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Figure 2.2 Lake Margaret Site Features (Source : Paul Davies et al. 2005)
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was integrally linked to mining development on a site of great natural beauty
and value. The development of the Mt Lyell mining and Railway Company
mines (an icon mining venture in Australia) and Queenstown was dependent
on the operation of the station.

The place is one of the earliest power schemes in Australia whose value is
enhanced by its continual operation. It is the last privately built and operated
scheme in Tasmania and marks a major change from private to public power
generation in the State.

The site is a rare and intact example of not only the power generating plant
with its rare set of early generating and control equipment but the associated
infrastructure of dam, pipelines, headworks, the village and the very rare
second station added in 1931.

Lake Margaret has the ability, more than any other hydro power station in
Tasmania, to demonstrate all aspects of its history and operation within an
accessible wilderness area. It is a place that has very high interpretative
value.”

More specifically the following site components were considered to be of very
high significance — the dam, tramline, village layout, power station building,
generators and turbines, exciters, control panels, station archive, weir, lower
station power station building (plus turbine, control panel and transformers).
The majority of other site features are deemed to be of medium to high value.
Consequently, these individual values and their inter-relatedness, contribute to
the overall level of significance given to Lake Margaret.

There does not appear to have been a natural values assessment of the Lake
Margaret area but the site visit indicated a rugged and dramatic landscape,
offering outstanding views from the tramway during good weather.

Map 2.1 shows the location and various photographic images of Lake
Margaret Power Station area.
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A3 Location and Image Plan
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2.2 FUTURE HYDRO OPERATIONS

Hydro Tasmania is continuing their investigations into the feasibility of
redeveloping a new power station at Lake Margaret. In April 2006, it was
announced that the power station would close at the end of June 2006. The
failing condition of the pipeline was a contributing factor along with the
opportunity to establish a date that would help to qualify the redevelopment for
Renewable Energy Certificates for all its full output. It is intended that a
detailed plan will be in place for Hydro Tasmania’s interest in Lake Margaret
by the end of 2006.

Further discussions with Hydro Tasmania indicated that:

Hydro Tasmania does not want to be an end-operator for
any tourism or use other than power generation;

options for future operational regimes for the power station
are being considered by Hydro Tasmania;

some preliminary costings have been undertaken for the
installation of one turbine that would generate up to 10MW
of electricity;

the proposed new but very much smaller power station
would be located in the vicinity of the existing power station,
and with due respect to protecting the cultural heritage
values of the original station;

the new station, if developed, would be operated remotely
from Hobart without the need for an operator/manager on-
site;

work on the new power station would require adherence to
required work safety practices for the works in conversion,
operation and maintenance — this would have implications
for public access particularly during the 3-4 year
construction period;

the penstock was still in good condition;

the woodstave pipeline condition is extremely poor and is
beyond repair, requiring a replacement pipeline from the
dam to the penstock (possibly in the same location as the
existing structure); and
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it was possible to maintain supply of a small amount of
water to the old power station to operate a turbine as a
visitor attraction.

2.3 PoLicY FRAMEWORK

A number of key policy documents provide a useful framework to considering
the potential for tourism development within Tasmania. These are:

Tourism 21 - a Strategic Business Plan with a focus on
developing the industry to meet visitor needs, improve yield
and employ more Tasmanians.

Brand Tasmania that describes the essence of Tasmanian
tourism as “inspiring island experiences” based on the core
values of warmth, authentic, originality and engaging”.

The Tasmanian Experience - a policy guiding document
that identifies strategies to guide Tourism Tasmania, the
tourism industry and other partners in the delivery of quality
visitor experience. Interpretation, service, infrastructure and
place are identified as four key elements for future tourism.

The opportunity for developing feasible and sustaining tourism uses within this
broad tourism policy framework is the challenge at Lake Margaret.

There are also a number of statutory documents under the Resource
Management Planning System and local government planning system that
would apply to any future development at Lake Margaret.

2.4 MARKET ANALYSIS

The Stanley Tourism Precinct Marketing Strategy and Plan 2005-2008°
provides an insight into the current market position for the Cradle Coast
region. It states:

“Current visitor forecasts for the state as a whole are for a flattening in
absolute visitor numbers in the future. This means that tourism clusters in the
State that wish to grow or even maintain current visitor numbers, will need to
compete aggressively for a bigger share of a static (if not declining) visitor
market.

° Prepared by consultants Red Inca in 2005, pages 2-4.



SECTION 3
ASSESSMENT OF POTENTIAL
TOURISM DEVELOPMENT USES

3.1 SWOT ANALYSIS

A SWOT analysis, exploring the strengths, weaknesses, opportunities and
threats of possible tourism product development at Lake Margaret has been
prepared.

The key strengths for potential tourism use of Lake Margaret are considered
to be:

relatively close proximity to Queenstown and the West
Coast Wilderness touring route;

relatively intactness as a natural place within a ‘wilderness’
landscape;

the site is part of the richness of the mining and heritage
stories associated with the West Coast;

the historic significance of Lake Margaret Power Station as
one of Tasmania’s earliest hydro-electric power stations
(1914);

a Conservation Management Plan has been prepared for
the site;

the potential to utilise existing buildings and infrastructure
(e.g. houses, hall, haulageway, tramway) for future tourism
use;

the opportunity to operate the historic power station during
visitor access times (albeit one turbine);

the existing tramway/walk of 7km length to Lake Margaret
dam;

the potential to attract interest in special niche market e.g.
engineering heritage, recreational;

the potential to link Lake Margaret with the Mt Lyell mining
attraction and interpretation;
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strong social values that are associated with those who
have worked at the power station, visited or enjoyed the
area in the past;

the potential for works by Hydro Tasmania to help upgrade
some facilities at the site e.g. road surface, haulageway;
and

the Hydro Tasmania’s oral history project recording
histories for those involved with the site and community
interest in planning for an ‘Open Day — Back to Lake
Margaret’ event.

The key weaknesses or limitations for tourism use at Lake Margaret are
considered to be:

limited size of the Tasmanian base population to support
the development of tourism product in more remote areas;

the shift in the Tasmanian visitor market towards shorter
length of stays and short breaks based around the main
entry gateways;

the strength of Strahan (and other major destinations within
the State) as a recognised ‘must-see’ visitor destination on
the key touring routes and the implications this has for
available visitor touring time on the West Coast given the
shortening of visitor stays in the State;

proximity to Queenstown (e.g. appeal of greater choice in
facilities and services within the town);

the operational difficulties involved with tourism product in
remote locations including retaining skilled staffing, on-site
management, higher servicing costs;

the high costs involved with upgrading and improving the
existing access road to Lake Margaret for general public
access e.g. rectifying narrow width, lack of barriers;

the major capital costs involved with the upgrading of
existing buildings and the provision of basic infrastructure
including sewage treatment, water supply, haulageway and
power services;
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the limitations on alteration/re-development or re-use of
some of the existing buildings and sites given the heritage
values and significance identified within the lake Margaret
Power Scheme Conservation Management Plan including
the need for Heritage Impact Statements to be prepared;

the ongoing land management and maintenance costs
involved with the site and use of its facilities;

the regularity of rainfall experienced at Lake Margaret
(location with highest recorded rainfall in the State);

the physical constraints of the site and in particular the
steep slope to reach the start of the tramway walk (although
4wd access is available and potentially if the haulageway
was upgraded);

the works proposed by Hydro Tasmania will impact on the
attractiveness of some of the features of potential visitor
interest e.g. removal of the King Billy woodstave pipeline
along the tramway walk to Lake Margaret; and

the proposed works by Hydro Tasmania over the
construction period for the new power station (next 3 years)
and this will limit tourism access and use to the site (to
reduce safety and risk management issues).

The opportunities for potential tourism and recreational use at Lake Margaret
are considered to be:

continued interest by the local community in a range of
recreational activities including walking, fishing, fossicking
and nature study

day visits by independent users principally for walking (e.g.
along the tramway and other tracks if developed) and
cycling (e.g. the access road)®;

day visits as a special interest tour run by tourism operators
that might include heritage (e.g. power station, village life,
penstock) and soft adventure (e.g. short walk experiences
especially if the haulageway along the penstock is
operational); and

6

Lake Margaret is already promoted as a walk and trail ride in various publications. For instance the Rail Trails

of Tasmania lists the Lake Margaret Tramway Trail as a walk but also indicates access constraints to the area.
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overnight stays involved with the upgrading of the village
buildings for use as visitor accommodation or
educational/training group use.

The key threats to tourism use at Lake Margaret are considered to be:

that Tasmania is seen as an end of the line destination
rather than a passing through destination and involves
longer travel time and higher costs for the overseas visitor
market;

as with any tourism attraction, the potential impact of
outside potential influences that affect the visitor market e.g.
Bird Flu spreading to Australia, terrorist action, major plane
strikes, wars;

the expectations that the growth in the domestic visitor
market is slowing due to increased competitiveness of other
destinations, the dramatic impact of lower airfares and
changes to the ways Australian are now choosing to go
travelling;

the loss or degradation of experience values given the
planned removal of the woodstave pipeline along the
tramway walk and the impact of new buildings and works
within the heritage setting;

that customers may not recognise Lake Margaret
experiences as being unique to compel visitation;

future customers may not perceive tourism product on the
West Coast as being aligned with their holiday needs and
motivations as travellers;

the special interest market is small and will require a well
directed commitment to targeted marketing and achieving
sustainable management practices for an authentic
experience;

that there will not be sufficient public and private sector
interest or available capital to invest in providing the basic
infrastructure required.
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Based on the SWOT analysis and preliminary investigations, Lake Margaret is
considered to have the following competitive advantages:

the ability to offer an authentic heritage based tourism
experience within a remote landscape yet within close
proximity to a key West Coast visitor destination in
Tasmania; and

the opportunity for visitors to experience a remarkable ride
on the penstock haulageway and then undertake a short
walk within a remote landscape.

3.2 KEY SUCCESS FACTORS FOR TOURISM

DEVELOPMENT

The key success factors for a tourism development at Lake Margaret are
considered to be a commitment to:

having a strong alignment to brand for Tasmania and the
Cradle Coast Region;

fitting with the Tasmania Experience;
being attractive to investment interest; and

adopting tourism industry best practice standards.
3.2.1 Alignment to Brands

Many tourism operators within the State and West Coast region face issues
such as:

the inability to generate sufficient revenues to deliver profits
to their enterprise and thus provide sufficient funds for
marketing, promotion, travel shows, interpretation, research
etc;

the lack of adequate capital to upgrade facilities, staffing
levels, skills training, interpretation and services;

limited capacity to attract new investors or to raise loan
borrowings to facilitate expansion and necessary re-
development;
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limited value-adding to their visitor experience and
especially through the development of a range of revenue
streams (e.g. food and beverage, merchandising,
interpretative facilities);

insufficient visitor numbers to provide critical mass for
market penetration;

the strong impact of seasonality affecting demand for visitor
experiences;

not having their product involved with wholesalers or having
a point-of-price differential to allow inclusion within
wholesaler programs given commission levels;

small staff numbers to facilitate and support industry
networking and achieving sufficient commitment towards
co-operative marketing efforts and professional industry
development practices;

limited involvement with the wider tourism industry network
and organisations that would help with pricing, cost control,
co-operative marketing, advertising, business management,
information exchange eftc;

limited product bundling to create higher market impact and
stronger linkages with the core appeals for Tasmanian
visitors; and

reliance upon Tourism Tasmania, Cradle Coast Authority
and the local Tourism Association’s to help profile
experiences to the niche market.

A commitment to Brand is becoming recognised as a critical success factor to
many operating within the tourism industry.

“In today’s market place what persuades potential tourists to visit and
revisit one place instead of another is whether they have empathy with
the destination and its values — the battle for visitors in tomorrow’s
destination marketplace will be fought over hearts and minds.” ’

A new Brand statement for Tasmania and the Cradle Coast region is in
preparation and it will provide direction for translation of the Brand into
marketing communication and advertising collateral, forming the basis for
briefs for photography, copywriting etc. It will also provide direction for

" Source : Draft Tasmania Inspiring island Experiences Brand Book (quote from Vacation Marketing publication
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alignment of product development and interpretation to the Brand. These
brands are an imperative to building and retaining a sustainable competitive
advantage within Tasmania and the region.

Preliminary review of the three brands suggest some potential for links to
future tourism use at Lake Margaret. For instance the proposed Tasmania
brand strongly identifies with inspiring island experiences encompassing a rich
living history - where the community has achieved original and creative
response to working within a wilderness. The evolution of the proposed Cradle
Coast Region brand suggests a strong alliance with being at the edge.

The draft brand for the Mining and Heritage Experience for the Cradle Coast
region also has some attributes that were identified by the local West Coast
communities that can be associated with Lake Margaret — living heritage,
contemporary industry, powerful landscape, cultural identity and stories,
climate of extremes.

It is important that any future tourism operator at Lake Margaret embrace and
align their promotion, marketing and product development within the vision of
the Tasmania Brand and Cradle Coast Brand. Failure to do so will run the risk
that the product could sit in isolation to the main customer messages and
consequently suffer from lack of good customer awareness and interest.

It is also significant that Tourism Tasmania’s brand role and the Cradle Coast
region brand role will support operators:

wishing to have a unified and competitive brand advantage;

wanting to align brand initiatives through marketing and
strong partnerships; and

seeking to combine thematic interpretation and brand
principles to seek competitive advantage.

3.2.2 Fit with the Tasmania Experience
The Tasmanian Experience Strategy8 identified the need to:
understand the triggers that motivate customers to
purchase a Tasmanian holiday, which in turn, would help

refine product development responses and marketing
messages to motivate more visitors;

8 Tourism Tasmania, 2002. The Tasmanian Experience: Creating unforgettable natural experiences.
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deliver engaging, personalised experiences linked to
Tasmania’s three core appeals;

connect visitors to people and place;

create unforgettable memories that motivate repeat
visitation, word-of-mouth promotion and brand loyalty; and

provide appropriate knowledge, tools, and skills to industry
to enable it to build capacity to create and deliver quality
experiential products.

This is best shown in Figure 3.1 with the important emphasis being placed on
interpretation. In short, Lake Margaret has the assets as a place (e.g. natural
and cultural values) but requires the infrastructure, services and interpretation
to be a distinctive and competitive tourist attraction.

The Tasmanian Experience . . . .
How visitors lock into an experience...

\

Engagement
Interpretation

Networks

Knowledge \
Personalitv \
Warmth Service Personalised

Friendliness

Authenticity
Oriainalitv \\

Connection via Service
accommodation,
transoort. activities

Quality

\ Connection

Nature Place

Cultural Heritage
Food & Wine

Figure 3.1 The Tasmanian Experience (Source Tourism Tasmania)



Section 3 : Assessment of Potential Tourism Uses 24

In recent years, Tourism Tasmania has actively facilitated an improved
awareness and growing commitment by Tasmanian tourism operators to
embracing thematic interpretation as a powerful means of engaging visitors in
the Tasmanian experience. Thematic interpretation is considered by many as
the world’s best practice in interpretation and plays a key role in developing
strong visitor experiences. Unlike topic-focused interpretation or presentation
of factual information, it is a form of strategic communication to visitors that
aims to connect them to the essential meanings of a place, its heritage and
Tasmanian people. It does this through a theme or suite of themes that are
geared to providing visitors with lasting impressions.

Thematic interpretation aims to make it easy for visitors to form strong
meanings and connections by interpreting through the use of themes, which
form the basis of the take-home messages that an operator seeks to deliver to
people. It links these themes to a communication medium and helps to define
audiences in a purposeful, strategic manner. Once visitors attach meanings to
the place being interpreted, then the place matters to them. This leads to high
levels of visitor satisfaction, word-of-mouth promotion and repeat visitation. It
also results in a higher visitor spend on-site, including relevant merchandise.

Not recognising thematic interpretation as a potential powerful communication
tool runs the risk that the visitor market will continue to be discerning and seek
out experiences that offer meaning, engagement, entertainment and an
appreciation of what it is about Tasmania. The adoption of thematic
interpretation practices will also improve the competitiveness of a tourism
product at Lake Margaret.

To be successful, any future tourism operator at Lake Margaret will need to
deliver an experience where visitors are actively engaged, enriched and are
motivated by the experience.

3.2.3 Attractive to Capturing Investment Interest

The tourism potential at Lake Margaret will not be realised unless the
proposed tourism development or use is capable of attracting sufficient critical
mass to generate an adequate return on the investment. Unless an operator
is totally self-funded, this will be a constraint to seeking any financial loans
from commercial institutions. This capacity to raise investment funding will
also be affected by any restrictions on achieving freehold title or a long term
lease for the site.
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The preliminary assessment suggests there is likely to be major investment
costs for:

upgrading the road to acceptable standards for allowing
general (uncontrolled) vehicle access by the public;

providing basic infrastructure (e.g. water, sewer, power) for
any over night use or high levels of day use;

upgrading or conversion of the existing buildings to an
income generating visitor use;

upgrading the haulageway as a visitor attraction to reach
the top of the penstock; and

marketing the Lake Margaret experience.

An intending tourism investor will need to undertake a full feasibility analysis
and business case to assess the merits of any proposal. It is highly probable
that any major investment will be identified as a high risk proposal given the
high development costs and current trends in the visitor market affecting
Tasmania and the West Coast.

3.2.4 Commitment to Best Practice Standards

To create market interest or to maintain or grow market share, a tourism
operator at Lake Margaret will need to be committed to business practices
such as:

preparing business plans and operations manuals;
new product development;

safety management practices;

thematic interpretation;

meeting accreditation standards;

market research and preparing marketing plans;
upgrading skills through training;

information networking; and

improving the image bank of their product.
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A commitment to achieving the above standards will improve the ability for the
operator to increase the price point for their tourism experience. As previously
indicated, it is essential that these efforts be aligned with the new brand for
Tasmania and the region. Taking a consistent application of brand positioning,
communication of the brand across all levels of marketing and product
improvements is a key success factor for achieving a sustainable tourism
operation.

3.3 POTENTIAL TOURISM PRODUCTS

The Conservation Management Plan® indicated that a preferred option to
maximise the heritage values of the place was to combine ongoing power
generation with cultural heritage uses. The Plan indicated that the site
(outside the functional use of the new power station) should be accessible for
controlled public access related to future tourism use. It outlined the desire for
the important heritage values of the power station and its surrounding site to
be interpreted and experienced by the public. The report indicated the ability
to add limited new buildings into the village precinct to assist generate a viable
site use and some guidelines within which such development would not
diminish the existing cultural heritage values.

Previous tourism plans for the West Coast have identified the possibility of
tourism use at Lake Margaret but no proposal has been taken up. Evers
Consulting Services (1984)"° referred to the possibility of a ‘sound and light’
presentation in the power station and use of the haulageway to extend the
visitor experience. A 1989 report11 suggested commercial developments
including operating the power station as a museum, guest house and
coffee/food shop. The West Coast Tourism Plan 2002/04 " refers to power
station tours at Lake Margaret as one of Queenstown’s other tourism
strengths.

As identified in the SWOT analysis, the opportunities for potential tourism and
recreational use at Lake Margaret are considered to be:

continued interest by the local community in a range of
recreational activities including walking, fishing, fossicking
and nature study

® Paul Davies Pty Ltd and Architects Heritage Consultants 2005. Lake Margaret Power Scheme — A
Conservation Management Plan Volume 1 and Volume 2

" Evers Consulting Services Pty Ltd 1984. South West Tasmania Tourism Study

" Author unknown but referenced in a report by Carmel Goulding, Department of Tourism Sport and
Recreation titled The Development of West Coast Tourism : A report on the Tourism Potential of the West Coast
Region.

2 Alomes G. 2002. Business and Jobs Growth : West Coast Tourism Plan 2002/04 Strategy Report
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day visits by independent users principally for walking (e.g.
along the tramway and other tracks if developed) and
cycling (e.g. the access road)'?;

day visits as a special interest tour run by tourism operators
that might include heritage (e.g. power station, village life,
penstock) and soft adventure (e.g. short walk experiences
especially if the haulageway along the penstock is
operational); and

overnight stays involved with the upgrading of the village
buildings for use as visitor accommodation or
educational/training group use.

A brief assessment of these opportunities follows.

3.3.1 Local Recreational Use

The West Coast community has accessed, and is likely to always want to
access, the Lake Margaret area for recreational use such as walking, four
wheel driving, fishing, fossicking, nature study and sightseeing. This access
will clearly be affected by any safety or risk management decisions taken for
either the access road and tramway e.g. during construction time for the
proposed new power station or new pipeline.

If exclusive use rights were granted to a future use at Lake Margaret, this may
also threaten the ability for the local community to access the area and
undertake their desired recreational activities.

The opportunity for generating revenue from the local recreational users is
considered to be minimal.

3.3.2 Independent Visitor Recreational Use

Lake Margaret is known to some Tasmanians and visitors as a place to visit
and undertake walks — some published walk guides and local knowledge have
encouraged people to explore the area and in particular to walk along the
tramway walkway to Lake Margaret. The numbers of users are small and very
much influenced by the remote location, seasons and weather conditions.

The tramway walkway is a 7 km return from the top of the penstock. Access to
the penstock is along a gravel switchback road that climbs 300m from the
power station. The walk has panoramic views into the surrounding mountain

" Lake Margaret is already promoted as a walk and trail ride in various publications. For instance the Rail

Trails of Tasmania lists the Lake Margaret Tramway Trail as a walk but also indicates access constraints to the
area.
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ranges and distant views towards the coast. A key feature of the walk is the
King Billy woodstave pipeline that runs the entire length of the walk to the dam
face. The placement of the wooden structure within a wilderness setting, the
ability to see it close-up and multiple sprouting leaks are highlights of the walk
experience. The potential replacement of the pipeline with a steel pipeline to
service the new power station will alter these values of the walk experience
and possibly detract some users.

The walk along the gravel switchback road has no attractive aspects for
walkers given the distance, steepness, uneven loose gravel surface and visual
impact associated with vegetation clearing. However the haulageway along
the penstock, if capable of being upgraded to working order and to meet safety
standards as a passenger carrier, would provide a very attractive alternative
option to start the tramway walk. It would also provide a potential revenue
stream if there was sufficient use to outweigh operating costs — it is very
unlikely that independent walkers would achieve a strong revenue stream but
they would supplement any proposed visitor tour use at scheduled times of
operation. It is understood that the Hydro will consider the feasibility of
upgrading the haulageway (anticipated to be about $500,000) for transporting
materials with the construction of a new pipeline, but this may not necessarily
achieve the ability to utilise it for commercial passenger transit. The other cost
apart from restoration of this equipment is the need for two people to operate
the haulageway — thus adding to the overall operating costs of it as a visitor
attraction.

The potential for adding or re-developing new walks at Lake Margaret was
suggested during the research investigations. The proposals were for:

a long distance walk between the Lake Margaret dam and
Tullah following an old prospectors route; and

a long distance walk continuing from Lake Margaret to
eventually join the abandoned Comstock railway to Linda.

Despite the potential attractiveness of the journeys (e.g. following heritage
routes, remote mountains, wilderness) there are a number of significant
constraints for the walks including:

market research indicates limited appeal of the long
distance walks to the main visitor markets (less than 3% of
total visitors to Tasmania during 2005);
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the potential for revenue streams would need to be derived
from commercial operated huts and these are unlikely to
generate sufficient income to contribute towards investment
and maintenance in the walks;

the very high costs involved with construction and ongoing
maintenance of long distance tracks and huts;

the potential for significant environmental impacts and thus
cost incurred processes (e.g. EIA, EMP) involved within
new development within untracked areas, and in particular
the Tyndall Range;

the tracks involve development approval within the South
West Conservation Area; and

the likelihood of lack of support from the responsible land
managing agencies given their limited resources and
concern about potential impacts.

The PWS has currently commissioned an independent assessment of the
Great Bushwalk opportunities within the State, and it is understood that
preliminary investigations have dismissed prospects for development or
upgrading long distance walks within the West Coast.

In summary, there will continue to be some independent recreational interest
in Lake Margaret but very limited scope for creating a revenue stream from
this market. The best prospect for income would be through the operation of
the haulageway, if feasible, as a passenger transit to the start of the tramway
walk. This market is expected to remain small in numbers, price sensitive and
not provide a major source of revenue.

If exclusive use rights were granted to a future use at Lake Margaret, this may
also threaten the ability for the community to access the area and undertake
their desired recreational activities.

3.3.3 Special Interest Tours

The potential exists to allow controlled access to Lake Margaret for individual
tour operators that could offer guided interpretation to small groups. The tours
could offer varying itineraries depending on market interest (e.g. day trips to
the site involving the walk, a stop within a multi-site day tour).

Some tour operators may only be interested with exclusive access
arrangements to attract sufficient market interest as a specialised tour — this
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may provide a better return from a higher yielding tour than allowing multiple
access with a lower yielding tour. For instance, the tour to Woolnorth
windfarm is exclusive to one operator thus providing easier management
arrangements and greater incentive for the one operator to position
themselves within the market. It may also provide the incentive for the tour
operator to invest in the upgrading of some infrastructure to service their
clients.

There are excellent cultural and natural assets at Lake Margaret to work with —
but the challenge is to position the tour product as a distinctive ‘must-do’
experience that will attract visitor interest given all the other competing
products within the region and Tasmania. The use of the haulageway as a
passenger transit would provide a strong attractor for selling the visitor
experience across the wider market types. If this was not part of the
experience, it is likely that the day tour would appeal to a much smaller market
profile. Equally the removal of the historic woodstave pipeline along the
tramway walk will detract from the quality and experience of the walk — the
installation of a new pipeline in its location will reduce the appeal of the walk
and potential visitor interest.

The opportunity for an income stream is to charge an access fee either on an
annual lump sum basis or alternatively on a per visitor basis. The latter is
likely to be more of an incentive for the operator. The negotiated fee could
also include a visitor contribution towards the conservation of the heritage
values at the site (similar to nature based tourism), which can in turn be a
positive aspect for the ethical promotion of the tour product.

This tour product would reduce the major investment costs involved with use
of Lake Margaret. Day based tours would overcome the issues involved with
allowing public access by private or hire vehicles (e.g. concerns with safety
conditions of the narrow sections of the road, limited access for many visitors
using hire cars). It would also reduce costs for major upgrading of the basic
infrastructure other than the haulageway.

The positive aspect of the day tour market is that there may be tourism
operators already operating successful tour programs within the State with the
skills, market-ready profile and capacity to deliver these experiences.
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3.3.4 Overnight Stays

The potential opportunities for achieving overnight stays at Lake Margaret are
considered to be an investor willing to upgrade the infrastructure and facilities
as a:

‘wilderness resort’ with capacity for heritage and soft
adventure activities;

use of the houses as self-contained accommodation with
capacity for heritage and soft adventure activities; or

a educational camp, training complex or institution for
groups.

In relation to Options 1 and 2, the weaknesses or constraints listed in the
SWOT analysis for tourism development at Lake Margaret pose compelling
problems for achieving a viable commercial tourism development, which is
dependent on upgrading the infrastructure and facilities. There are substantial
costs to reach even operational stage and it is considered that these proposals
would all end up being assessed as extremely high risk venture investments.
Apart from the investment costs there are considered to be major limitations
with how commercial accommodation at Lake Margaret would generate a
reliable and consistent volume of clients, achieve a length of stay beyond one
night and deliver a yield to cover the high operating costs in such a remote
location. It is also difficult to consider the justification for public sector
investment in the site, other than to help protect natural and cultural values.

However, despite the above comments on commercial accommodation, the
decision to invest is that of an outside business party and their own judgement
about the feasibility of such a venture. This interest can also be tested through
the process of seeking Expressions of Interest for the use and development of
the site subject to meeting the Conservation Management Plan, Hydro
Tasmania’s operating requirements and other regulatory requirements.

The third option — an educational camp, training complex or institution for
groups — may attract some interest if there was sufficient government
investment or sponsorship for the proposal. It is considered that the use of the
site for school group accommodation would not be feasible given the

major up-front investment costs and ongoing operational
costs;

the seasonality of the market;
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the expected low price point for such accommodation;

the appeal and competitiveness of existing accommodation
facilities; and

difficulty being faced by many existing operators to maintain
a feasible business for this market.

Three possible options identified for potential redevelopment of the existing
facilities could be as:

a pre-vocational training facility for an educational institution
such as TAFE as a remote campus for West Coast trade
apprentices that might also be involved in the major
upgrading of the facilities e.g. electrical, fitting and turning,
metal work, carpentry etc; or

a wilderness learning retreat for an educational institution
such as the University of Tasmania (or possibly
independent schools) that could be utilised across a range
of courses; or

as a retreat for community group similar to the success at
Appin Hall or the re-use of the former hydro-electric village
at Poatina by the church group Fusion.

It is understood (pers. comm. Darryl Gerrity) that the TAFE Board and West
Coast Principals Association have expressed some initial interest in the first
option. Equally it is known that the University of Tasmania has previously
discussed the potential for using a remote learning centre that could serve the
many inter-related courses available at the University. For instance the
Department of Geography and Environment offer a highly regarded natural
area and wilderness management degree; the Arts School take students to the
West Coast for inspiring and informing their work; the West Coast is an
obvious attraction for geology, surveying, engineering, site rehabilitation and
many other courses. The potential interest by a community group is unknown
and would need to be tested via an Expression of Interest process.

These options are likely to be dependent upon attraction of public funds,
philanthropy or sponsorship for the proposals to be developed. If available,
then the potential may exist for finding financing arrangements to help meet or
subsidise operating and management costs without the constraint of repaying
capital investment. Given the future plans of Hydro Tasmania for Lake
Margaret are not yet finalised, it is difficult to identify potential interest in such
proposals. However this could be determined through seeking Expressions of
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Interest for the future use of Lake Margaret in the future. These options may
achieve benefits for retention of heritage conservation values but may also
limit the level of public access to the site, depending on the nature of the
intended use.

3.3 SCOPE FOR FURTHER FEASIBILITY

3.3.1 Tourism Development Prospects

Despite the potential assets and values of Lake Margaret, major future tourism
development prospects involving overnight stays are considered to be difficult
and limited due to the impact of the identified weaknesses/constraints affecting
the feasibility of any major redevelopment or reuse of the site and its facilities.
It is difficult at this indicative stage to realise how a major tourism development
could be sustainable without a significant public sector support to reduce the
initial investment costs. However the decision to invest at Lake Margaret is
the judgement of a prospective developer, who may be prepared to accept the
identified costs and risks, to achieve their vision for the site and its facilities.
The lack of a successful proposal for utilising Lake Margaret for tourism
development over the last 20 years, despite the site being potentially available,
is indicative of the issues and constraints to be faced.

The more likely prospect is for day tours offering experiences without the need
for major investment in upgrading infrastructure that is involved with overnight
stays. It is considered that the interest in day tours will be influenced by the
ability:

of the marketing and cultural heritage interpretation skills of
the tour operator;

to view a turbine in the original power station operating;

to use the historic haulageway as a unique means of
transport for visitors to the head of the penstock; and

to undertake a short walk along the tramway (not
necessarily to the dam) and viewing the original woodstave
pipeline in use (albeit if only for just a short distance).

The higher yield and potentially higher visitor numbers are likely to occur with
the use of the haulageway - if this is not available for use, then the visitor
market will be more special interest and smaller in scale and yield.
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There will remain continued interest from the local West Coast community and
independent recreational users to access the site, but these are not
considered to provide any substantial income stream.

3.3.2 Scope for Feasibility Assessment

Some of the major hurdles for any interested party to make a business
judgement about development options in the Lake Margaret site are:

that the future development plans of Hydro Tasmania for
Lake Margaret are yet to be finalised; and

the as-yet unknown costs involved with upgrading the
infrastructure to allow potential tourism access and use of
the site.

To some extent, the potential may exist for the future operational works of
Hydro Tasmania with the new power station to possibly assist (or alternatively
add) to the overall investment costs involved with the provision of the
infrastructure, upgrading of facilities or rehabilitation of facilities. For instance
the upgrading of the haulageway for transporting material to the top of the
penstock may reduce the costs for bringing the equipment up to a standard
suited for passenger transit.

Accordingly to assist any prospective party in making a realistic future interest
in Lake Margaret it is essential that:

Hydro Tasmania finalise their works and operational plans
for the proposed new Lake Margaret power station;

an estimate of costs be prepared and itemised for
upgrading infrastructure, buildings and site rehabilitation
consistent with the Lake Margaret Power Station
Conservation Management Plan and to a standard that
would allow visitor use and access;

an identification of those costs which Hydro Tasmania may
be able to meet or contribute towards as part of the works
and operational plans for Lake Margaret power station or
commitment to assist with the future use of the site; and

these costs be part of the information package for seeking
or assisting Expressions of Interest for the future use of
Lake Margaret.
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It is important that the costs estimates are itemised as the potential range of
tourism uses may not necessarily require all costs to be met. For instance, the
running of a special interest day tour need not involve the restoration of the
village buildings or provision of infrastructure services whereas the
development of the village as a wilderness resort development would.

3.4 RECOMMENDATIONS

Based on the findings of this report, it is recommended that Hydro Tasmania:

1. Finalise their works and operational plans for the proposed new Lake
Margaret power station.

2. Prepare an estimate of itemised costs for upgrading infrastructure,
buildings and site rehabilitation consistent with the Lake Margaret Power
Station Conservation Management Plan and to a standard that would allow
visitor use and access.

3. Identify those costs, which Hydro Tasmania may be able to meet or
contribute towards as part of the works and operational plans for Lake
Margaret power station or as a commitment to assist with the future use of
the site.

4. Prepare an information package for seeking or assisting Expressions of
Interest for the future tourism use of Lake Margaret, based on the
outcomes of the above recommendations.



