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DISCLAIMER 

Information contained in this document is based on available data at the time of production. All figures and diagrams are indicative only and should 

be referred to as such. While Destination North Coast has exercised reasonable care in preparing this document, it does not warrant or represent 

that it is accurate, reliable, current, or complete. The content of this document is not intended to provide specific guidance for particular 

circumstances, and it should not be relied on as the basis for any decision to take action or not to take action on any matter. Users are advised to 

exercise their own independent skill or judgment or seek professional advice, including legal and financial advice, before relying on the information 

contained in this document. Except for liability which cannot be excluded, Destination North Coast excludes all liability, injury, loss, or damage 

(including for negligence) incurred by the use of, reliance on, or interpretation of this document. Liability which cannot be legally excluded is limited 

to the maximum extent possible. 
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About the Guide

 

About the Accommodation Reinvestment Guide  
Tourism is a major industry for the North Coast. The North Coast’s core tourism products, including high-quality natural attractions, destinations 

with international brand cachet, quality produce, events, and cultural and heritage attractions, have established a market identity and presence 

in Australia over many years. And while the sector’s natural environment and attractions mix has kept up with consumer expectations, there are 

some gaps in the accommodation mix across the North Coast that will impact the region’s ongoing competitiveness.  

Tourism investment decisions need to recognise the highly competitive nature of the industry and the need to provide services that meet the needs 

of all travellers - 5 stars to no star, indulgence to no frills, for fun and business. Our product offer will be judged against a much more diverse range 

of options than in the past. 

 

This North Coast Accommodation Reinvestment 

Guide (the Guide) for the North Coast of NSW 

focuses on expanding and growing the quality of 

the North Coast’s accommodation offering 

specifically, to support our high-quality natural 

environment and tourism attraction base. The 

guide provides tools to help determine the 

viability of investment into new and existing 

tourism businesses and to help plan the 

development of new and extended opportunities. 

This Guide is for potential investors and operators 

(existing and new operators) who intend to 

develop a new or expand an existing product, that 

may involve existing buildings and/or new 

construction, but who may not yet have 

experience in the tourism industry.  

It is a guide that aims to assist project proponents 

to conceptualise, plan and develop their projects 

into bankable investment opportunities, whether 

this is done through sourcing debt or equity 

finance, or a mixture of both. 

It also recognises that investing in tourism can do 

more than reward the prudent investor with an 

ongoing return: it can provide the opportunity to 

live and invest in some of Australia’s most 

attractive communities. 

The Guide focuses on accommodation 

investment because this is primarily where the 

product gap lies for the North Coast. However, the 

process included in the Guide could equally be 

applied to many forms of tourism products 

(attractions, tours, transport etc). The Guide looks 

at product design, concept planning and planning 

approval and while it is intended for medium to 

larger potential tourism operators, it will also be 

useful for smaller tourism operators. 

The Guide is designed to support professional 

advice, not substitute it. We recommend 

appointing suitably qualified and experienced 

advisors during the different stages of the 

investment cycle. 

The Guide: 

▪ Provides key data on the recent 

performance of the North Coast’s visitor 

economy along with information on data 

resources available to help assess market 

opportunities. 

▪ Summarises the important considerations in 

identifying the market demand for an 

investment proposal, selection of a location 

and a site and creation of a development 

concept. 

▪ Identifies the processes and challenges that 

can be experienced in obtaining 

development approval. 

▪ Outlines local government’s central role in 

informing and assisting tourism investors. It 

is also the primary approval body for the 

development and its role in these processes 

is described in this document. The only 

exception to this is when a proposed 

development is designated as state 

significant and is then required to follow 

different planning procedures to secure 

approval. 

▪ Provides guidance on the requirements that 

come into play if you are interested in 

investing in a project on public land. 

▪ Describes the principal elements for 

business planning and obtaining funds to 

turn the concept into reality. 

Image credit: Calypso Yamba Holiday Park, Destination NSW 
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Image credit: Pinetrees Lodge, Destination NSW 

 
 

 

 

Destination North Coast’s Role 
Destination North Coast assists in the improvement of the region’s tourism 

assets by identifying economically and socially sustainable infrastructure 

opportunities, which will maintain the region’s as well as the State’s 

competitive edge. 

Destination North Coast’s strategic objectives include the expansion of 

private sector investment in tourism projects and the coordination of public 

infrastructure funding to gain optimum benefits for the region’s visitor 

economy. This is achieved by providing data, new concepts and investment 

ideas, information, and assistance with project approvals to both the public 

and private sectors. 

This guide provides a broad overview of the tourism investment process in 

NSW. Opportunities and information about specialised tourism areas such as 

food, beverage and agritourism, golf tourism, nature-based tourism, spa and 

wellness tourism, alpine tourism, Aboriginal tourism, and other sectors are 

also available via Destination North Coast’s website1.  

 

Development Support 
If you are looking to invest in commercial accommodation on the North 

Coast, you will find a region that takes a very proactive approach to support 

investment and development. 

We can assist you with: 

▪ Finding the right site/location. 

▪ Identifying partners, investors, developers, and operators. 

▪ Helping to fast-tracking major planning applications or key 

developments. 

▪ A full range of business support programmes – from helping with 

grant/loan assistance programs to linking with tertiary education 

facilities to help access apprentices and workers across the hospitality 

sector. 

To find out how Destination North Coast can support you, please contact: 

Michael Thurston 

General Manager 

Destination North Coast 

✉gm@dncnsw.com 
913 

 

 

1 www.dncnsw.com 

http://www.dncnsw.com/
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Image credit: Roches Family Hotel, My Clarence Valley 
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Why Invest in the North Coast? 

Our Competitive Advantages 
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New Investment Opportunities 
In late 2021, Destination North Coast produced a Commercial Accommodation Investment Prospectus for the North Coast focused on a variety of 

accommodation investment-ready opportunities. They included: 

▪ Project 1 – Port Macquarie Serviced Apartment Complex & Shopping Centre  

▪ Project 2 – Boutique Hotel/Serviced Apartment Complex in Richmond Valley 

▪ Project 3 – Mid-Coast (Bungwahl)  

▪ Project 4 – Coffs Harbour Hotel and Retail 

▪ Project 5 – Tweed River Precinct Development Tumbulgum 

▪ Project 6 – Coffs Airport Precinct Hotel/Enterprise Park 

▪ Project 7 – The Cubes Eco Accommodation – Nimbin 

▪ Project 8 – Nightcap Ridge – Byron Bay Hinterland 

Click here2 to access the North Coast Commercial Accommodation Investment Prospectus. 

 

 

Additional Resources 
Destination North Coast commissioned two research studies in 2019 - 2020 aimed at reviewing anticipated future visitation, the region’s capacity to 

accommodate the demand and a robust review of current stock and guidance on how to secure investment for tourism accommodation. 

 

Tourism Research Report 
A Tourism Research Report was completed, which included detailed visitor data analysis (including current and projected 

visitation levels) as well as undertaking a product audit, gap analysis and evaluation of the region’s ability to accommodate the 

predicted demand. 

The primary objective of the research was to provide an in-depth analysis of current and predicted levels of visitation, future 

trends that will impact the success of our region moving forward and what individual destinations and the region can do to grow 

the visitor economy. In addition, the research has benchmarked the region against other relevant destinations. 

The summary report can be accessed here3 while the full report can be accessed here4. 

 

Accommodation Reinvestment Report 
An Accommodation Reinvestment Report was also completed. This included researching best practice accommodation 

reinvestment, investigating accommodation investment opportunities and ultimately the compilation of an investment 

prospectus for the region.  The research includes analysis and findings on a variety of key topics including:  

▪ A detailed assessment of the current supply of accommodation;  

▪ Competitor and comparative analysis on – occupancy rates, destination and what does success look like;  

▪ How to encourage investment into your destination; and 

▪ Best practice guidelines Accommodation Investment Opportunities. 

The summary report can be accessed here5 while the full report can be accessed here6. 

 

 

2 https://dncnsw.com/wp-content/uploads/2021/12/DNC-Investment-Prospectus-041121.pdf 
3 https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Tourism-Research-Project-Summary-Report-240720.pdf 
4 https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Tourism-Research-Project-Full-Report-240720.pdf 
5 https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Accommodation-Reinvestment-Project-Summary-Repor....pdf 
6 https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Accommodation-Reinvestment-Project-240720.pdf 

https://dncnsw.com/wp-content/uploads/2021/12/DNC-Investment-Prospectus-041121.pdf
https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Tourism-Research-Project-Summary-Report-240720.pdf
https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Tourism-Research-Project-Full-Report-240720.pdf
https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Accommodation-Reinvestment-Project-Summary-Repor....pdf
https://dncnsw.com/wp-content/uploads/2020/12/Destination-North-Coast-Accommodation-Reinvestment-Project-240720.pdf
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Image credit: Byron Hinterland Villas, Lismore City Council 
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The Benefits of Reinvesting 

What Is Reinvestment? 
In the context of this Guide, reinvestment refers to any investment into an 

existing or new accommodation property by a current accommodation 

operator or a new operator looking to establish in the region.  

Importantly, reinvestment does not only refer to those undertaking major 

redevelopment or greenfield projects but also refers to smaller-scale 

reinvestment such as investing in redecorating or restyling properties, 

purchasing new furniture and art etc. 

What are the Benefits? 
Reinvestment into existing property and equipment offers several benefits 

for owners and operators. From discussions with those who have undertaken 

reinvestment over the last 5-10 years, these benefits are noted to include the 

following. 

  
Ability to increase average 
room rates  
 

Achievement of higher 
occupancy rates 
 

  
Ability to achieve better 
market differentiation and 
brand positioning  
 

Stronger interest from other 
tourism operators for 
undertaking joint marketing 
and product packaging 
 

  
Shorter payback period for 
debt funding  
 

Stronger positive consumer 
sentiment achieved and word-
of-mouth marketing 
 

 

 

Increase the overall value of 
the property 
 

 

For many medium to larger properties, and particularly those which are 

branded and part of an existing national or international chain-network of 

hotels, serviced apartment complexes, resorts and destination holiday parks, 

there is often a contractual requirement to refresh properties and amenities 

on a scheduled basis. For most other properties, this requirement for 

reinvestment rests with owners and more often is noted when customer 

feedback indicates facilities are tired and in need of refurbishment. 

Maintaining standards is critical so having a program for reinvesting in stages 

is critical.  

Investment Case Studies 
The following are offered as examples of properties that reinvested and 

achieved a variety of benefits over a 2–3-year period. Due to commercial 

sensitivities property names and specific locations have had to be withheld. 

Case Study 1 – Owner/Operator Motel 
This property is a smaller-scale owner/operator motel with 15 units and is 

located close to the highway. The property had previously focussed on a 

transit traveller market looking to overnight stays as visitors wanted a 

convenient stop-over destination mid-way between Sydney and the Gold 

Coast. The property required a more significant investment as it had not been 

refurbished for some time. 

Investment amount: $500,000 

Including new furnishing and fittings including a total change of colour 

scheme internally and externally. 

 Before 
Refresh 

After 
Refresh 

Increase 

Occupancy 62% 74% +12% 

Nightly Rate $118 $140 +19% 

Annual return 

on investment 
8% 13% +5% 

 

The owner/operator invested approximately $500k allowing all rooms to be 

refitted with new furnishing and fittings including a total change of colour 

scheme internally and externally. They also introduced a series of hot tubs to 

enable weary travellers to relax and also introduced a small kid-friendly play 

area. 

As a result, they initially raised average room rates by 20% but 18 months 

later increased this by a further 10% over peak periods specifically. Average 

room occupancy levels rose from 62% to 74% per annum, with peak holiday 

periods increasing to over 87%. Capital value effectively doubled with a 

strong return on investment. Return on investment has risen from just under 

8% p/a. to over 13% p/a. 

This in turn has made it far easier to access bank funding for ongoing 

improvements as and when required. And importantly, it has broadened the 

range of visitor markets staying to include more families and couples, without 

losing a travelling business traveller market which is the mainstay of midweek 

travel.  

The owner has also been able to engage assistance from a seasonal property 

manager to enable the owner to get regular time off. 
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Case Study 2 – Boutique Eco-Resort 
The property is a 30-unit boutique eco-resort, in a hinterland location, and 

traditionally offers a venue for smaller weddings and casual visitors.  

Consumer feedback provided the owner/operator with suggestions for 

expanding the market base and adding in new amenities to better cater to a 

health and wellbeing market. 

The owner engaged a designer to assist with repurposing the property from 

a casual accommodation venue with small-scale weddings and functions, to 

a wellness and day spa hub, and in the process, to become a destination in 

its own right. 

Investment amount: $1.3 million 

Including updating furnishing and the look and feel of the rooms, the 

introduction of a separate yoga platform and day spa facility and 

upgrading of landscaping. 

 Before 
Refresh 

After 
Refresh 

Increase 

Occupancy 58% 70% +12% 

Nightly Rate $180 $225 +25% 

Annual return 

on investment 
10% 18% +8% 

 

The owner/operator invested approximately $1.3m to update the furnishing 

and the look and feel of the rooms along with the introduction of a separate 

yoga platform and day spa facility and upgrading of landscaping. A further 

stage planned (but not yet activated) is the establishment of a restaurant 

though with good quality dining options within a 15-20 minute’s drive from 

the property, guests have various options to choose from.  

The property got remarketed as a wellness and day spa and positioned as a 

yoga and heath retreat. This has grown a new niche market which helped 

raise average room rates by 25% and increased average room occupancy 

levels from 58% to over 70% per annum, with peak holiday periods increasing 

to over 85%. Capital value more than doubled with a strong return on 

investment. Importantly, the property has also managed to increase its 

wedding and events business as the focus on wellness and its quality 

hinterland location have had a strong appeal to a pre- and post-wedding 

market as well. 

The owner is also looking to gradually increase the number of units on site 

with a strong return on investment providing a mix of bank funding options 

and a solid cash flow to leverage. 

Case Study 3 -Home stay/Airbnb facility  
The property is a home stay/Airbnb facility with 5 separate units lettable over 

3 properties, in a beach side location. The focus of the property has been to 

attract couples and families wanting a beach side holiday experience.  

Research by the owners along with consumer feedback had provided the 

owner-operator with suggestions for expanding the market base and adding 

new amenities to support pet-friendly accommodation. 

Investment amount: $200,000 

Including repurposing 3 of the 5 units to allow them to be pet friendly. 

 Before 
Refresh 

After 
Refresh 

Increase 

Occupancy 50% 68% +18% 

Nightly Rate $138 $165 +20% 

Annual return 

on investment 
7.5% 11.5% +4% 

 

The owner/operator invested approximately $200k to repurpose 3 of the 5 

units to allow them to be pet friendly. This required creating safe outdoor 

areas for fencing pets, some changes to furnishings to support pet needs and 

changing some surfaces to enable them to be more easily cleaned and 

sanitised.  

The property got remarketed as pet-friendly accommodation at a beach 

location and noting that the nearby beach is pet friendly for most of the day. 

This has grown a new major niche market which helped raise average room 

rates by 20% and increased average room occupancy levels from 50% to over 

68% per annum, with peak holiday periods increasing to over 90%. Capital 

value more than doubled with a strong return on investment. Importantly, 

the property has also managed to maintain its existing markets. 

The owner is also looking to gradually increase the number of units through 

developing their site further with the strong return on investment providing 

a mix of bank funding options as well as looking to leverage off the far 

stronger cash flow which has been generated. 

Importantly, the success of focussing hard on a strong niche market has 

resulted in very strong word-of-mouth marketing and with various dog clubs 

and others recommending the property to its members. Importantly, the 

owner has put in place a program for ongoing refurbishment over an 8-year 

cycle to ensure they can maintain and grow their position in the marketplace. 
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Image credit: Elements of Byron Bay, Destination NSW 
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The North Coast’s Visitor Economy 

Performance & Importance 
The NSW North Coast’s tourism sector is not only significant in a NSW context, but in an Australian context: it is the largest non-CBD-based tourism destination 

in Australia, having received 15.3 million visitors in 2019 (December YE)7 – see Figure 2 and Figure 3 below. 

 

Figure 2: Visitors to Australia’s tourism regions – Top 10 (2019 December YE)8 

 

 

Figure 3: Visitors to NSW tourism regions (2019 December YE)9 

 

 

  

 

7 Tourism Research Australia, Australian tourism region data profiles, July 2018 to December 2020. 
8 Ibid 
9 Ibid 
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Out of NSW’s 13 tourism regions, with the exception of Sydney, the North Coast produces the highest Gross Value Added, valued at $1.87b and totalling 10% 

of tourism GVA for the entire NSW state (see Figure 4). 

Figure 4: Tourism gross value added by NSW tourism destinations (2019 June YE)10 

 

 

The significance of the NSW North Coast on a national level can be seen in Figure 6 below with the North Coast being the highest-performing region outside 

of a major city location.  

Figure 5: Tourism gross value added – Top 10 Australian regions (2019 June YE)11 

 

 

10 Ibid 
11 Ibid 
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Accommodation Across The North Coast 

 

 

Supply  
Table 1 provides a detailed breakdown of the number of properties and the 

number of rooms within each LGA categorised by accommodation type. 

Observations include the following. 

▪ Byron has the largest number of backpacker properties, comprising 

41% of all backpacker properties identified and 69% of all backpacker 

rooms. This is expected given the position of Byron as a major 

international destination and hub for international backpackers. 

▪ Clarence Valley and Mid-Coast have more than double the camping 

grounds of other LGAs in the region. This is likely because of the size of 

these two LGAs (being the two largest in the region) and the number of 

walking trails available. 

▪ Bryon has the largest number of holiday home and apartment 

properties as well as rooms, comprising 35% of these properties and 

37% of room stock within this category. Many of these properties are 

self-listed on home rental websites such as Airbnb and Stayz. While this 

accommodation type forms an important part of the mix, it is important 

that a balance is achieved between non-commercial and commercial 

accommodation options. Often home rentals are not available for rent 

year-round and this can impact the marketable accommodation 

capacity of a region often making it harder to support new major hotel 

and resort development and investment as home rentals and Airbnb 

soak up spare accommodation capacity, especially during peak 

seasonal periods. Additionally, the Council rules and guidelines 

governing safety and health are far more stringent for commercial 

accommodation facilities than home rentals and Airbnb outlets which 

can impact compliance and quality control.  

 

12 This represents individual cabin units, rather than the number of rooms in each cabin. 

▪ Mid-Coast has the largest number of holiday parks (36) which offer 842 

rooms12 (27% of holiday park room stock), followed by Clarence Valley 

(23 properties and 411 rooms). In both areas, the vast majority of these 

are coastal based. 

▪ While Byron has the largest number of hotel properties (36% of all 

hotels), hotel room stock is largest in Port Macquarie-Hastings (448 

rooms compared with Byron’s 232 rooms) and Tweed (320 rooms). This 

indicates that Byron’s hotel properties, on average, have a smaller 

number of rooms per property compared with those in Tweed and Port 

Macquarie-Hastings. 

▪ Mid-Coast has the largest number of motel properties and motel rooms, 

comprising 21% of all motel properties and 22% of all motel room stock. 

Analysis of the quality of accommodation indicates that much of the 

motel stock in the North Coast region is tired and may be being 

incorrectly self-rated.  

▪ Together, Tweed and Coffs Harbour makeup 55% of retreats and resort 

room stock in the region, totalling 935 and 912 rooms respectively. 

While some of these resorts and retreats are newer (particularly in 

Tweed) there are several older resorts that online feedback indicates 

are tired and in need of refurbishment. 

▪ Byron has both the largest number of serviced apartment properties 

and room stock, encompassing 26% of serviced apartment properties 

and 22% of room stock. 

Overall, it is noted that although the actual numbers of commercial 

accommodation properties and room stock provide an important picture of 

where the bulk of facilities are located and the room capacity, they need to 

be considered along with a quality assessment rating as well. 
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Table 1: Accommodation Summary by LGA – Number of Properties and Rooms 
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To simplify the analysis of room stock throughout the region, properties have been grouped according to whether they are: 

▪ Micro: less than 15 rooms; 

▪ Small: 15-59 rooms; 

▪ Medium: 60-149 rooms; or 

▪ Large: 150 plus rooms 

Figure 6 summarises the findings and demonstrates that for all LGAs, the number of micro-sized properties far exceeds all the other categories combined. 

There are six LGAs (Bellingen, Kempsey, Kyogle, Lismore, Lord Howe Island and Richmond Valley) that do not have any properties within the medium or large 

categories, while only Byron, Coffs Harbour and Tweed have properties that fall in the large category. 

Figure 6: Room stock distribution in LGAs 
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Quality 

Top-line Quality Assessment 

Figure 7 provides a top-line quality assessment of properties within the North 

Coast region and demonstrates the following. 

▪ Several LGAs have little or no rooms stock which fall within the high-

quality category;  

▪ more than half (53%) of all Tweed’s accommodation room stock falls 

within the high-quality category, followed by Byron (38%) and Lord 

Howe Island (36%); and 

▪ there is a correlation between those LGAs with a higher percentage of 

higher quality accommodation and more commissionable visitor 

attractions and experiences and understandably stronger visitor 

economies.  

This is an important observation as all councils have indicated a desire to 

strengthen the value of their visitor economies and with many indicating they 

were keen to generate a higher level of yield per visitor, rather than 

necessarily growing visitor numbers. 

Branded Properties 

Branded product is defined as those properties which are managed, 

marketed and/or owned by a national or international accommodation 

property brand. Such brands include, but are not limited to: 

▪ larger, higher-quality international brands such as Accor properties 

(Ibis, Novotel, Sofitel etc), International Hotel Group properties (Regent, 

Intercontinental, Crowne Plaza etc.); 

▪ international mid-range brands such as Best Western, Quality Inn, 

Comfort Inn etc; 

▪ destination holiday park brands including BIG4, NRMA, Ingenia and 

Discovery Parks; and 

▪ backpacker hostel brands including YHA.  

While for some markets the brand of a property is not as important as the 

quality, there are some markets that desire to only stay at well-known and 

reputable branded accommodation properties. This is primarily because of 

the consistency of quality and standards they are seen to offer and the ability 

to secure member benefits as part of their brand loyalty programs. These 

properties often have greater appeal particularly to higher value domestic 

and international travel markets which gravitate to 4-5 star internationally 

recognised brands.  

The challenge for most LGAs within the North Coast region is the lack of 

higher-quality branded properties to help grow a higher-spending market. 

When one applies an international standard (rather than a self-assessment 

approach), it is found that the North Coast is heavily weighted to a lower to 

mid-range of accommodation options. 

With changes in the type of visitor markets likely to have the propensity and 

income to travel in the medium to longer-term in the future from a mixture 

of intrastate, interstate, and inbound visitor markets, having an 

accommodation mix to appeal to a more discerning market, which offers 

higher value and spend patterns, is particularly important. 

While having a sufficient level of branded accommodation products is 

therefore valuable from a demand perspective, from a marketing perspective 

they are also important for destination marketing because of the profile they 

bring with them and the extensive marketing budgets which ultimately end 

up promoting a destination, rather than just the accommodation facility on 

its own.  

Figure 8 provides a summary of the properties in the region which are 

branded, and which achieve a high-quality rating. The heat mapping 

demonstrates the number of rooms that fall within each LGA. It 

demonstrates that: 

▪ the region has 12 properties that fall within this category and which 

offer 1,773 rooms; 

▪ more than half of this room stock (59%) is situated within Tweed LGA, 

followed by Port Macquarie-Hastings with 21% of this room stock; 

▪ 7 of the 12 properties identified are categorised as retreats and resorts, 

accounting for 1,165 rooms; and 

▪ the mapping demonstrates that higher-quality, branded 

accommodation product is primarily clustered within the Byron-Tweed 

LGAs, Mid-Coast and Port Macquarie-Hastings LGAs and in the central 

North Coast region (Coffs Harbour LGA). 

Figure 9 demonstrates branded properties and room numbers that rank 

within the medium and high-quality ratings. It illustrates the following. 

▪ There are an estimated 70 branded properties, offering 3,460 rooms, in 

the North Coast which are rated as medium-higher quality 

accommodation stock. 

▪ Tweed ranks first again in terms of the number of rooms which fall into 

this category (accounting for 33% of room stock), however, in terms of 

the number of properties, Coffs Harbour ranks first (accounting for 21% 

of all properties). 

▪ Once medium-quality branded properties are included, Coffs Harbour 

and Port Macquarie-Hastings are more dominant. 
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Figure 7: Number of rooms by quality category and by LGA 
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Figure 8: Branded Accommodation Product Only and Room Numbers with High-Quality Rating 
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Figure 9: Branded Accommodation Product and Room Numbers with Medium & High-Quality Rating 
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Image credit: Bellingen YHA, Destination NSW 
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Critical Success Factors for Projects 

Figure 10 outlines the critical success factors that any tourism project should seek to achieve. 

 

 

 

Figure 10: Critical success factors 

 

     
Point of Difference Quantified Market 

Demand 
Location, Location, 
Location 

Sustainable Design Manage the 
Approvals Process 

The project should be 

based on a sound idea that 

fills a gap in the market 

Comprehensively research 

the market opportunity 

including market size and 

growth potential. 

The location should suit the 

proposed use and enhance 

the concept's appeal. 

Design for your customers, 

the environment, the 

surrounds, and the budget. 

Understand approval 

processes and consult 

broadly to minimise delays 

and manage costs. 

     

Financial Feasibility Sound Business Plan Effective Construction 
Management 

Experienced 
Specialist Advisors 

A market-driven 
approach 

Test the financial viability of 

the project and identify risk 

areas and mitigation 

factors. 

To obtain financial support 

detail your plan for the 

business to succeed and 

illustrate areas of risk as 

well as uplift potential. 

Ensure management of all 

construction activities to 

deliver it on time and to 

budget with a risk plan. 

Choose experienced 

specialists to advise and 

assist in the project 

throughout its various 

stages. 

Ensure the project reflects 

a market-driven rather than 

a design-led approach so 

an evidence-based 

approach is followed for 

project viability assessment 

and delivery 
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Image credit:  BIG4 NRMA South West Rocks Holiday Park, Destination NSW 
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Accommodation Project Investment 
Cycle 

Overview of the Accommodation Investment Process 
There are several stages involved in establishing a commercially viable and sustainable accommodation product. Figure 11 provides a summary of the various 

stages involved in developing accommodation projects from concept to reality, followed by Table 2 which provides a more in-depth overview of each of the 

stages along with the required actions and steps at each stage. 

Importantly, professional advisors can play a key role throughout the investment cycle. Depending on the size and the complexity of your proposal, advisors 

can include a project manager, marketing consultant, town planner, architect, civil engineer, interior and/or landscape designer, interpretation specialist, 

financial planner, and legal advisor. Ensure you select advisors on their proven track record. 

It is also important to recognise that the order of project stages indicated is indicative only and may differ project-to-project depending on the type of 

accommodation project being undertaken, and the size/scale of the project. By way of example, getting a DA and or securing funding may happen much earlier 

in the process particularly if a project is being funded through savings rather than via a capital-raising exercise. 

 

Figure 11: Investment cycle summary 
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Table 2: Investment cycle 

Project Stage Required Actions What Needs To Be Done 

Stage 1: Concept development 

 

 

 

▪ Can a gap in accommodation products be 

identified? If so, what is it and why? 

▪ Does the concept have a ‘point of difference’? 

▪ Identify the region/locality of the new 

accommodation product. 

▪ Identify the project team and specialist advisors 

required. 

▪ Preliminary assessment of accommodation 

products in selected locations. 

▪ Preliminary assessment of competition, quality, 

and market position. 

▪ Appoint architect, planner, and financial adviser as 

required. 

Stage 2: Site selection ▪ Ensure that the site is accessible and appropriately 

exposed to the target market. Ensure that the site 

is suitable to accommodate the intended use and 

all ancillary services and facilities. 

▪ Consider the statutory approval requirements – is 

the use and development zoned fit for purpose on 

the site? 

▪ Appoint planning advisor. 

▪ Speak with local real estate agents. 

▪ Discussions with local government planning 

department. 

▪ Discussions with servicing authorities (water, gas, 

electricity, telecommunications providers). 

Stage 3: Market assessment ▪ Collect and analyse data on the performance of 

the proposed type of accommodation product in 

the selected region/locality. 

▪ Identify the market segments likely to utilise the 

new product/service. 

▪ Are there opportunities in the region/locality to 

build on the tourism strengths of the area or to 

form strategic alliances with others? 

▪ Assess consumer expenditure levels and 

willingness to pay. 

▪ Assess price competitiveness and promotional 

spend necessary to reach the market in both the 

start-up phase and once operational. 

▪ Determine the risks to the projected market 

performance of the accommodation project. 

▪ Market research, local and regional data collection. 

▪ Research activities to include discussions with 

Destination North Coast, local council, local 

tourism bodies, Aboriginal Land Council, and other 

relevant land managers.  

▪ Evaluation of national demographic and tourism 

data for the region and growth trends forecast. 

Stage 4: Design ▪ Assess the site attributes and limitations – Can you 

enhance the attributes and minimise the 

limitations? 

▪ Prepare a concept-level site schematic layout that 

identifies the location, area, and relationship of 

activities to be carried out on the site. 

▪ Prepare a preliminary architectural concept design 

for the accommodation project including services 

and facilities. 

▪ Ensure that the project concept includes 

sustainable building design to minimise adverse 

on-site and off-site impacts. 

▪ Assess the project cost and initial feasibility and 

ensure it is within the project budget. 

▪ Appoint architect. Consider various concept 

options. 

▪ Obtain a reliable cost estimate of the proposed 

development (appoint quantity surveyor to obtain 

cost estimate). 

▪ Have preliminary discussions with potential 

financiers on debt funding options and debt-

equity ratios required. 

Stage 5: Consultation ▪ Meet with local government – planning 

department, economic development department, 

tourism services, and infrastructure services to 

identify study requirements and procedures to be 

followed. 

▪ Meet with neighbouring property owners and if 

required, more broadly with the community and 

specific interest groups to hear any concerns and 

to minimise potential objections to the project. 

▪ Meet with service authorities and related 

government agencies to determine their 

requirements, including any special requirements 

that apply to public land use. 

Discuss concepts with: 

▪ Local Council. 

▪ Adjoining landowners 

▪ Local community particularly if the site is sensitive 

(heritage, bush fire risk etc) as required. 

▪ Service authorities. 

▪ Government departments if applicable. 

Stage 6: Financial feasibility & 

the business plan 

▪ Prepare a detailed Business Plan that includes 

business structure, management, marketing, and 

operation. 

▪ Include a detailed financial feasibility analysis that 

contains a projection of a 10-year cash-flow model, 

including generating an EBITDA result 

▪ Offer options for changing the project parameters 

with best and worst-case scenarios and their 

results to illustrate project risk. 

▪ Identify the potential staging of development. 

▪ Obtain advice from a financial advisor on the 

Business Plan. 

▪ Discussions with an accountant on tax and other 

financial issues. 

▪ Discussions with a legal advisor on project 

structure and land title. 
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Project Stage Required Actions What Needs To Be Done 

Stage 7: Development approval ▪ Identify the scope of requirements under the 

Development Control Plan and provisions for 

planning approval, including a pre-application 

discussion with the 

Council and/or State Government. 

▪ Compile a planning application submission that 

responds to the requirements of the Development 

Control Plan and Local Environmental Plan. 

▪ Consider an application for review to NSW Civil 

and Administrative Tribunal (NCAT) if the planning 

permit application outcome is unfavourable. 

▪ Planning advisor to arrange a pre-application 

discussion with the local council. 

▪ Meet with local government councillors if 

significant local community issues are likely. 

▪ Obtain advice from planning advisor and lawyer 

regarding NCAT application for review. 

Stage 8: Obtaining funding ▪ Prepare a detailed financial submission for the 

consideration of financial institutions and 

financiers. 

▪ Consider funding support that is available through 

State and Federal agencies to support the 

accommodation project. 

▪ Consider equity partners or project sponsors (not-

for-profit proposals) if desired. 

▪ Identify potential financiers and identify preferred 

funding arrangements. 

▪ Meet with the Department of Regional NSW and 

other State assistance agencies. 

▪ Contact Federal funding bodies if relevant. 

Stage 9: Project construction  ▪ Appoint a construction phase project manager. 

▪ Undertake detailed design drawings for the 

accommodation project and confirm the project 

cost, via a quantity surveyor. 

▪ Undertake construction tender drawings to help 

ensure competitive prices are obtained from 

builders for the construction of the project. 

▪ Maintain tight management of the construction 

program, and development quality and minimise 

any variations to costs. 

▪ Appoint a construction project manager. 

▪ Obtain building construction quotes. 

▪ Refine design and specifications with the architect 

to fit the budget and quality outcome required. 

▪ Work with a legal advisor to lock in an agreed 

contract for works 

▪ Project manager to monitor and report on the 

construction program 
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Stage 1: Concept Development 

Testing an Idea 
Investors typically identify accommodation concepts that:  

▪ Address existing constraints on accommodation product capacity in an 

area.  

▪ Address a ‘gap’ in the market, particularly where visitor demand is 

unmet.  

▪ Provide a competitive product that is more cost-effective and/or of a 

higher standard than existing competitors. 

▪ Provide an innovative concept that meets a previously unseen market 

demand.  

▪ Provide a “point of difference” from what is currently available in the 

market, defining the accommodation project’s USP (unique selling 

proposition). 

A creative accommodation concept needs to be able to reach its target 

audience and be carried out in a way that satisfies their expectations. The 

first step in creating and testing an investment concept is to do a detailed 

analysis of the market opportunity. 

The development of a project concept is supported by the identification of 

potential markets, the possibilities for market expansion, and its essential 

price point (willingness to pay). 

An opportunity should first be scoped out using broad analysis. This can be 

done through casual conversations, close observation, and fundamental 

study using resources from visitor information centres, real estate agents, 

operators in related industries, and other relevant sources. 

Research into similar geographic locations, social and demographic patterns, 

or information on economic or environmental change can all be used to 

determine opportunities. Think about whether the area's current tourism 

facilities are operating at their best capacity; if not, consider what variables 

might be affecting that performance. 

When testing an idea, questions that should be asked regarding the concept 

include the following. 

▪ Is there likely to be demand for this proposed concept?  

▪ What are the number and characteristics of visitors who might want to 

come to or use this proposed concept?  

▪ Are there gaps in the current provision of services or facilities? If so, 

why? 

▪ Are there consumer trends that have not been recognised through 

development in the region? 

▪ Are there strategic alliances that haven’t been developed or are 

underdeveloped? 

▪ What is the delivery of complementary market products in the region? 

▪ What are the asset strengths of the region? 

▪ Identify what is driving tourism activity and demand in the region. 

▪ Are there particular market segments for which the locality has appeal? 

▪ Are there special interest groups that are not catered for? 

The Role of Local Government 
Local government plays a key role in providing information that will aid in the 

concept's development and later in project approval. Several areas within 

local government can assist in the preparation of an accommodation 

development concept. Economic development units (which often include 

tourism) are frequently present in local government. These units oversee the 

promotion and facilitation of investment into the LGA and may be able to 

offer data on growth, upcoming projects, recommendations on locations 

where specific investment opportunities are being promoted, employment 

profiles, real estate information, and contacts in state or regional agencies 

where additional information and financial assistance may be obtained. 

Additionally, local government frequently manage and promotes tourism, 

and many of them have visitor information centres (VICs) and tourism 

managers. Local government may be able to provide information on 

marketing campaigns, visitation statistics, visitor profiles, market 

performance, competitor attractions, regional linkages, and strategic plans 

for tourism in the LGA or broader region. Local councils often work closely 

with Destination North Coast, local operators, and state bodies 

It is crucial to have early conversations with the town planning department 

of the associated council before the development concept is chosen. The 

local planning department will be able to offer guidance on the following 

during this time, which is known as the "pre-application" phase. This will be 

required for Stage 7.  

▪ Particular information needs that must be included with a permission 

application. 

▪ Details on the sites you are considering and the potential development 

concept will interact with the other land users. 

▪ Identification of relevant planning scheme policies that need to be 

addressed, and assistance in the interpretation of these to enable a 

suitable response to be made as part of the application. 

▪ The specific planning scheme controls that the proposal will be subject 

to. 

▪ The identification of local issues that must be taken into account during 

concept creation and any external or community consultation that must 

be carried out before the concept is ready for approval. 

▪ The potential requirement for a Cultural Heritage Management Plan or 

another particular legal procedure. 

▪ Identification of Referral Authorities and other organisations to be 

contacted at the concept stage. 

▪ The period of time for the approval procedures to be carried out and 

steps in the process where the ‘clock stops’ in terms of the statutory 

time limits for approval. 

Council’s infrastructure or engineering department (or similar) should also be 

contacted to identify issues relating to roads, drainage, street tree planting, 

site access and similar matters. This would need to take place once a 

preferred site is selected (post Stage 2). Discussions with this department will 

generally provide more specific technical information that will assist in the 

concept’s refinement. Local government engineering departments are not 

responsible for services such as water, electricity, gas, and sewerage (in most 

instances) but will be able to assist in directing enquiries to the local providers 

of these services. 
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Stage 2: Site Selection 

Note: this stage is only relevant for greenfield projects. 

Determining the Site & Location 
Requirements 
The ideal location and site for your new accommodation business should 

satisfy several site characteristics concerning: 

▪ The actual location, its design, features like its outlook, and size. 

▪ Its location in relation to its market (visitors and residents), tourism 

infrastructure and other infrastructure and services. 

▪ The location in respect to the context of the surrounding development; 

for instance, you wouldn't want your yoga retreat to be developed close 

to a property zoned for heavy industry. 

Determine the essential and preferable location criteria of the site for your 

proposed accommodation product. An essential need for an eco-glamping 

product, for example, would be within an eco-setting. Its location therefore 

would need to be in a nature-based environment. 

Tourism works well when things are clustered together. Look where other 

accommodation facilities are clustered in the region and see if there are any 

suitable sites near these clusters. 

Assessing the  ite’s    ort nities & 
Constraints 
Once you have found a possible location, assess the development potential 

of the site. Three factors affecting a site’s development potential are outlined 

in Table 3. 

To investigate the development potential of your envisaged site, you should 

refer to the NSW Planning Portal (pp.planningportal.nsw.gov.au) which 

provides planning information about properties throughout NSW. Further 

information can be obtained through the associated Council planning officers 

and their planning scheme.  

Table 3: Factors affected site development potential 

Factor Description 

Physical site constraints 

and hazards 

Assess whether there are any soil contamination issues, geotechnical hazards, such as landslide or slumping, bushfire 

hazards and flooding hazards. External consultants should be engaged during this process. These aspects may obstruct your 

development or induce significant costs to your development. 

Planning regulations and 

constraints 

Land use and planning regulations determine the development potential of your site. Planning regulations are mostly the 

responsibility of the local council. A council's economic development, tourism and town planning officer can advise you of 

the council's development goals and directions and the local planning requirements. The local planning scheme determines 

the zoning of land and its permitted and non-permitted uses. Some land titles have imposed caveats or other limitations. 

Environmental, cultural, 

historic, and scientific 

land/site conservation 

values 

If the site has features of environmental, archaeological, heritage, cultural, or scientific interest, the advice of experts is likely 

to be required. And while there may be heritage requirements for changes made to a structure or location that must be met, 

these structures can often give the site personality, character, and a thematic foundation.  

Sites close to water or the coast are quite likely to be significant in terms of Aboriginal cultural history. Additionally, the site's 

environmental condition needs to be considered. There needs to be an assessment regarding whether the location is at risk 

for bushfires, flooding, acid sulphate soils, contamination from previous industrial use, or geotechnical hazards (subsidence, 

slumping, slope failure and the like). It is crucial to determine whether there will be a requirement for special foundations or 

earthworks, or whether some areas of the property are subject to substantial restrictions, such as recurrent flooding caused 

by neighbouring drainage systems or tidal peaks. If so, these need to be factored into the financial modelling (Stage 6). 

Proximity to a major 

population base 

A large population base near a site provides a significant market opportunity for the accommodation project. Sites within 

major centres or within easy access will potentially benefit from this market exposure (generally within 2 hours drive from 

the Gold Coast or within easy reach of one of the North Coast’s main access airports).  
 

Proximity to a major population centre also brings with it the benefits of better access to labour and skills, cheaper goods 

and materials, more diversity in the services available and generally a higher order of available site infrastructure – water, 

sewerage, energy, and communications. 

Views to/from the site Views to or from the site, attractive or identifiable vegetation or topography and /or close proximity to a water body (pond, 

lake, creek, river coast) will enhance the site. 
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Factor Description 

Local climate The local climate and micro-climate of the site will influence both its use and design. From which direction are the prevailing 

winds? What are the minimum and maximum seasonal temperatures? How much sun exposure and rainfall? Will shaded or 

weather-protected areas be required? The design will need to address these factors.  

Competition Similar establishments in the locality may be seen as competitors but they also bring the benefits of the development of a 

critical mass of businesses that enhance the market’s awareness and exposure to that particular product. It also brings the 

potential for collaborative marketing and greater opportunities for passing trade, for example, Byron Shire is known for spa 

and wellness tourism. 

Highway access or main 

road location 

A major highway / main road location is highly desirable for accommodation establishments. Travellers expect to be able to 

find a bed on the main road. Main road locations provide essential visibility and passing trade exposure for a variety of 

businesses. In regional areas constructed (bitumen-sealed) roads prove generally more acceptable for travellers, while the 

product at the end of a gravel road or track will have to work harder to ensure that the trip is worthwhile. Consider road 

traffic volumes and the split in the traffic between locals/businesses/trucks/visitors when evaluating the benefits of 

alternative sites. Good pedestrian access may also be essential for some businesses. Is the site within walking distance of 

other potential tourist destinations such as a public transport terminal or shopping precincts? Do the properties located in 

and around towns along the former Pacific Highway offer great opportunities for reinvestment?' 

Site size/scale The site needs to be large enough to contain the full range of development envisaged – allow for growth, consider the 

preservation of any beneficial features, allow for convenient access and site circulation, and the provision of on-site car 

parking and also landscaping may be required. 

Site Mapping 
Mapping of the site’s micro factors will identify parts of the site well suited to 

arrival and principal building areas, service areas, access points and potential 

conflict zones, conservation areas, and screening or landscaping zones. This 

is usually undertaken by a building or landscape architect. 

Site analysis should look to identify, at a minimum, the following. 

▪ Topography (high points, steep land, flatter areas). 

▪ Drainage lines and susceptibility to flooding. 

▪ Vegetation type and quality. 

▪ Soil type and quality. 

▪ Wetlands or other areas of significant environment value. 

▪ Views to and from the site. 

▪ Suitability of roads that access the site. 

▪ Location of existing services (water, electricity, gas, sewerage, telecoms) 

and any extensions required. 

▪ Aboriginal and post-settlement heritage assets. 

▪ Unstable or erosion-prone land. 

▪ Climatic effects (wind exposure, shade and sun exposure, precipitation). 

▪ External impacts (traffic noise, signage, night lighting, surrounding land 

uses). 

▪ Existing buildings on the site and their suitability for the proposed 

purpose or conversion. 

▪ Neighbouring buildings and land uses and in particular buildings used 

for residential purposes. 

The site analysis should provide a summary of the site opportunities and 

constraints. Figure 12 on the following page provides an example of a site 

analysis that summarises a variety of site-related factors.  

The concept should take advantage of the opportunities available (for 

example, attractive views from parts of the site, areas of flatter land that are 

less costly to develop, parts of the site that may be conveniently and 

efficiently serviced, areas of attractive landscape) and avoid or minimise the 

development of the parts of the site that are constrained by areas of high 

environmental or heritage value, unattractive outlook, steep or potentially 

unstable land and similar factors.  

From the mapping of these constraints and opportunities, a number of 

development options for the site may be developed. 

A ‘high level’ evaluation of these alternatives should consider the overall 

project objectives, development costs (including the provision of on-site 

services), external impacts and relationships, staging and meeting market 

requirements. 

Site Analysis Matrix 
Once you have a thorough understanding of the opportunities and 

restrictions, a site study should be undertaken. Score your location criteria 

against the opportunities and constraints of the site(s) identified. You may 

wish to appoint a suitable advisor such as a town planner or architect in the 

site selection stage. 
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Figure 12: Site analysis example 



     

North Coast Accommodation Reinvestment Guide | 29 

Stage 3: Market Assessment 

The market – as opposed to the product – needs to be at the core of any 

proposed accommodation concept. For a concept to succeed, appealing to 

its target market is critical. Market positioning refers to designing the product 

attributes and product marketing to meet the known requirements of the 

target market(s). Undertaking a thorough market assessment is core to 

achieving this. 

Market Intelligence & Data 
Your market study must be supported by a thorough examination of the 

product's supply and demand. It must evaluate issues such as "Can the 

accommodation product be distinctively branded?"; "What are the trends 

local, interstate, and internationally?"; and "What are the drivers for this 

product and what local traits does it expect to harness?" 

Table 4 provides a summary of some key sources of tourism data currently 

available. The Tourism Research Australia-produced International Visitor 

Survey and National Visitors Survey are important data sources. The majority 

of regional and state data, which includes market and regional profiles, is 

freely accessible on Destination NSW and Destination North Coast websites. 

Data is typically collected and published over a period. Destination NSW 

provides time series data each quarter which provides a 10-year summary of 

Travel to the North Coast Region (along with all other regions in NSW). 

Data that can be obtained from local government typically include the 

following. 

▪ Data/information on permitted tourist development that has already 

started is still in the planning stages or is under consideration may be 

available from the local government which the concept is proposed for. 

Similar to how identifying committed or planned infrastructure projects 

can help with understanding public sector goals that may have an 

impact on potential tourism activities. 

▪ Major local festivals and events are typically organised or coordinated 

by the local government. Data about these events' programmes, 

attendance, target markets, and future development plans may be 

especially useful. When traffic data is available, it can give an indicator 

of regional activity trends and should be viewed in the context of 

local/regional activities that might be influencing the observed changes 

in traffic volume.  

▪ Data on traffic also serves as a predictor of opportunities and exposure 

to passing trade. 

▪ Visitor data into local visitor information centres (though in some cases, 

this may be perceived as commercially sensitive information). 

The goal of this analysis should be to give a general idea of the project 

opportunity's nature, target markets, possible scope, and key elements. 

Market Feasibility 
A market feasibility study evaluates the potential demand for an 

accommodation project. While the initial market data assessment may point 

out a market opportunity or gap, a thorough market study is necessary to 

provide a thorough project concept for financial assessment (which is 

undertaken in Stage 6). 

The market study's findings will verify and estimate possible markets that 

may be attracted to the product; evaluate the needs and features of markets; 

analyse how the accommodation project is expected to fare over the longer 

term in the market; and determine any obstacles that could prevent the 

business from being established and run successfully (local image or 

reputation, labour and skills availability, goods supply limitations etc). 

The need for and supply of currently available products, current performance 

and utilisation levels, direct competitor performance, predicted changes in 

supply and demand, and the initial and long-term performance of the new 

accommodation product make up the assessment's main components. 

Availability, quality, and detail of data on current supply and demand will vary 

depending on the type of business being proposed. 

Data on accommodation performance across Australia’s tourism regions is 

available via STR13 through the Australian Accommodation Monitor. It offers 

a broad indicator of trends (including average occupancy rates, RevPAR, and 

average daily rates), seasonal volatility, and the effectiveness of specific types 

of lodging facilities by tourism region. Again, more general tourist activity 

data and specific statistics related to local attractions, festivals, or events may 

be available to local government. 

Table 4: Key data sources 

Source Data Available  
Tourism Research Australia 

www.tra.gov.au 

▪ International Visitor Survey 

▪ National Visitors Survey 

www.str.com ▪ Australian Accommodation Monitor  

Australian Bureau of Statistics 

www.abs.gov.au 

▪ Overseas Arrivals and Departures 

▪ Survey of Tourist Accommodation 

▪ Tourism Satellite Account and others 

Destination NSW & Destination North Coast 

www.destinationnsw.com.au 

www.dncnsw.com 

▪ Regional Market Visitation Profiles 

▪ Market Segmentation data and statistics for international, domestic, and regional markets  

Destination North Coast 

www.dncnsw.com 

▪ Destination North Coast Tourism Accommodation Reinvestment Reports 

▪ Destination North Coast Tourism Research Reports  

▪ Destination North Coast Commercial Accommodation Prospectus 

 

13 http://www.str.com/aam 

http://www.str.com/aam
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Finding data that shows the size of market segments, how they might 

expand, and the cost that customers may pay for a good is the difficult part. 

Primary research into visitor characteristics, travel patterns, expenditure, 

motivation for travel, the performance of competitors etc. may need to be 

supplemented with secondary data if it is found that primary data alone does 

not sufficiently illustrate the potential performance of a concept. You may 

need to seek assistance from market research specialists or tourism advisers 

to gather more detailed information. 

The market viability will also need to assess external factors that are 

influencing demand now in the future, such as marketing priorities at the 

national, state, regional, and local levels, and infrastructure improvements 

that might, for instance, make a location more attractive, more accessible, or 

less expensive to operate. 

Estimated Market Demand 
The market statistics identified above will enable the assessment of the 

potential market size for the proposed concept. The crux, however, is 

determining what the likely and realistic level of penetration is. That is, what 

penetration (%) of this market can realistically be attracted to the proposed 

concept? 

This estimate may be obtained by comparing similar facilities (and relating 

daily visitation/occupancy to scale), examining market segment sizes and 

daily share estimations, taking into account the features or qualities of the 

new product that will increase or have an impact on market share, and taking 

into account local competition for market share and what might be a 

reasonable share of that market likely to be captured by a new facility. It is 

not a matter of picking a random penetration rate. 

Competition 
Existing developments need to be evaluated for their effectiveness not only 

as a rival but also as a possible ally in attracting visitors. A destination’s 

reputation and draw for a specific service, such as bed and breakfast 

operations, fishing or boating trips, farm stays, golf courses, and day spas, is 

generally contingent on the sum of its parts not on one specific operator.  

Additionally, the presence of other companies in related industries in a 

destination can enhance a new product’s overall offering through the 

creation of alliances, connections, and collaborative marketing. Expanding 

the potential for a new business will be made easier with research with 

current operators. 

Completing an audit of competing accommodation products in the region will 

be useful. This can be undertaken using sources such as Google Maps, 

TripAdvisor and Booking.com. Understanding which products are 

competitive and why is important to avoid incorrectly positioning a new 

accommodation project into a space that is already highly competitive as well 

as needing to determine the niche's growth potential. 

Positioning/Brand 
A key stage in starting a new business is establishing its reputation and 

positioning in the marketplace. Consumer choice is strongly motivated by a 

product’s image and confidence in a brand. The development of a new brand 

requires creativity to make it fresh and memorable. It demands careful 

analysis of what will appeal to your target market(s) and what local strengths 

might be harnessed. You may choose to seek advice from a professional 

brand developer to identify these and also to develop the brand. 

The development of establishments with well-known or internationally 

reputed brands provides status to a locality, region, town, or city. New brands 

should consider the profile and market segment appeal of existing 

operations. Is the prevailing market attracted to a locality likely to support 

the proposed product image or position or will the development of new 

markets be required? 

Branded accommodation has many benefits over independently run 

properties. Branded accommodation often involved paying a licence fee (for 

a set amount of time) to trade using a specific brand's name and logo. 

Branding helps things stand out from the competition. The benefits of 

aligning with a particular brand include the following. 

▪ Centralised reservation system, which booking easier. 

▪ Collaborative marketing – global marketing/promotional alliances to 

broaden exposure in the market (through brand recognition). 

▪ Brand image and reputation – identification of product and expectation 

of standards. 

▪ Managerial expertise – assures hotel investors of the strength of the 

management of the hotel and provides consistent quality and service 

with administrative guidelines. 

▪ Access to a higher level of demand and lower costs – able to generate 

demand through brand loyalty. 

▪ Financing opportunities. 

Growth Assessment 
The market assessment should also include a 10 to 20-year growth 

assessment. Future performance projections will need to be based on a 

variety of assumptions. Alternative growth scenarios should be considered in 

the assessment and these should be included within the financial modelling 

undertaken in Stage 6. 

Examining the market opportunity and the factors influencing the targeted 

markets is necessary. Examples include the potential for better air 

connectivity to rival locations; the establishment and development periods; 

and other internal and external elements that may affect the success of the 

company over time. 

Preparing The Market Assessment Study 
Specialist consultants should preferably be engaged for the market 

assessment study. Such experts may include market research and 

development consultants, appropriately qualified accountants, and specialist 

tourism business consultants. Ultimately, the market assessment study 

should provide: 

▪ Identification of target market segments. 

▪ A competitor assessment highlighting strengths, weaknesses, and gaps. 

▪ Assessment of market penetration with estimates for the product of 

annual demand and identification of any seasonal variation (with 

monthly estimates desirable to address seasonality). 

▪ The likely expenditure that the target markets would be prepared to pay 

for the proposed product. 

▪ The sensitivity of the target markets to the product price. 

▪ The proposed brand concept. 

▪ Estimates of growth over time, based on various assumptions 

concerning internal or external change. 

The study should provide a clear basis for the design of the concept – what it 

will contain, scale, complementary facilities, quality, image, setting and 

location. 
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Stage 4: Design 

Function Layout 
You can begin developing your plans into a concept design once the specifics 

of your tourism business have been determined and committed to. To make 

sure your ideas adhere to local planning strategies and legislation, you will 

need to consult with local planning authorities. Engage the appropriate 

professionals, such as a project manager, town planner, quantity surveyor, 

engineer, architect, and landscape architect, if your project involves the 

construction of buildings or other facilities. You can also get in touch with 

professional organisations such as the Planning Institute of Australia, NSW 

Division, and the Australian Institute of Architects. 

The concept design is a functional layout that translates your proposed idea 

into a physical layout of buildings, infrastructure, services, and landscaping. 

The functional layout should leverage the advantages of the site. 

Concept Design 
Once the functional layout for the property is completed, the design can then 

be further refined after due consideration and discussions with the project 

manager, other advisors and possibly the local council’s planners. The plans 

at this stage should include a site layout (earthworks and vegetation), 

building layouts, elevations of buildings, proposals for materials and a 

preliminary cost estimate.  

The concept design for the property can then be further defined and 

developed. This will include detailed and three-dimensional consideration of 

the bulk and scale of the buildings, overlooking, overshadowing and other 

neighbouring amenity factors, architectural style and local character, car 

parking, on-site and off-site public spaces, entry and identity, signage, and 

landscaping theme. 

The design will need to be enhanced by taking into account the project 

objectives and consulting with local government and other decision makers.  

Design plans should be produced that include as a minimum: 

▪ site layout (including any demolition, excavations or earthworks and 

vegetation removal); 

▪ building layout (for each level); 

▪ elevations of buildings; and 

▪ additionally include proposals for materials and finishes, site parking, 

service operations, signage and landscaping as may be applicable.  

These plans will form the basis for seeking development approval for the 

project (Stage 7). A preliminary cost should be estimated for the project at 

this stage to ensure that it is within the set budget range (this will more 

rigorously be tested in Stage 6). 

 

Figure 13: Preparation of the design 
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Stage 5: Consultation 

To gain community buy-in and support, consultation is crucial. The host 

community’s social license for tourism is becoming an increasingly hot 

tourism topic.14 Additionally, this provides a valuable way to improve your 

ideas and grow the visitor experience by consulting with the community who 

know the destination best. It will also enable you to “get in front” of any 

perceived or actual community issues early on and develop suitable solutions 

or mitigation measures. It is also conceivable that your future workers and 

service providers may come from the community. And a favourable local view 

of your business is likely to boost word-of-mouth recommendations, 

particularly given the strong visiting friends and relatives market that the 

North Coast receives. 

Consultation with neighbours may identify potential impacts that can be 

eliminated or overcome with a variation to the design – moving a building, 

planting trees, changing the access point, earthworks, and building design. 

Before engaging the community, it is advisable to set up a community 

consultation plan – particularly for more complex projects. A community 

consultation plan will help you gain an understanding of potential community 

concerns. You may wish to hire a consultant to set up and manage the 

community consultation process, particularly if it could be challenging. 

At a minimum, community consultation should involve the following. 

▪ Firstly, create an overview of important stakeholders and groups, their 

likely views and their expected attitudes and willingness to cooperate. 

Council planners and economic and community development officers 

can help you do this. 

▪ Then, inform and engage relevant stakeholders using one-on-one 

meetings to present your plans and discuss stakeholders’ views, 

concerns and any mitigating measures or responses. You may want to 

consider having a representative of the local council present (but this 

may vary depending on the council’s likely position and its reputation). 

The results from this consultation will need to be formally summarised. 

You will need to commit to consult again regarding your revised plans, 

if necessary. 

▪ Inform the stakeholders and request any additional feedback if the 

plans are reviewed and modified. 

 

 

 

 

14 http://socialicense.com/definition.html 
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Stage 6: Financial Feasibility & The 
Business Plan 

An architect/designer will prepare the construction documentation, to 

support tender documents assuming construction is required. This involves 

refined drawings of all parts of the building(s), construction information and 

material lists. Based on this information, an engineer and/or quantity 

surveyor will make precise cost estimates that can be included in your 

business plan. The final detailed design drawings can then be submitted to 

Council for final approval (DA). 

Feasibility Study 
A rigorous financial feasibility assessment is required (which leverages the 

market analysis completed in Stage 3), to gauge the developer’s likely return 

from the proposal, and whether it should continue to be pursued. The 

analysis is also critical to obtaining finance (Stage 8). A realistic and 

appropriately indexed profitability and cash-flow projection are required for 

both the development and operational life of the accommodation project. 

Figure 14: Assessment of accommodation project viability 

 

The feasibility study should include the following (note: financial institutions 

would generally require these to support a funding application). 

▪ Anticipated costs and contingency budgets, one-off costs such as capital 

investment, future ongoing operating costs including marketing, 

taxation and finance costs, and depreciation costs for plant and 

equipment. 

▪ Realistic estimates of short and long-term projected revenues. 

▪ Anticipated short and long-term profit and loss. 

▪ Expected rates of return on investment over a nominated period. 

▪ Projected discounted cash-flow analysis over the life of the project to 

indicate debt and project pay-backs. 

▪ Sensitivities of the project to factors such as cost and timing overruns, 

higher inflation, and interest rates, decreased patronage and occupancy 

rates, i.e., maximum reasonable adversity analysis. 

▪ Other reasonable investment assumptions. 

 

15 NPV is the is the value of all future cash flows (positive and negative) over the entire 

life of an investment discounted to the present. It is used to help determine how much 

an investment, project, or any series of cash flows is worth.  
16 IRR is a metric used in financial analysis to estimate the profitability of potential 

investments. The higher the IRR, the better the return of an investment. 

▪ Benchmarking to similar projects undertaken in the industry, where 

available. 

▪ Appraisal of project options, e.g., staged development or other 

modifications, scaling down increased equity versus finance etc. 

The feasibility study should also include an options appraisal. Options 

covered need to include both staged development of the project as well as 

alternative options available to achieve similar or comparable tourism 

outcomes. 

A clear summary of the relative viability of each option is required to assist 

financiers and/or equity partners to determine the relative merits of the 

proposal within a broader context. Reasons for the choice of the preferred 

option need to be clear. 

The feasibility study should demonstrate, for each option: 

▪ The Net Present Value (NPV).15 

▪ The Internal Rate of Return (IRR).16 

▪ The Benefit-Cost Ratio (BCR)17, for private or public-private projects 

only.  

The feasibility assessment should also include a sensitivity assessment. This 

tests the change to the project's key metrics (NPV, IRR, BCR and cash flow) 

when changes are made to a number of key assumptions. This analysis can 

take the form of both negative and positive changes whether it be sales, 

pricing, visitation, or the cost of capital. This analysis will also provide insight 

into the project’s sensitivity to market factors and its viability in the prospect 

of changing market forces. The sensitivity modelling provides further insight 

into what is required to ensure that the project is a viable proposition. 

The Business Plan 
A business plan is a strategic document that combines information about the 

future of a business. To appeal to potential investors, you need to ensure you 

use clear and concise language and facts and figures (rather than emotive 

language). A good business plan identifies where you are, where you want to 

be, and how to get there. Importantly, it is a 'living document' that will grow 

and change with you and your ideas as the environment you work in is always 

dynamic and many factors beyond your control may change over time, 

including construction costs and supply chain for materials etc. 

A business plan usually includes: 

▪ Executive summary: brief summary of accommodation project, return on 

investment and strategic issues 

▪ Market assessment: visitor profile, market trends, expenditure trends, 

competition analysis, supply chain analysis 

17 BCR is an indicator showing the relationship between the relative costs and benefits of 

a proposed project, expressed in monetary or qualitative terms. If a project has a BCR 

greater than 1.0, the project is expected to deliver a positive net present value to its 

investors. If a project's BCR is less than 1.0, the project's costs outweigh the benefits, and 

it should not be proceeded with. 
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▪ Product profile: product description, target markets and market 

penetration, demand projections, SWOT analysis, growth strategies and 

project risks, product pricing 

▪ Organisation profile and management: description of management 

structure, employment (staff numbers, skills profiles, and salary levels), 

management agreements, key relationships with tourism operators 

and retailers, risk assessment of staff and management issues 

▪ Financial plan: financial feasibility assessment, discounted cash flow 

analysis, return on investment projections and sensitivity testing, 

development options (staging, finance) 

▪ Marketing plan: marketing and promotional tools, plan, and budget. 

▪ Appendix - supporting information such as developer credentials, 

market research details, and product details. 

The business plan should include photos and architectural and interpretative 

drawings of your tourism venture if you intend on using it as a tool to 

influence others to invest or to secure debt financing from financial 

institutions or other sources of funding. 

You should make accurate estimates of all the costs and revenues you 

anticipate. You will need to update the preliminary business and financial 

plan according to new findings as the plan develops. The plan is based on a 

sound assessment of the capital outlay, operating costs, revenue and longer-

term maintenance, replacement, and upgrade costs. 

Potential financiers will require strong substantiation of your estimates. The 

basis of the financial feasibility plan is your cash flow analysis. It brings 

together all the costs such as capital, operating and other costs, and revenues 

like operating revenues.  The preliminary assessment that was previously 

undertaken needs to be reconsidered. If possible, try to benchmark your 

venture against similar projects undertaken elsewhere. 

Professional financial advice may be beneficial at this stage. Discuss in 

advance the level of detail and the period for which the analysis is required 

with your potential financiers. 
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Stage 7: Development Approvals 

Your accommodation project will need to be approved by local planning 

authorities. Project proponents will usually need to engage closely with 

neighbours, the broader local community, local government, and service 

authorities if they are to minimise the time frame and issues in the approval 

process. Much of the planning system is delivered on a day-to-day basis by 

local councils through planning schemes. A planning scheme outlines the 

strategic objectives for a local government area and specific land zones. It 

details relevant performance criteria and the type of use and development 

permitted in particular locations or situations. The planning scheme for the 

site you have selected can be found on the NSW Planning Portal.  

Approval is obtained by lodging a Development Application (DA) with the 

relevant local council. Your application is assessed against relevant planning 

scheme provisions to determine the type of application that is required. 

Council will determine the category that applies to the proposed 

development under the planning scheme. Professional advisors such as a 

project manager, town planner and an architect may play an important role 

at this stage, especially if your development involves an application for a 

discretionary or prohibited use. In the case of prohibited use, you will need 

to seek a planning scheme amendment. This can take a long time to achieve 

and the cost can be significant. 

 

Table 5: Accommodation project approval checklist for developers 

Items to Complete 

   Come up with the idea and develop the concept. 

   
Contact the associated council’s planning department to discuss the initial accommodation concept and DNSW and Destination North 

Coast on compatibility with the North Coast, and for assistance options. 

   Identify what strategies and reports may support the accommodation concept including local and regional destination management 

plans, economic development strategies and other relevant strategies.  

   
Identify what planning policies affect the land where the development is proposed, including the zoning of the subject land and the 

surrounding area. 

   Determine what issues, including design and siting issues, need to be investigated to refine the initial concept. 

   Determine whether there are any relevant referral authorities that should be consulted at the preliminary design concept stage. 

   Determine whether Councillors, residents, or community groups should be consulted prior to the lodgement of the planning application. 

   If appropriate, appoint professional design and planning assistance to assist with concept development. 

   
Refine the concept, in conjunction with local government officers and other relevant agencies, after having investigated the relevant 

issues. 

   
Identify what information needs to be included in the planning application; this will depend on the location, scale, and complexity of the 

proposal. 

 

  



     

North Coast Accommodation Reinvestment Guide | 36 

Planning approval consists of (see Figure 15) 

▪ Step 1: discuss your intentions with third parties, neighbours and 

affected parties, relevant authorities, and state agencies. Discuss 

relevant planning scheme provisions and application requirements with 

your local council. 

▪ Step 2: Submit an Application for a Planning Permit / Development 

Application. Council may request additional information for 

assessment. 

▪ Step 3: Council advertises the application. Third parties may make 

submissions. 

▪ Step 4: Assessment and decision; Council approves with or without 

conditions or council refuses. 

▪ Step 5: You, as the applicant, or third parties may appeal with the NCAT.  

To minimise the risk of a delay due to council requesting additional 

information, your planning application should be accompanied by all 

relevant documentation including the following. 

▪ Identification of relevant state and local planning requirements 

(something you need to do early in the process) 

▪ Site analysis. 

▪ Details of community and stakeholder consultations. 

▪ Site plan including elevations, infrastructure, landscape plan, and 

proposed signage. 

▪ Any management issues and measures, for example, traffic and 

parking, visual and noise impacts, environmental impacts, water supply, 

public land impacts and Aboriginal heritage, if applicable. 

▪ Local government will advise if the site you have selected is also subject 

to bushfire overlays or heritage, flooding or other site constraints which 

may require specialist study reports to explain how you will be able to 

mitigate any negative impacts which could occur. 

▪ Possibly an overview of the expected social, economic, and 

environmental impacts. 

▪ Case studies to support the proposal. 

A useful source of guidance and information regarding your planning and 

development approval can be found on the NSW Department of Planning 

and Environment’s website.18 

Councils may refer some development approval applications to NSW State 

Government agencies for comment and/or approval if there are 

determinations they cannot make alone. The more challenging the site, the 

greater the likelihood that development impacts determined or perceived by 

local government will be referred to specialist agencies for advice. This may 

also slow the approval process down. 

 

Figure 15: Planning approval process 

 

 

 

 

 

 

18 https://www.planning.nsw.gov.au/Assess-and-Regulate/Development-

Assessment/Your-guide-to-the-DA-process 

https://www.planning.nsw.gov.au/Assess-and-Regulate/Development-Assessment/Your-guide-to-the-DA-process
https://www.planning.nsw.gov.au/Assess-and-Regulate/Development-Assessment/Your-guide-to-the-DA-process
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Stage 8: Obtaining Funding 

Obtaining Financial Support 
When starting up a new tourism venture it is likely you will require financial 

support. This support may come in different forms and mixes of owner’s 

equity, debt finance and government support (including both subsidies and 

grants). 

To obtain financial support, it is likely you will need to make a financial 

submission to potential investors or financiers. Professional support in 

collating the submission can help raise confidence from potential financiers 

in the robustness of the submission. The financial submission generally 

requires the following. 

▪ Your business plan. 

▪ Details regarding your track record: such as a statement regarding your 

previous experience and credentials (if you have limited experience, you 

may consider employing an experienced manager in the industry). 

▪ Financial standing: including a statement of your personal and business 

positions and credit and financial commitment history. 

▪ Finance and repayment proposal: a proposal, prepared by a 

professional financial consultant, that outlines the required loan (type, 

term, amount, and purpose), debt repayment and the proposed exit 

strategy for the lender, supporting cash flow and financial details, and 

security offered over the development. 

▪ Supporting documentation: any substantiating evidence, assumptions, 

details and explanations regarding construction and other costs as well 

as revenues not already part of the business plan, an overview of 

evidence of planning approvals and relevant corporation 

documentation (such as Trust Deeds and accountant’s reports). 

▪ Additional collateral security: financiers may require additional 

collateral to guarantee payment and can include directors’ or 

shareholders’ guarantees or a mortgage over the private home. 

Potential financiers will use the financial submission when deciding whether 

they can support your accommodation project. 

Government Support For Tourism 
Ventures 
Government financial support may be available if your venture is expected 

to bring substantial local and regional returns. Destination North Coast and 

Destination NSW can guide you when seeking government financial support 

– click here19. 

Assistance may also be offered in the form of marketing assistance, 

infrastructure provision, advice on gaining planning approvals and skills 

development through training.  

To gain grants or other government support you need to be able to 

demonstrate the expected economic, social, and environmental benefits of 

your venture. You may be required to submit a social, economic, and 

environmental impact assessment. This is best undertaken by an 

independent advisor or consultant. 

 

 

 
 

 

 

  

 

19 www.destinationnsw.com.au/tourism/business-development-resources/funding-and-

grants 

http://www.destinationnsw.com.au/tourism/business-development-resources/funding-and-grants
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Stage 9: Project Construction 

Taking the accommodation project concept from approval to reality requires 

the coordinated input from a range of professions and services. Particularly 

for larger accommodation projects, the appointment of a project manager 

for this stage is desirable to ensure the following. 

▪ Effective coordination of the completion of the detailed design phase. 

▪ Competitive prices for construction are secured. 

▪ The construction phase is managed efficiently and cost-effectively. 

Detailed Design 
The accommodation project can move on to detailed design. A qualified 

architect may be engaged to coordinate the preparation of detailed 

documentation (the same or a different one used in Stage 4 of the project). 

Incorrect or inadequate documentation of the design can lead to a 

misinterpretation of the design intent and ultimately lead to both time and 

cost overruns. The design must adhere to local design standards as well as 

regulatory and authority requirements. The selection of sub-consultants may 

be necessary for the preparation of the documents (e.g., engineers, 

environmental scientists, heritage advisors, quantity surveyors, landscape 

architects, etc). 

The detailed design stage includes the following. 

▪ Detailed architectural drawings, structural design, building services 

design (cooling and heating, electrical services including lighting, 

hydraulic services including fire protection, lift services, security, 

information technology systems), and building materials (internal, 

external, finishes and colours). 

▪ Interior design, fixtures and fittings and furnishings. 

▪ Site works including earthworks, fill and excavation, vegetation 

retention and removal, erosion remediation and land stabilisation. 

▪ Civil works including roads, car parks, pathways, service connections 

and distribution throughout the site, service areas, drainage and 

stormwater management, waste storage and disposal. 

▪ Site landscaping, plant maintenance systems, water storage, and fire 

hazard minimisation. 

▪ Signage and external lighting. 

All detailed designs should address access and facility requirements for 

disabled persons, energy efficiency and sustainable development elements – 

alternative energy systems, water conservation and recycling, heating, and 

cooling systems, recycled materials, waste management and recycling. 

The detailed design phase should also examine the construction program 

and phasing of the development stages according to funds availability, 

market demand or related factors. Detailed design requires a further and 

more detailed cost assessment of the development by a quantity surveyor. 

This cost assessment may require further refinement of the detailed design 

to bring the project within the desired budget range. 

Construction Tendering/Pricing 
The most common way of commissioning a builder (or other contractors), 

particularly for larger projects, to undertake the required works is through a 

tendering process. There are some ways in which this process can be 

undertaken including the following. 

▪ Selective tendering – where 3 or more contractors are invited to submit 

a proposal/fee. In this process, contractors may be selected from a pre-

qualification list – which includes organisations that have previously 

submitted general company information through a Registration/ 

Expression of Interest process. Government departments generally 

utilise this method. 

▪ Open tendering – where a general advertisement is placed in the paper, 

online and/or through an agency calling for a fee proposal. 

Project Construction 
The main steps in the construction process are as follows, assuming all 

necessary approvals have been received. 

▪ Tendering – advertising, assessment/ negotiations and awarding the 

contract. 

▪ Site establishment – contractor gains access to site and sets up 

office/amenities and materials start to be delivered to the site. 

▪ Contractual construction phase – supervisor/project manager oversees 

the works. 

An appointed construction manager should be brought in to oversee the 

work once the accommodation project is ready to move forwards. On behalf 

of the client, this individual oversees the construction team, which includes 

the architect and contractors, and is tasked with bringing the project to a 

realistic completion stage within the set budget and timeline. 

Key roles may include managing the selection and appointment of 

contractors; planning and managing the various building activities – via 

phone calls, emails, faxes, site inspections and site meetings; managing 

contract variations; and processing claims for payment. 

The pricing traps that inexperienced investors often fall into can be 

summarised as follows. 

▪ Under budgeting, which may be due to a wide range of design (design 

complexity, unresolved details, selection of fittings, finishes or materials 

and other aspects) or site factors (ground conditions, vegetation, 

demolition/ remediation works etc). 

▪ Conservative quantity surveyor costs. 

▪ Cost escalation during construction, e.g., fuel prices and materials, 

which may occur between the detailed design 

▪ and construction phases or during construction. There are often many 

external factors that have an impact on prices. 

▪ Selecting a contractor based on a low price – this will often be due to a 

contract with no contingencies included and will generally lead to price 

variations throughout the construction stage. 

▪ Underestimating the construction period (e.g., due to bad weather) – 

which can lead to delays and escalating costs. 
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Image credit: Halcyon House, Destination NSW 
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Case Studies (Success Factors) 

Lilianfels Blue Mountains Resort & Spa (Blue Mountains, NSW) 

  
About the Property 
Lilianfels is an accommodation and boutique conference complex located in Katoomba, opposite the nationally significant Three Sisters and Echo Point 

Lookout attraction. The 4½ star lodge provides 89 rooms and conference and meeting facilities that cater for 30-120 people. Other facilities include two 

restaurants, a bar and a health and beauty spa. Located in a major regional centre, this complex services an extensive regional population and is conveniently 

located within a 90 minutes’ drive from Sydney. 

Success Factors 

▪ A smaller scaled conference and function facility exists which also supports a wedding market.  

▪ Additional eateries were developed on adjacent properties owned by the operator due to a limited level of competition in the region for quality dining 

options, with excellent access to a major market in Sydney and strong growth identified in the business and leisure sectors. The opening of the additional 

on-site eateries has since proven highly successful and has grown both a stronger overnight visitor market as well as a day visitor market than was 

originally projected. 

▪ The success of the conference and function centre has been in part due to its flexible design and versatility for a wide variety of events and functions and 

incorporation of high-end audio-visual technology and comprehensive kitchen facilities. 

▪ The comprehensive range of facilities on the site has provided access to diverse market segments – business, leisure, health, education and local. 

▪ Quality surrounding gardens provides the opportunity for attractive outdoor wedding venues and/or locations for various business or family events 

(multiple and flexible outdoor spaces). 

▪ Successful consultation with local objectors enabled an extended approvals timeframe to be avoided as well as developing on an existing site with user 

rights already secured. 

▪ Continued direct marketing is important in the conferences and events market and the wedding market. 

▪ Delivery of a high-quality product at a competitive price has facilitated strong repeat business.  

▪ The capacity to leverage the existence of an established high-profile attraction in the world heritage Blue Mountains National Park which surrounds the 

property has been important 
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Apollo Bay YHA (Great Ocean Road, Victoria) 

  

About the Property 
The Apollo Bay YHA is a 24-room (72-bed) budget accommodation development, located one street back from the harbour and foreshore of this west coast 

village. This is a “green” project that incorporates a high level of energy-saving and environmentally sustainable features in its design. Apollo Bay is in the heart 

of the Great Ocean Road region, an iconic tourism destination for overseas, interstate, and domestic tourists. 

Success Factors 

▪ The market opportunity was identified through the success of the Grampians YHA Eco Hostel, a similar YHA ‘green’ project in Halls Gap, and the high 

profile of the Great Ocean Road region. 

▪ The strong environmentally friendly design approach has been a major selling point with high appeal for youth hostel travellers, particularly international 

visitors. 

▪ Site selection met the needs of central accessibility for budget travellers (beaches, shops, bars); northern orientation that provided maximum solar 

benefit, attention to the amenity needs of adjacent properties, sufficient space for necessary on-site parking and circulation and views to the surrounding 

hills. 

▪ The architect was provided with a clear brief for the project design that required attention to energy and water conservation, passive heating and cooling 

elements that met seasonal variation and the use of energy-saving technology without a reduction in guest comfort. These requirements were achieved 

through building orientation, planning and design, material and colour selection, fixture and fittings selection, site treatment and landscaping. 

▪ Marketing of the facility benefits significantly from the generic marketing of the Great Ocean Road, nationally and internationally, from the strength of 

the YHA hostel network and also from the local Visitor Information Centre in Apollo Bay. 

  



     

North Coast Accommodation Reinvestment Guide | 42 

Salt Bush Retreat (Longreach, Qld) 

  

About the Property 
Salt Bush Retreat in Longreach offers rustic and attractive 3.5-, 4- and 4.5-star accommodation options. Its unique selling proposition reflects its mix of unique 

and quality accommodation facilities which cannot be found in a wide regional area. Being a boutique accommodation facility, its experiences feel far more 

bespoke. The facility offers an outdoor pool and barbeque area, and unique outdoor bathing in heritage-style bathtubs under the stars. 

Success Factors 

▪ A market opportunity was identified in Longreach to offer a product that was very different to the vast majority of motel-style accommodation facilities 

throughout southern, central and north western regional Queensland.  

▪ The property deliberately doesn’t have a restaurant on-site, rather encouraging guests to either use the kitchen facilities on offer in each unit or to visit 

the various nearby restaurants and clubs nearby. 

▪ The facility offers 9x 4.5-star homestead stable rooms, 11 x 4-star slab hut units, and 6 x 3.5-star outback cabins with different room configurations (2,3, 

4 and 5-bed capacity). 

▪ The facility has been offering visitors and locals a day-use rate when spare capacity exists for those needing a work-from-home style office environment 

which the outback cabins provide, especially over the Covid period 

▪ Salt Bush offers guests continental and gourmet breakfast hampers along with barbeque and salad hampers for taking offsite to various desert locations 

▪ Strategically, the property is close to major visitor attractions in Longreach including Stockmans Hall of Fame, and Qantas Founders Museum and is also 

close to the Longreach Airport where a free shuttle service is provided  

▪ The facility has achieved a far higher average room rate for all of its different styled room stock and also a strong average annual occupancy rate due to 

the quality and uniqueness of its product. 

▪ The developer-owner had a unique vision that has filled a noticeable gap in the wider western outback regional area of Queensland accommodation 

sector and has also managed to retain quality standards and reduce operating risk by not introducing a restaurant on site. 

▪ Pre-concept consultation was carried out with the local council, and other local stakeholders.  

▪ The design work undertaken with the help of quality architects and internal fitout designers ensured that a quality but highly attractive rustic look and 

feel was created.  

▪ Financial planning was valuable in determining that different price points in the market could be accommodated on-site at one location, something which 

is hard to achieve normally. 

▪ The construction phase was carefully project managed (noting that the owner had vast experience already in owning and operating commercial 

accommodation facilities) and which allowed for tight cost control to be achieved. 

▪ Knowledge of the construction industry enabled detailed management of the design process, refinement of details during the building phase and 

attention to construction issues as they arose. 

▪ Partnerships have been formed with other tourism businesses in the region. This enables the visitor experience offer to be broadened and is combined 

with joint marketing and packaging. 
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Sunshine Coast Regional Council (Qld) 

 

Success Factors 
Sunshine Coast Regional Council offers a 25% rebate on the Councils application fees paid if works start within 2 years of the date of approval and the 

development is for one of the following uses: 

▪ Health care services: residential care facility (high care) 

▪ Tourism: nature-based, short-term accommodation (5-star or better facility), art and craft centre shop in a rural zone, a tourist attraction in a rural zone 

▪ Rural: agriculture, environment facility, roadside stall, winery. 

Council also offers a 50% reduction in levied Council infrastructure charges for developments located within identified Infill Incentive Areas at Nambour and 

Caloundra where: 

▪ they involve new building construction that will at least double the GFA of the premises (i.e., development that consists mostly of re-purposing an existing 

building will not be entitled to an incentive) 

▪ construction is substantially commenced by 30 December 2022; and 

▪ an application for the incentive is made in writing or by email and received by Council between 1 July 2019 and 30 June 2022. 

Considering the Sunshine Coast is noted as one of the more successful coastal areas for tourism development and related investment, it is particularly useful 

to see how successful their inducements-incentives have been in facilitating new major commercial accommodation investment over some time. 
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Wolgan Valley Resort & Spa (Oberon, NSW) 

  

About the Property 
Providing support to project applicants through the development process (particularly in the planning and approvals phase) is important. While economic 

development and tourism personnel in councils are often seen to offer strong support, other departments in councils (notably planning and engineering) are 

more often not seen as so supportive of tourism development project applications. 

Wolgan Valley was one of two proposed major high-end resort developments proposed by Emirates Hotels and Resorts in Australia. The development cost 

was over $125m and offers 40 suites in a resort and spa development.  

Significant delays were experienced by the project proponent with concerns expressed over the lack of a coordinated level of assistance by the NSW State 

Government with the comment that there were over 20 state and federal government agencies along with NGOs who had to be consulted and whose input 

was seen as crucial to gaining development approval.  

Emirates decided after what they had experienced with the Wolgan Valley approval process to not undertake a second major investment in Australia, and 

eventually on sold the management rights for the property to the One&Only brand, though the property is still owned by Emirates.  

Based on feedback generated from amongst the investment and development community both on and offshore on what the investor/developer had to go 

through and the time the approval process took, this is a useful example of what not to do, in attracting and securing tourism-based development. Importantly, 

the investment community for higher quality tourism development projects is not so large globally, so experiences in dealing with government (positive and 

otherwise) quickly become known. 

Success Factors 
Regardless, success factors that resulted in this 6-star property being completed included the following: 

▪ A high-quality piece of land was identified including part of the site being public land. Sufficient land was able to be secured to offer a unique site with 

maximum privacy provided. 

▪ Though the initial market feasibility assumed the international visitor market (especially out of the USA) would be a noticeable niche market to attract, 

ongoing market demand analysis identified a stronger market out of Southeast Asia and domestically from within Australia. The ability to remain flexible 

in which markets to attract and the channels to best achieve this, helped result in a smoother transition to attracting various visitor markets than had 

initially been planned. 

▪ The international 5–6-star hotel resort operator One & Only was attracted to manage the property on Emirates' behalf, allowing it to gain a foothold in 

the Australian market. The quality of the construction and fitout build was an important factor in helping to show that the facilities were up to the market 

positioning of One & Only resort properties in other parts of the world. 

▪ A high quality internationally respected resort operator has been able to continue to improve both average room rates and occupancy levels, which 

remained strong over the COVID period. For top-end properties, the introduction of internationally branded and well-recognised hotel and resort 

operators is an important critical success factor. 

▪ Though the development approval process was lengthy and challenging, the proponent benefitted from early consultation with various state government 

agencies and the local council.  
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