provide a range of opportunities to
offer additional interpretive experiences including ranger and researcher talks. The
television can be used to project PowerPoint slides so no additional equipment would have
to be purchased to offer this additional attraction.

Experience Assessment

A detailed assessment of the experience at Monkey Mia has been undertaken. This
assessment has used the Tourism Experience Assessment Matrix (TEAM), which looks
at eight variables that make up an experience: Invitation, Welcome, Orientation, Comfort,
Communication, Sensation, Evaluation and the Finale. These variables are explained below
and a broad summary is provided. The full matrix can be found at Appendix Three.

Invitation

The invitation phase begins when someone decides to visit a location and ends at the car
park of the attraction. This includes promotional information, web sites, and the word of
mouth promotion relating to the site. This also includes the brand reputation of the site.

13




Monkey Mia Business Plan 2011 - 2015

Monkey Mia has a strong reputatiopn the international market and Tourism WA and
Tourism Australia have undertaken significant promotion. One of the key points to make
with regard to the invitation forthis site is that DEC, as the product owner undertakes no
promotion of this site. Theiwebsite is very corporate and focused on information about the
site as a Conservation Park rather than promotional activity. Most of the prom ipn of the
site is undertaken by third party organisations including four o?erat\ors, Aspen%?ks and

Australia’s Coral Coast. e’ by Bl | g v B

The signage leading up to the site needs to be reviewed. There appears tob€ only one sign
promoting the need to pay an entry fee and this is about 20km away ngaf Denham. The
result of this is that many people miss the sign art <Everson on the gate are often faced with
disgruntled visitors. This situation is made worse by the fact that the Resort promotes the
dolphin experience as a free attraction, which leads to its visitors being particularly unhappy

about having to pay. /%om SV

The circulation at the gate is also difficult with early morning traffic queues‘as people try to
get into the site in time for the first dolphin feed. The gate is-pet manned first thing in the
L morning and this means that guests have to complete a self-registration form, which seemed
M 4 l\ to cause some confusion for visitors and frustration for those that had little or no intention of
,‘V(a— paying. Manning the gate earlier may alleviate some of the congestion early in the morning. (

Se(b Welcome

- -ﬂ:!’.‘-:‘ !
Images: Visitors completing registration, instructions for entry fee, Notice to pay
© 2010 Savagely Creative

Depending on when a visitor arrives the welcome will vary. If they arrive in time for the first
feed they are likely to be greeted with a queue, a makeshift sign informing them that they
have to pay and a large number of people hurrying to get to the beach.

Later in the day there is often someone on the gate who will greet the visitor and inform
them about the park entry fee. International visitors seem to be comfortable with this fee
however, Australian visitors and those staying at the resort are less happy to pay. This
could lead to the first experience of a DEC staff member being quite negative, through no
fault of the staff member.

Once guests have found their car park and made their way through the visitor centre to the
beach they are then greeted by staff trying to keep them off the beach. This was the case
during the consultants’ visit but | understand that this was due to the birth of a new calf and
the need to strictly manage the interaction. There is little or no engagement with the visitor
until the feeding begins and even then much of the ranger’s time is spent trying to control
what can sometimes be a very large crowd. Vi i ]

A better format would be to gather visitors in the amphitheatre before the first feed so that
the interpretation experience can begin there. This would give the rangers the opportunity to
explain what the visitors should expect, clarify the rules relating to conduct at the feed and to

o e e syl .
% o e 7o gy 1 3
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start the interpretation experience. Waiting until visitors are on the beach and often in 5]
water means that much of the beginning of the talk focuses on getting people ©

atef, a poor experience for both the staff and the visitor. Managing the experience in this
way may also assist in reducing large numbers at the first feed during the peak season.
Staff spoke of up to 600 people being on the beach occasionally and regularly over 300
visitors. The result of these huge numbers is a poor experience for the people, the ranger
and the dolphins. The expansion of the Resort could mean that these large numbers of
visiters'could become a more regular fsature at the site.

\—'_ﬂfzf, G & 2=l ' 6,((3)/{,'3 @[ 7{’.;&(

Orientation
Cotnoef  I2C

% 5
>

Images: Entry Signage, walkway entrance, interpretation centre
© 2010 Savagely Creative

There are some signs on the road leading into the site and some signage leading visitors
through the site although there was some concern from staff that the layout of the car park
was not optimal. Whilst there is no information on where visitors should go for the dolphin
experience it was fairly obvious where to go, as the sea is clearly visible from the car park.
Signage at the interpretation centre seems to have faded over the years and is in need of
refreshing. Whilst some visitors did find their way to the interpretation centre and shop,many
left the site via the resort so never had the chance to engage with the interpretation o’

« = D
purchase mercgjr{l‘cﬂs a\t{@op%\) A po a7 AT & e ﬁc}ﬂ_.
In most cases & visitor\attraction has what can be called a decompression zone. This is the

area between the car park and the point where the visitor starts to slow down and take

notice of their surroundings: visitors are in the decompression zone they see nothing.
At Monkey Mia pretty much the whole of the boardwalk from the car park to the beach is the
decompression zone. The signs at the car park end are invisible to the visitor as is the shop,
they only start to register things as they move past the theatrette. With this in mind it is
recommended that all orientation signage be placed at the beach end of the boardwalk and
should provide a mud map of the site and an introduction to the dolphin experience. This
will also provide an introduction to the experience. +

~ % Okt jer Gl

Comfort

Images: Beach experience, Jetty Overflow, Dolphin Feed
© 2010 Savagely Creative
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EQ.
One of the main attractions of this expe% is the fact that it is still relatively unmanaged,
unlike Tangalooma or Penguin Parade! This is possible because the visitor numbers are still
relatively small. Visitors line up along the shore and wait for the dolphins to come in, a small
number of visitors are then invited to come forward and feed the dolphins.

&J\( {E/ﬂaany people like the relative freedom and close proximity to the dolphins this does present
an issue for many of the visitors. Especially during the morning feed thé crowd is often so
big that anyone other than those in the front row cannot see the dolgfhins and the line curves

at the ends as people try to see around each other. This leads to the rangers instructing
people to getoutofthe-water, something that can affect the enjoyment of the visitors, no

one likes to be told off. (ﬂo% Ll il

Many visitors resort to moving up onto the jetty for a better view and in some cases quite
large numbers of visitors carbe foundsthere. The jetty is for commercial use and large
numbers of visitors on the_jetty can-hamper boat operators in their preparations for the

-mermrgguﬁﬁ' this can lead to conflict and again can impact on visitor enjoyment.
ot il st A i , . :
Thére is also little or no ‘'shade at the site, which leads to people being exposed to full sun for
a number of hours in some cases. With many of the visitors coming from overseas this is a
dangerous scenario since many of them are unused to the intensity if the Australian sun and é
\/\/ can become very badly sunburned. There is also very little seating available at the site and C
. whilst those who are mobility impaired can go onto the jetty it is almost impossible for them
%a‘/t /1" to have a beach experience.

Images: Pre Briefing Gathering, Between Feeds, beach shelter
© 2010 Savagely Creative

It is recommended that visitors be briefed in the amphitheatre before they go to the beach.
~ This will reduce the amount of time they will need to spend on the beach and will also allow
/ rangers to explain the rules relating to entering the water and reduce the need to chastise

4 visitors on the beach. T hel Id and do not provide sufficient shelter for the lar ™
p@" @_f; numbers of people who wait between feeds, ers should be developed. The W/
[J’//M / purchase-of a-small number of beact wheelchairs-should-be-investigatedto %ovide a better

experience for mobility impaired visitors. /

‘ Communication e w T

!0 [_}‘., Communication looks at a range of things including the key messages being communicated,
' 4 written and verbal communication, signs, languages and even the tone of voice used to %
(S X psr=

¢

communicate. ) ,
, ‘ Cpe e P e <
™ The main experience at Monkey Mia is interpretation, without it there would be no— P A
HJJJ/ experience. Rangers give a commentary on the dolphin interaction and there is also a static ~ —y»= <

) display with panels, props and some audiovisual.
o
P4

Having said that there was no clear message included in the interpretation and rangers were
unaware of thetheme of the interpretation. Most of the rangers had not received any
training in interpretive techniques and many had learned what they know from people who
had been presenting for some time.
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v

Most of the rangers saw the dolphins as being the only thing to discuss and felt that the

World Heritage Area status of the region was not relevant and did not include it in their
presentations. Beyond the moming interaction there was little offered to visitors to engage
them in the site, research, and other experiences at Monkey Mia and in the broader region.

A great opportunity exists to enhance the visitor experience and encourage visitors to

explore other sites & attractions around the region by creating other interpretive experiences
such as guided walks, ranger talks about other topics and involvement of the numerous
researchers that study the area. v Pkl & £ 8 TN crned

Ranger training is important and the-proposed-structure would ensure that rangers with a
responsibility for interpretation would be freed up to provide other activities. These could be
provided for free or at a fee. P AT e *{;ﬂ"”w’}’

Written communication varies around the site. There weTe a number of hand written signs/ il
mainly linked to regulation and there was a need for more warning for visitors about the

applicable fees at the site. Rangers also have to deal with irate visitors who have been led

to believe that the experience is free and are then confronted with the reality of the entry fee.

Training in customer service and dealing with conflict is important for staff confidence as well

as ensuring the best customer experience possible.

Sensation ({?MZ&}

For an experience to be truly memorable it must stimulate each of the five senses. Most of
the senses are engaged in some way but there is considerable scope for enhancement in
some areas.

Evaluation

Some evaluation of the experience has been undertaken through a range of visitor studies.
Rangers also have the opportunity to speak to visitors at a number of times throughout their
visit to Monkey Mia. With the expansion of the resort there is likely to be a continued impact
on the quality of the experience due to increasing visitor numbers and overcrowding on the
beach. Some thought needs to be given to how DEC will continue to monitor the experience
and make changes to improve it. 7

The current trend in visitor attractions is the development of a two way dialogue with the
visitor and creating an ongoing relationship. This increases the ability to create advocates
who will continue to support the experience. The Resort has a Facebook site and uses Trip
Adviglgr‘;//DEC however does not have the ability to create a relationship with the visitor once
they e left the area. A review of the website and the ability to create some kind of two
way dialogue would assist in receivingfeedback about the experience and reviewing
customer satisfaction in between formal visitor satisfaction survey exercises.

Finale s / (. i \%/7‘6 élb' c{S :

The finale refers to the ta]gs that visitors take away from the site with them, the memories,
images, connections and ef-course souvenirs. DEC has a number of excellent retail outlets
at other sites, particularly the Valley of the Giants and the Pinnacles, both of which receive
significant visitor numbers.

The provision of merchandise that can remind the visitor of their experience and is likely to
be kept is important. Having high quality merchandise, that reflects the site and gives
visitors a deeper understanding of the place is important for promoting messages as well.
Little@ht and Lgcal souvenirs can be used to tell the story of local artists and
manutacturers and create a stronger connection to the place. Small souvenirs are also
easier for international visitors especially to transport. It is also important to have a point of
difference from other commercial operationg’; articularly the resort to ensure there is limited
direct competition. An example is an on-finegrferchandisfng facility for pre or later purchasing

with post shipping partnerships
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SWOT Analysis

Through site yi§its and consultation with the project management team an analysis of the
Strengths, Weaknesses, Opportunities and Threats as they relate to the Monkey Mia
operation.’ These have been broken into topic areas for ease of analysis. A summary of the
SWOT Analysis is provided below with the full detail being available at Appendix Four.

fis - LN e
Strengths ﬁoﬁ"’ e
Overall the Monkey Mia visitor centre strengths are its staff and volunteers who are very
passionate about the work they do. The location of the visitor centre and the infrastructure is
very good. Monkey Mia is very well known locally, nationally and internationally as an ideal
place to go to see dolphins in the wild.

Weaknesses

There were a number of weaknesses that were identified however one of the main issues
was identified during the discussions with visitor centre staff. It became very apparent that
there were a number of issues relating to roles, rosters and wages and also the need for
training. There are a number of job functions that they are expected to undertake but they
have not received any training for these roles they are required to undertake. Although the
infrastructure is very good there are number of areas that are under utilized, for example
there could be better use of the”Amphitheatre, the theatrette, shop location is not in the most
visible location and the signage ould be improved. It was observed that the current
interpretation could benefit from being refreshed, as it is not current and appealing to
visitors. The dolphin experience and or interaction is at risk of diminishing due to
overcrowding.

Opportunities

There were a number of opportunities identified by the project team and they are identified in
this report. To enable the Monkey Via visitor centre to be self-sufficient and remain a
premier destination it is imperative that the weaknesses are alleviated and the threats
minimised. To do that, staff should be fit for their role and training provided for those who
need it in interpretation, retail management, customer service, and crowd control. Greater
efficiency in the management of the shop can be achieved, through better stock analysis
and improved buying policies being implemented. A review should be undertaken of the
volunteer program, as well as improvement in the interpretation and education activities and
programs. A review and refreshment of the interpretation centre should also be conducted.

Threats

There are a number of threats to the Monkey Mia visitor centre operations and they are
identified in the SWOT and throughout the report. The main threats are related to the staff
issues, lack of training, a poor visitor experience and interpretation together with poor shop
merchandise management and layout. There is a real threat of overcrowding which could
lead to a bad experience and in turn could lead to a lack of interest to visit the area, which
leads to a decline in visitor numbers.
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Situation Analysis

The following is a summary of the situation analysis. More detail can be found at Appendix
Five.

_/fe_/

Political

Ther areAmber of issues that could potentially affect the operation of the Monkey Mia

site.some local some more State focused. The relationship with the Shire has improved
considerably in recent times with the r i i i i

-President—This improved relationship should be capitalized on and recently the Shark Bay g
World Heritage Discovery Centre began selling advance tickets for Monkey Mia. The -
relationship with Aspen parks is less stable following a sew ittearly in 2010; both .
Aspen Parks and DEC have issues arisi m this incident.) Aspen Parks has also

submitted a number of proposals sincé 20090 take over the running of the interpretation

side of the Monkey Mia operation. Theifproposal includes a major research centre, new
interpretation centre focusing on the out¢omes of the research and incorporating a greater

Aboriginal focus, retail functions and th employment of one full time DEC ranger to manage

the dolphin feeds. "

CpocBlon «~ Grzk e
The last few years have been characterized by a significant amount of economic uncertainty.

Whilst Western Australia is still doing well many of its tourism generating markets have been
struggling including the Eastern States afid Europe. The strength of the Australian dollar is

also having an impact on domestic tourism numbers with a significant increase in Western

Australians travelling overseas.

Economic

Social

The growth in the baby boomer market has the potential to significantly increase the demand
for the visitor experience at Monkey Mia. 2011 sees the first large wave of baby boomers
retiring and there is still a high propensity to travel within this group. Having said that the
growth in interational travel by Australians may have a negative effect on the growth of this
market.

Technological

Technology continues to develop very rapidly with the growth in smart phone and mobile
computer technology. This region is still relatively rudimentary in its supply of this kind of
technology with computer lines into the site being limited. The use of the Internet for
connecting with visitors and increasing revenue from merchandise should be explored given
the limitations at the site.

Operations
Staffing

The current staffing

DEC currently employs eight FTEs, comprising a Level 4 Manager and three Level
1/2 Reserves Officers, three permanent part-time, one casual and two 3 monthly-
contracted part time wages employees.

Staffing is a major issue at this site and has been an impediment to efficient operations at
the site for a number of years. A key issue is the relatively junior levels of staff employed at
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///:L'Vé C’_)—L" %23"‘?/
the site. This has meant th ere is limited opportunity for career progression at the site

and a predominance of Graduate Recruits who tend to move around a lot and do not
necessarily have good fourism or customer service skills.

(( AJ( In fact, many of the staff haveq%meen employed for their commitment to conservation not

~ [/€~ their customer service skills. “The result of this focus is often an officious an
AU approach to visitors many of whom do not understand English. Whilst conservation and

< management of the dolphins is of paramount importance, without the visitors there would be

no need to have so many people employed at this site. 2527

Since 2006 the mostseniorposition (L4 operations Officer) have been occupied by

numerous people many of whom have been L1 or 2 Officers. The position cannot be PH |

permanently filled until the substantive occupant (David Charles) gains another positio (—"@QSL

There is also a degree of unrest amongst staff at the site due to a gradual blurring of roles
and responsibilities amongst officers employed under different terms and conditions. All
officers now undertake more or less the same work incorporating responsibilities for the
shop, gate, beach and data collection although one group is paid $6 per hour more, this has
become a bone of contention for the staff on a lower wage rate.

Staff work on split shifts to allow the maximum coverage of the various duties at the site and (
to cover the peak times. Previously staff member were rostered on for an hour of overtime

to cover the gate until 5pm. The introduction of split shifts has lead to a significant saving in

wages but has also added to the complaints of staff that used to car pool to get to work.

Staff members have not received any training for a number of years and many of them learn
how to interpret the dolphin experience from people who have been there a long time.

Whilst this is often an effective way to transfer knowledge it also has the unfortunate result of
passing on poor habits as well.

Proposed New Structure<>

A new structure hagtiéen proposed to assist with some of the current issues and to assist in
focusing staff optheir assigned tasks. By creating an overall Business Manager with
. responsibilitythe whole operation and creating a definite split between the management of

prd %‘,n;(gj‘v//theg{sitor Centre and the provision of interpretive services. By creating the division it will be
' /5"‘ possible y and train people that have a focus not only on the protection of the

dolphins but also the creation of great visitor experiences.

By creating this structure it will be possible to provide a range of interpretive services for

visitors that continues to engage them past the short beach feed sessions and will also give

rangers more contact with visitors throughout the day.

Positions Summary

The Monkey Mia Business Manager role will be focused on the commercial, administrative

and human resource management of the site. The operational environmental, nature

conservation and marine park management functions of the staff based at the visitor centre

would be overseen by appropriate district program leaders based at the Denham office.

This will ensure that the manager’s main focus is on the commercial operations of the site /
and not be diverted on to other district functions such as Marine Park and environmental
management.

The Reserve Operations Officer — Visitor Centre Business will be responsible for managing
the retail, gate and tour commissions side of the business. This role has a strong customer
interface and requires an understanding of tourism business systems. The officers under
this role will assist this officer in the management of these aspects of the business.

The Reserves Operations Officer — Interpretation and Interaction will have responsibility for
the management of the dolphin interactions and the presentation of interpretive experiences
to visitors. The officers under this role will have a dedicated interpretation role and will have

b fgmf
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the ability to provide a wider range of interpretive exoeriences to enhance the experience at
the site and to promote the other conservation values of this unique area.

Figure Two: Proposed Organisational Chart

Monkey Mia Business Manager

(Commercial, administrative and
human resource management of the
visitor centre)

PSALVI 5

Reserve Operations Officer
Interpretation and Interaction

(Interpretation and interaction
programs and facilities)

PSALVI 3

Reserve Operations Officer
Visitor Centre Business
(Retail, Gate & Tour commissions)
PSALvI 3

Visitor Centre staff PSA Reserve Officers
2% Lvl 2 2x Lvi 2
(1 x Casual Lvl 2) (1 x Casual Lvl 2)

Infrastructure

7 ekl
Toll Gate o

The tollgate is positioned at the entry to the site an@heir way’in to collect

the park entry fee. In the original design there was a separate entry for thog€ using the boat
ramp, this circulation was changed to_make all visitors to enter the site the/same way, this
can lead to traffic congestion during the morning rush for the firstdolphin feed. oy 70 TS

The tollgate is manned throughout the day although in the slower periods visitors are asked
to use the self-registration facilities. % Aé

Interpretation Centre

The interpretation centre is made up of an interpretive display, a retail area, an
amphitheatre and a theatrette. This centre was opened in 2001 and has not been refreshed
since then. Some of the interactive displays have been moved from the interpretation centre
and some modifications have been implemented since the opening due to management
requirements.

The centre is still difficult to manage with high windows and a high level of exposure to the
elements. The displays are now quite old and in need of upgrade. The interpretation whilst
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professional is predominantly static with a range of bones and other things that visitors can
touch but that have little or no explanation.

The shop is situated at the back of the complex towards the car park and many visitors miss
it on the way in and leave the site another way. Repositioning the shop could create high
revenue per head. With current visitor numbers revenue per head is around $1 or less. This
clearly suggests that the majority of visitors do not find the shop. The shop sells a range of
merchandise, provides a tour booking service and acts as an information centre.

There is a theatrette at the front of the complex this is used to screen DVD’s related to the
area and dolphin research. This room is fitted with black out curtains and is relatively
unwelcoming from the outside. The previous projection technology required blackout but
this has since been removed and a flat screen TV is now being used. This does not need to
be in a darkened room so the configuration of this room could be made more atiractive.

At the front of the complex is a large amphitheatre with seating and shade. This facility
initially had a screen but this was destroyed by the elements, this is quite a windy location.
This area is seriously under utilised and thought should be given fo starting the first beach
feed from here to provide visitors with a briefing. This space coulid also be used for a range
of activities including movie night on still nights, research presentations and other -
interpretive activities.

T

#

At the front of the complex facing the beach there is a small building that acts as the fish
preparation room. This room used to be the main shop but was too small for this purpose.
It has windows that open onto the boardwalk and visitors naturally gravitate here to ask
questions before and after feed times. This suggests that there is a latent demand for more
interaction and conversation about the dolphins.

Dolphin Interaction Area

In front of the main interpretation building is the Dolphin Interaction Area, which is basically
the beachfront. There is one sign in the middle of the beach with information about the area
although many visitors seem to miss this. Visitors are discouraged from using this part of
the beach or entering the water here and staff monitor this area throughout the day from the
DEC staff office.

Visitors line up along the water's edge in the morning to watch the interaction. A small
amount of fish is fed to each dolphin and there are up to three feeds a day. Only those at
the front have a good view of the interaction and when there are larger numbers of visitors
the experience is greatly diminished.

gt

Commercial Jetty

The commercial jetty is not part of the DEC management area but it is used by many visitors
to get a better view of the dolphin interaction as there is limited visibility from the shore is
you are not in the front row. This can lead to conflict with the commercial tour operators who
use this jetty to moor their boats and prepare their vessels for their daily tours.

DEC Offices

DEC has staff office facilities next to the interpretation centre. This provides space for staff
to undertake any work involving the computer such as ordering stock, inputting dolphin data
and other administrative tasks. This building also contains various documents and records
and excess stock from the shop. The conditions are cramped and staff members have to
share desk space.

Other infrastructure

There is a trail at the site that is due to have new interpretive signs instalied in the near
future. The start of this trail is near the tollgate and will need to be promoted at the visitor
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centre to encourage people to use it. This could be a good focus for a guided interpretive
activity.

There is extensive car parking at the site for visitors to the dolphin experience. There is
some anecdotal evidence that the flow of this car park could be improved although how
necessary this is, is unclear.

There is aiso a finger jetty, boat-launching ramp with associated car parking. Locals
predominantly use this area and people who are not interested in the dolphin experience but
are there for fishing and other boating activities.

Partnerships

There is significant opportunity for creating partnerships with the Shire, the Resort, the
Researchers, Commercial Tour Operators and other tourism businesses and the broader
community.

There are very few volunteers from the local community in Denham and over the years there
has been quite a lot of antagonism between the local community and the Monkey Mia site.
Locals will often encourage their guests to arrive at the site before the Rangers are on duty
so that they can avoid paying the park entry fees. There seems to be a general lack of
appreciation of how important the dolphin interaction is for attracting people off the main
highway and into the area.

The relationship with the Shire has started to improve and a recent breakthrough has been
having tickets for Monkey Mia being available through the Shark Bay World Heritage Area
Discovery Centre.

The relationship with the resort is currently relatively stable although over the years this has
gone through some very rocky patches. DEC is often seen as being in competition with the
resort and in the past the situation has been very difficult for DEC staff. There is significant
opportunity to create partnerships with the resort through joint ticketing and promotional
activities and these options need to be explored further. The recent sewerage spill and the
resorts desire to take over the management of the whole site have the potential to cause
some unrest in the relationship but if handled well this could lead to a continued amicable
situation.

There are two boat operations at Monkey Mia with one being licensed to operate within the
Dolphin interaction area and the other having to operate outside it. There is a good
opportunity to work with both of these operators and the visitor centre sells tickets to both of
the tours although one of the operators has a sales office within the resort.
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Financial Analysis

Background

Between 1988 and 1995 fees were collected under the provisions of the Local Government
Act and revenue was placed into a trust fund. In 1995 CALM took over the management of
the site and since the 1996/97 financial year the Monkey Mia operation has been in deficit.
This trust fund covered the deficit until 2000/2001 when the expenditure exceeded revenue
by $67,000.

The increase in costs has resulted from a number of factors including the increased
operating costs associated with the new visitor centre, staffing matters, rising fixed costs for
services such as power, water and sewerage and a commitment to the Shire fo pay an
annual $40,000 in compensation.

In addition for much of the time since the hand over of the site there have been difficult
relationships with both the Shire and the Resort, this situation placed a number of
constraints on DEC’s ability to generate revenue to cover costs. In 1997 Cabinet approved
a number of changes that would assist in the development of Monkey Mia including excising
a section of the Reserve and creating a Conservation park under the Conservation
Commission. The shire was vehemently opposed to this and the relationship soured even
further. The Resort and the Shire opposed DEC selling T Shirts and other merchandise
which they saw as being in direct competition to the Resort, the situation got so bad at one
point that the Resort tumed off the power and water to the DEC facilities until they agreed
not to sell T Shirts anymore.

In 2007 the Conservation Park was finally gazetted which opened the way to DEC {o
manage the area with more independently. Until this vesting DEC was unable to increase
entry fees in line with inflation and relied on the good relationship with the resort for the
provision of power, water and sewerage.

With the change in status of the reserve DEC is currently reviewing validity Deed of
Agreement with the Shire to determine if there is an ongoing requirement to pay the
compensation payment of $40,000+ per annum. The Shire has not invoice DEC since
November 2005 as there is some dispute about how much DEC owed the Shire. In 2009
some agreement was reached between the Shire and the Shark Bay District Manager on
how the amounts owing should be calculated. Negotiations are still ongoing with regard to
how much should be paid to the Shire.

Current Position

Revenue

In recent time relationships with the Resort and the Shire have improved significantly and
this has allowed for an increase in revenue from entry fees, commissionable sales and

merchandise. It will be important to maintain these relationships if revenue is to continue.
The future projects examine each of these areas with a view to increasing revenue totals.

Revenue is generated through a range of sources:

e Gate entry fees are the largest source of revenue and were increased in September
2000 for the first time since the DEC takeover in 1995. It was estimated that this could
increase revenue by $100,000 in the 2009/10 financial year. In 2009/10 entrance fees
accounted for $529,911 in revenue.

e The Visitor Centre sells tickets to local tour operations, these are sold at a commission
of 10% in 2009/10 this accounted for $32,669 in revenue.
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The shop provides a significant boost to revenue and in recent years has been able to
broaden the range of merchandise on sale. In 2009/10 revenues from this item
amounted to $98,637 made up of sales of books, postcards, posters, videos, film, t-shirts
and other merchandise. In 2009 a Reckon Point of Sale system was instalied to assist
with the management of ordering, sales and stock management. Unfortunately the
person who installed the system has left and none of the staff currently employed at the
site know how it works. It will be important to train staff in this system to assist with shop
management.

Another significant source of income is E Class licence fees, which amount to $18,512.
There is also a small amount of income from rental of Government housing amounting to
$6,750.

Expenditure

Since the building of the new interpretation centre expenditure has grown significantly with
additional operational costs related to maintenance, staffing and cost of sales for the shop.
The major costs are listed below:

@

@

@

Staffing costs are considerable ay $494,265 for the 2009/10 financial year. Thisisa
365-day a year operation so there is a considerable requirement for staffing. In recent
times some work has been done on creating more effective staff rosters, which has
assisted fo a certain extent. A new staffing structure has been proposed in this report.
Associated staff costs including uniforms, travel, air-conditioning etc accounts for
$26,332.

The Shire Deed payments are the next biggest item currently standing at $88,295. A
review is currently being undertaken into the continuing requirement to make this
payment. The 2009/10 payment include some back payment and the 2007/08 payment.
Office related costs amount to $53,786. The office accommodation is relatively basic
but there may be some additional benefit to having some of the Shark Bay staff also
using this office occasionally. This would ne particularly relevant for the Marine park
program, which would provide additional support for the Marine Park Ranger based at
Monkey Mia.

Infrastructure, maintenance and equipment account for $54,730. As has already
been stated the interpretation centre has increased costs due to the building design and
the difficulties associated with the maintenance of the building. There is little that can be
done to reduce these costs although a reconfiguration of the building uses could
increase merchandise sales revenue.

The cost of merchandise was $48,025 although the revenue is $98, 637, which
suggests that sales are going relatively well although this is an area of revenue that can
be built on.

In 2008/10 there was a one off payment for professional services of $26,180 related to
the e-class licence which covered consultancy, dolphin monitoring and boat tracking.
The other major costs include vehicles at $19,800 and water sampling at $1,607

Future Projections

A spreadsheet detailing the financial analysis and cash flow projections can be found at
Appendix One. The following notes provide assumptions and explanations.
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Overall the financial analysis has shown a trend of smaller deficits over the next four years
with the Monkey Mia Visitor Centre becoming self sufficient in 2014/15. For this to be
achieved however, the following conditions need to be in place:

The recommended staff structure being implemented;

The necessary training must be provided to staff;

Other operational changes recommended within this report should be put into place,
The income from the shop must achieve sales targets;

Visitor numbers must remain steady and not decline.

Greater efficiency in the shop’s operation is achieved with improved management, better
stock analysis and possible re-location to a more visible location within the site.

® @ @ © % ©

Retail

The shop currently operaies a recoup recurrent accounting system, which does not allow for
the retention of funds beyond the financial year. It is strongly recommended that the
Monkey Mia Visitor Centre shop be operated by way of a trading account to recognise the
need for reserves to accommodate stock requirements. This system has been successfully
initiated at the Valley of the Giants Tree Top Walk site.

Factored into the forecast is a 5% increase in merchandise sales for the shop which should
be achievable with the recommended efficiencies being introduced such as the new
Manager with a more commercial focus and better training of the staff in retail management.
The introduction of the new central purchasing agreement under the revised merchandising
policy will also contribute to the increased sales. A 3% CPl increase in the purchasing costs
has been factored into the financial forecast. However, a smaller increase or even a
decrease can be achieved by greater purchasing efficiency overseen by the new manager.

Staff Payroll Costs

The increase in payroll costs takes into account the proposed new staff structure agreed to
in January 2011 with the Monkey Mia Visitor Centre Business Plan project team. The
increase forecast is based on an estimate provided by the district office assuming the new
staff structure takes effect from 1 July 2011.

Staff Training

One of the opportunities identified in the SWOT analysis is to increase staff training in
interpretation, point of sale systems, retail management, customer service and crowd
contro!. Therefore, new line item for staff training has been included in the forecast with an
allocation of $12.000 for the 2011/12 financial year with a 3% annual CP! adjustment
forecast for increased costs of training staff.

Enirance Fees

A small increase in entrance fees has been forecast for 2011/12. The fees will remain the
same during 2012/13 and the next fee increase is due in 2013/14 with the Commercial Tour
Operator license fee increase taking effect in 2014/15.

Visitor Centre Costs
The expenses in the Monkey Mia Visitor Centre column refates purely to the objectives of
the Visitor Centre related to its commercial and interpretive functions.

MM Other refers to estimated expenses relating to other district functions. The costs have
been split 75/25 with 75% of the previous costs being allocated to the Monkey Mia visitor
centre and 25% being allocated to other functions.
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Commissions

The Tour Operators commissions have been adjusted to take into account the trend in the
Monkey Mia visitor numbers, based on historic figures provided and the increase in
commission rates from 10% to 12% introduced in 2010/11.

Other Costs

A number of other costs have not been factored in such as any updating of the interpretation
in the visitor centre or costs associated with moving the shop to the front of the site. In
addition if it decided that additional interpretive experiences can be presented by staff, whilst
there won't be additional staff costs there could potentially be some increase in costs
associated with interpretation such as materials and props. A decision should be made
during the development phase as to whether or not to charge for these activities and
whether this could have an impact on relationships with other tour operators.

Note: Thatan increase in the Government Regional Housing cost has not been included in
the costs at this stage until clarification as to the amount that will be required has been
obtained. The GROH Rental Income has been adjusted for 3% CP! inflation.
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Appendix Two
Visitor Numbers 1987 — 2009

1987 | 106,592

1988 80,961

1989 114,335

1990 101,548

1991 93,317 9553

1992 86,383 131,136

1993 83,220 16,581

1994 88,892 21,472

1995 83,294 22,385

1996 83,672 27,075

1997 93,178 27,075

1998 102,081 32,866

1999 103,076 37,679

2000 88,948 36,491

2001 101,946 43,188

2002 104,607 43,154

2003 106,364 42,182

2004 96,685 39,104 15,735 20,050
2005 89,801 36,508 14,840 21,061
2006 81,561 36,434 13,306 23,009
2007 105,856 40,795 16,388 27,159
2008 117,215 46,498 13,540 32,636
2009 115,725 48,235 12,383 37,515

Source: Department of Environment & Conservation
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Appendix Four

SWOT Analysis Details
Strengihs

Staff issues, structure, roles, rosters and training

@

]
@
@

Staff ~ well educated, passionate and excited by the dolphins.

DEC organisational support.

Volunteers — Passionate and excited.

Part of a broader Government Agency, which provides support and backup. DEC

Communication when an event happens such as the arrival of calf via press releases

and messages on the Shark Bay web site etc. éj

Infrastructure design and layout - shop, merchandise and signage.

&

@
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=]

Walk Trail upgrade and addition of trail head and interpretation signs

Good infrastructure.

Point of Sale System installed.

Remote “natural” location — as opposed to the Bunbury and Rockingham Dolphin
experiences.

Interaction/interpretation and experience management.

&
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Public Awareness of MM dolphins.

Dolphins’ interaction.

Iconic Experience.

Premier attraction.

School holiday activity programs.

Marine Scientists and researchers provide advice to MM visitor operations regarding the {»}
best practice of the interaction with the Dolphins. s
Marine researchers want more space to expand their research activities.

Relatively low entry fees — Good Value for Money.

Scientific value.

World Heritage area.

Marine science Interpretation/education.

DEC Sea Grass and Marine research.

Visitor numbers have remained steady.

Captive audience.

Other external, Resort and Shire eic

e

&
@
&
@

Partnership with Shire to sell tickets in Denham.

Tourism WA marketing of destination.

Renowned Dolphin foundation research.

Coral Coast tourism association marketing of destination.
Shark Bay Tourism Association marketing of destination.
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@ Growing Denham business and community support and understanding about the role of
the MM attraction
@ Tour Operator Marketing.

Weaknesses

Staff issues, sfructure, roles, rosters and training

@ Staff roles and rosters. Shop/interpretation/beach functions.

® Staff pay/award issues.

# Denham management and MM staff issues. Lack of communication, miss understanding
and perceptions of undervalued.

& Staff manuals, policies and procedures are complex and or not clear

@ Lack of training for MM staff in interpretation, customer service (inc dealing with difficult
customers), crowd control, retail management and computer systems.

@ Volunteers’ induction program. Language barriers. Time consuming induction.

& Messages from leadership unclear.

Infrastructure design and layout - shop, merchandise and signage.

@ Infrastructure layout underutilisation and high maintenance.

@ Lack of knowledge on how to Use of the Point of Sale system. Lack of shop stock
analysis.

@ Shop site, signage, and layout.

@ High turnover of volunteers.

@ Ordering of the wrang/inappropriate stock for sale in shop, freedom to chose stock

@ Signage at gate, car park and building, traffic management, entrance congestion

& Tour sales and commissions don’t cover resources.

® Site layout — car park, entry access etc

@ Current viewing area, use of the commercial jetty, presentation on the beach

Interaction/interpretation and experience management.

@ Interpretation/education and interaction. Current interpretation area and amphitheatre
underutilised. Current interperpretation needs to be refreshed.
@ Lack of Interactive interpretation and education activities for visitors.

& Overcrowding at interaction during peak times.

@ Angry and rude visitors.

& Gate and fees collection system not working, costs are not covered through sales and
entry fees, people avoid paying fees where possible.

& Remote location and distance from Perth.

# Communication with visitors, Resort, Tour Operators.

@ Visitors don't see the difference between DEC and the Resort.

@ Reliance on dolphins for the experience.

& Current viewing on the beach and use of the jetty.

Other external, Resort and Shire ete

@ Money/tourism or conservation confusion?

@ Resort service fee for power and water etc.

& Relationship with the resort.

@ Resort doesn't collect/recover 100% of guest entrance fees.
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@ Shark Bay Shire $40,000 fee.

@ Lack of Visitor Centre MM Dolphin communication and promotion by DEC.
e Lack of strong brand awareness.

® Lack of staff and community ownership of World Heritage Area

Opportunities

Staff issues, structure, roles, rosters and training

@
&
2

@

Review staff structure and identify a need for a site manager.

Ensure staff are fit for role. Match staff to roles/career goals.

To do a review of staff training in interpretation, retail management, customer service,
and crowd control.

Review staff office accommodation to include hot desks so Manager PVS and Marine
Rangers can work from MM

Infrastructure design and layout - shop, merchandise and signage

o9 ¢ © & @

@&

Make better use of the current infrastructure such as the Amphitheatre.

Promotion of the WH value area and not just MM.

Shop merchandise increased sales and better management/analysis of stock.

Shop layout to reduce stock loss due to theft.

Combine Shop and interpretation centre.

Web On-line merchandise shop.

Investigate ways to improve the efficiency of shop and tour desk operations through
location, layout, opening times efc.

Investigate ways of engaging long term visitors into the volunteer program possibly as
ambassadors

Interaction/interpretation and experience management.

@
&
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Undertake a review of the volunteer program.

Improve the interpretation and education. Look to Review, Refresh and Reactivate

interpretation centre (air conditioning)

Broaden the Holiday activity program to run over a longer period.

Video for Volunteer induction.
Dolphin interaction video for sale to visitors. -
Introduce premium interaction experience.

Volunteers pay for experience packages.

Value add - Volunteer packs/giveaways.

Monkey Mia information packs for sale (adopt a Dolphin package).

Investigate the possibility of introducing commercial opportunities such as Photos.

Create more guide led interpretation programs throughout the year to keep

visitors at the centre.

Investigate the best way to achieve a more even spread of visitors at each

interaction/feeding time.

Review of the dolphin viewing and possible introduction of a platform.

Potential to link to a much broader range of activities and experiences in the region.

Make use of the Dolphin researchers to run education programs.

o

Other external, Resort and Shire etc

&

Self sufficient water/power services.
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& Create a strong brand for the experience.

@ Create stronger links with resort, shire and other tour/ commercial operators.

& National landscapes.

e Nature bank site.

@ Develop a research facility. Utilise researchers for presentations to public

@ Link into the broader research program to engage visitors in the WH Area.

@ Stronger web presence — include You Tube, e-commerce, two way interaction etc
Threats

Staff issues, structure, roles, rosters and training

& Dysfunctional staff structure and environment.
@ Loss of staff.

@ Unrealistic expectations of job roles

@ Staff and volunteers not reading, nor understanding policies and procedures leading to
accidents. Possible language issues.
@ Staff not developed and trained to operate POS computer system.

@ Staff/volunteers are not trained in interpretation practices.
@ Staff/volunteers are not aware of dolphin interaction procedures.

infrastructure design and layout - shop, merchandise and signage

& Shop sales decline. shop theft.
& Accident at gate due to lack of signage and speed control.
® Resort Shop competition.

Interaction/interpretation and experience management,

@ Dolphins don't come in to feed or public pressure not to feed them.
@ Older dolphins die.

® Budgets cut and no funding of research, staff and volunteers.

® Visitor numbers decline due to poor experience.

@ Overcrowding and poor crowd control leads to angry and frustrated visitors.

@ Volunteers don’t turn up due to lack of transport or are attracted elsewhere.

@ Public/visitors lose interest/understanding about MM due to lack of promotion and
education.

& Angry and rude visitors threaten staff.

@ Resort expansion leads to overcrowding.

Other external, Resort and Shire ete

& Gate fees decline.

@ Negative comments by visitors, Resort, and Tour Operators leads to bad public relations
and publicity.

@ Lack of direction and core messages leads to miss communication of messages to
general public.

@ Resort entrance changes with resort expansion.

& Denham accommodation businesses provide the wrong information regarding fees.

& Resort communicates/promotes it is free to feed the dolphins.

@ Research on the Dolphins declines.

@ Resort increases service fees.
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e Sewerage spills, boating accidents etc that could affect the dolphins

& Resort takes over the running of the MM visitor centre and dolphin research.

@ Lack of strong positive engagement with local community & perception of role of DEC in
tourism (i.e. they should do more target marketing)

& Tourism development issues won’t be handled locally due to reduction in Tourism WA
regional staffing.
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Appendix Five

PEST Analysis Details

Political

Ecological, Environmental, Legislation, Regulation, Funding ete:

&6 e 0606 P

Local Government Relationship

Relationship with Aspen Parks

Federal Government Grants Programs

State Election 2012

State Government Budget

Where tourism and environment sit within State Government priorities
Decline in support for regional fourism development through Tourism WA
Review of the CALM Act

Naturebank Program

World Heritage Responsibilities (UNESCO) — MM as part of the WHA
Royalties for Regions funding

Economic

Market and Industry Trends:

& o0 e OO 6 EEE TG

State Government funding priorities

Economic situation in traditional generating markets (Europe, UK)
Decline in domestic tourism

Growth in WA Market propensity to travel overseas

Airline seat capacity

Price discounting on international and domestic routes

Strength of the AU$ making overseas travel more attractive for Australians
Strength of the AU$ Australia expensive for overseas markets.
Growth of mining and impact on staff availability

Need to rejuvenate the product

CHINDIA Market — growing and looking for unique experiences
Costs associated with maintenance & development of the product
Royalties for Regions

Price of petrol

Social

Lifestyle Trends and Demographics:

@

G D e

o0 e 0@

Retiring Baby Boomers — independent travellers but may have special needs
Volunteer Pool growing but with different needs

Increasing birth rate (increasing demand for family activities)

Increase in travellers from China & India (CHINDIA) will need a different kind of
interpretation

Well known experience but not could brand it more strongly

Community Support?

International attraction but far from Perth

Trend away from feeding wildlife — tide may turn against the activity

DEC does no marketing therefore reliant on third party promotion of the experience
which they have control over
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Experience concentrated on 2-3 hours in the morning — leaving staff and infrastructure
idles for much of the day

Access to trained and motivated customer focused staff locally

Expectation vs Reality

Decline in domestic tourism and increase in travel overseas (21% increase in WA)
Consumers remain price sensitive

Australia is seen as a safe location

Increasing level of air travel from the Eastern States

Technological

Developments e.g. technological access etc:

2
&

]

L

Web Presence — limited o corporate website.

Limited use of social media and interactive communication with visitors and ongoing
relationships — consumer generated web based tourism marketing is a growing trend in
terms of how visitors make their travel decisions e.g. trip advisor etc.

Other businesses market the experience through Facebook — losing control of the
messages.

Interpretation using new technology — iPad/iPod/ Smart Phone Applications etc.
Access to communications at the site.

Clean Green Energy generation.

Use of Research capacity in the area.

Sales on line.

o)
)
d
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