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DISCLAIMER 
 

This Business Case has been developed on behalf the Shire of Three Springs by NAJA Business Consulting 
Services, in partnership with Redit Research, Judith Giddings, Josh Turner, Joanne Sun, DTM Tourism, Mann 
Advisory. Recommendations provided in this report are based on the financial and operational information 
provided by the Shire of Three Springs, along with research into industry best practice and case studies of 
operations at similar organisations. 

The Business Case is supplied in good faith and reflects the knowledge, expertise and experience of the 
consultants involved at the time of providing the Business Case. The matters dealt with in this Business Case 
are limited to those requested by the client and those matters considered by NAJA Business Consulting 
Services to be relevant for the Purpose. 

The information, data, opinions, evaluations, assessments and analysis referred to in, or relied upon in the 
preparation of, this Business Case have been obtained from and are based on sources believed by us to be 
reliable and up to date, but no responsibility will be accepted for any error of fact or opinion. 

To the extent permitted by law, the opinions, recommendations, assessments and conclusions contained in 
this Business Case are expressed without any warranties of any kind, express or implied. 

NAJA Business Consulting Services does not accept liability for any loss or damage including without 
limitation, compensatory, direct, indirect or consequential damages and claims of third parties, that may be 
caused directly or indirectly through the use of, reliance upon or interpretation of the contents of the business 
case. 
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Three Springs Tourism Business Case 

EXECUTIVE SUMMARY  

 

This Tourism Business Case is the culmination of years of refining aspirations, developing 

concepts, and planning the implementation of, the Shire of Three Springs tourism vision.  

Developed in conjunction with NAJA Business Consulting Services and Associates  who 

were engaged to collate, and extrapolate on, all the information to date, this Business 

Case will be used to support and attract funding towards two of its key projects.  

In developing this document, the Shire aims to highlight the economic and social benefits 

of diversifying its current tourism offerings, which centre around the wildflower trail; and 

promote opportunities which provide unique experiences for residents and potential 

visitors alike.   

It draws inspiration from the Shireôs vision of ñbecoming a healthy and unified community 

with a bright futureò: with the knowledge that in order to achieve that vision, the Shire 

needs to sustain and facilitate growth.  This understanding forms the basis of the tourism 

project purpose. 

The primary purpose of the project is to increase the population and economic 

development of the Shire through increased liveablilty/amenity, employment prospects 

and diversification of tourism offerings. 

The secondary purpose is to increase visitation numbers and overnight stays through the 

implementation of a four-pronged tourism strategy which includes:  

¶ Restoration/development of Duffyôs Store 

¶ Silo projection project 

¶ Glyde Street caravan park development 

¶ Event activation  

Project Description and Cost: This project will see the realisation of the tourism 

aspirations of the Shire of Three Springs to bring life back to the oldest standing 

weatherboard shop in Western Australia ï Duffyôs Store; giving it new purpose as a visitor 

centre, local culture and history museum with a ñ1909 store experienceò, providing space 

for a family friendly restaurant and a community meeting space. Beaming across the road, 

state of the art technology will be used to project art, live-streamed events, documentaries 

or movies onto the 56m x 45m decommissioned wheat silos, making it the comparable 

with the 15th largest video-capable screen in the world. 

¶ Duffyôs Store; Officially recognised on the State Register of Heritage Places in 

2005 when it had its roof replaced, this facility has not been open to the public 

since the late 1990ôs and is in need of restoration in order to limit further structural 

damage and enable it to be utilised in a way that will be economically and socially 

beneficial for the community. It will be sympathetically restored ï works to include 

restumping, rewiring, repainting and replacement of floorboards and panels 

affected by insect damage, glazing to be reinforced, and utilities to be replaced.   
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The adjoining building will be demolished to allow for access to a modest new 

building at the rear which will house a commercial kitchen and dining area and 

provide a much-needed family friendly café/restaurant for locals and visitors.  

¶ The second component of the Tourism project is the purchase of a projector 

capable of projecting images and moving pictures onto the silos located across 

the main street from the Post 

Office, Chemist and Duffyôs 

Store. This piece of 

equipment will be the first of 

its kind in WA and will provide 

a unique experience for 

visitors and residents. It will 

also encourage visitor 

overnight stays, adding to the 

economic benefits for the 

community. 

To support and augment these components of the Tourism Project, the Shire will  develop 

the former workers accommodation site on Glyde Street into a caravan park. Utilising 

existing underground infrastructure including water, sewage and power, the Shire will 

create 42 powered and 20 unpowered sites, providing a necessary alternative to the 

unpowered camp ground currently available.  They will also host four annual events to 

draw additional visitors to town and extend visitation beyond the wildflower season.  

Project Deliverables: Outputs and Outcomes 

 Outputs Performance Measure Performance Measure Method 

1 

Restoration and 
development of 
Duffyôs Store  

Completed in accordance with 
specifications, timeframes, 
budget, building codes and 
regulations. 

Project Management Team: conduct regular reviews 
during construction phase against budget, timing of 
events and periodic and final construction review.  
The Shireôs Superintendents Representative to 
certify that quantity and quality of works comply with 
the Council and provision of Certificate of Practical 
Completion 

2 
Relocation of 
Visitor Centre 

Completed in accordance with 
specified timeframes 

Shire to oversee relocation and report on completion 

3 
Establishment of 
an Old Store 
Museum 

Completed in accordance with 
specified timeframes and budget 

Project Management Team to oversee and report on 
achievement of an operational Old Store Museum 

4 
Finalised lease 
agreement for 
café/restaurant  

Lease signed by relevant parties Shire to oversee lease agreement in consultation 
with Council. Lease to presented to Council for 
endorsement. 

5 

Ownership of a 
projection unit 
that can be used 
on the silos 

Completed within time and 
budget. Silo projection 
agreements between the Shire 
and CBH signed 

Project Management Team to ensure projector 
delivered and working. Agreement with CBH to be 
tabled at Council 
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6 

Glyde Street 
Caravan Park 
operational 

Completed within time and budget 
Project Management Team to conduct regular 
reviews during development. The Shireôs 
Superintendents Representative to certify that 
quantity and quality of works comply with the Council 
and provision of Certificate of Practical Completion 

 

 Outcomes Performance Measures Performance Measure Method 

1 
Preservation of a 
historical building 

Duffyôs Store to become a 
functioning, safe venue 

The Duffyôs Store Builder to provided Certificate 
of Practical Completion.  

2 

Increase in paid 
employment: 7direct 
FTEs and 4FTE flow 
on during 
construction. 
Creation of 3.5 FTE 
when operational 

Creation of new jobs during 
construction period and in the 
ongoing operations of the cafe.  

Contractor/sub-contractor statistics provided by 
the successful contractor and the Shire. 

3 

Increase in 
community 
connectivity ï (social 
value of 9.6M over 
20 years) 

At least one new regional event in 
the 12 months following project 
completion. Meeting rooms booked 
by community groups 

Statistics maintained by the Shire and through 
booking sheets. 

4 

Economic returns to 
the Shire of Three 
Springs ï (Tourism 
Benefits to return 
$7.7M minimum up 
to $31.2M over 20 
years: 25% to 100% 
tourism figures 
achieved) 

Increased visitations and overnight 
stays in the Shire  

Event registration records, Caravan Park 
records, Visitor Centre records 

5 
Volunteering benefits 
(value of over $270K 
pa) 

Number of event and club 
volunteers 

Event and club records 

6 

Fund raising 
opportunities for not 
for profits and local 
groups 

Number of local groups who 
provide goods or services when 
events are held 

Shire event booking records 

 

Options Analysis: Three options were considered:  

¶ Option 1: Do nothing 

¶ Option 2: Implementation of only one or some of the tourism project components 

¶ Option 3: Restoration/development of Duffyôs Store, Silo Projection Project, Glyde 

Street Caravan Park Development and Event Activation 
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The positives and negatives of each option were considered and although there were fors 

and againsts for each, the full economic and social benefits of option 3 would not be 

realised if either of the other options was chosen and the positives of option 3 outweighed 

any negatives (as shown in the table below). 

 

Stakeholder Engagment:  Comprehensive stakeholder engagement was carried out with 

local community members and businesses, local and state government departments, peak 

bodies, and other key stakeholders such as the Regional Development Officer. This 

engagement included two workshops, a community survey and one-on-one consultation 

to a) gauge the need and support for the project and b) gain community input for the vision 

and possible inclusions of Duffyôs Store and silo projections. 

In both the workshops and survey, the community responded positively to the projects. 

81% of survey respondents reported that the redevelopment of Duffyôs Store is important 

or very important to the community, with the top three element inclusions including a Visitor 

Centre (83%), local museum (78%) and a café/restaurant (72%). The silo projection 

project was also well received, with 86% of respondents believing it to be a good or very 

good idea.  

 

 

POSITIVES NEGATIVES 

Attract increase visitation Financial risk if not managed correctly 

Attract overnight visitation Will require effort from Shire and community 

Increased spend within the town Potential perceived competition with local food 
providers 

Local clubsô benefit from fundraising activities or simultaneous 
events 

Potential perceived competition with nearby 
towns for visitor attraction and overnight stays 

Increase in community pride  

Protection of local heritage  

Co-location of Visitor Centre with museum gives increased 
opportunities to promote the town and surrounding areas 

 

Family-friendly café/restaurant for locals and visitors to meet 
and eat ï social benefits 

 

Meeting rooms close to catering available for local groups  

Creation of a unique experience to watch images on the silos  

Addition of powered sites to the town may increase overnight 
stays 
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Identification of need: Macro Level: The Shire, having identified an underlying need of 

reversing population decline, have strategised ways to stimulate the economic 

environment and, as listed in their Strategic Community Plan, have focussed on 4 

foundation areas: economic development, environment, community wellbeing and civic 

leadership. Themes such as landuse, housing, health, education, industry/agriculture etc 

have all been identified as key drivers and have all had objectives and strategies outlined.  

Tourism has also been identified as a key driver for population reversal, with the Shire 

recognising that diversification in tourism offerings has the potential to create economic 

and social benefits for the local and regional communities.  

Micro Level needs:  

¶ Renovation of Duffyôs Store to protect it from further decay, make it safe and 

accessible; and to utilise the building for the economic and social benefits 

associated with increased visitation 

¶ Visitor Centre relocation ï colocation of the Visitor Centre with an attraction such 

as the ñ1909 store experienceò in the adjoining room; incorporating it with a local 

museum, selling local produce, exhibiting local art (including local Indigenous art) 

and having a café on the premises would make it more appealing to visitors and 

would provide opportunities for the Shire to provide more consistent service 

delivery. 

¶ Local history collection ï need to adequately protect and display the current 

collection and provide space for new items in order to safeguard the Shireôs 

historical, cultural, economic and community background. 

¶ Café/restaurant ï a need for a family-friendly place to eat, as opposed to the 

options currently available which cater primarily for contractors and travelers (the 

hotel, the motel and the Sweetmanôs Ampol caf®). This will cater for the needs of 

the locals and will entice more visitors to stop in the town. 

¶ Silo projection ï need was identified to give visitors a reason to stay overnight; 

providing economic benefits to the community  

Strategic alignment: All aspects of this project have been aligned with current federal, 

state, regional and local, strategies. 

Case Studies: Five Case studies of similar projects around Australia were undertaken to 

better understand the opportunities and challenges associated with the Three Spring 

project. The ñtake-outsò from these studies are: 

¶ Visitors are looking for a unique and authentic experience; 

¶ Art and cultural activities that change on a regular basis draw return visitation; 

¶ The increased visitation to the regions shows how adaptable the hospitality and 

tourism industry can be even when challenged by a pandemic such as COVID-19 

that stops international, and even interstate, tourism in its tracks;  

¶ Working stores that do not rely solely on tourism appear to be robust financially. A 

mainstay operation such as a news agency, food outlet or fuel stop enables a 

country business to óroll with the punchesô and weather economic downturns and 

interruptions to tourist flow created by natural disasters or pandemics; 
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¶ Collectables for sale create interest for visitors who like to take home something 

unique to the area;  

¶ State or regional tourism initiatives, such as a ñtrailò, generate visitation to regions; 

¶ Business activity will grow with visitation; 

¶ A craft/arts hub of coaligned business increase tourist spend; 

¶ Craft food and local produce increases spend and visitor enjoyment. 

 

Financial Details:  The following table outlines the high-level funding strategy for the two 

components associated with this tourism project ï Restoration and development of Duffyôs 

Store and Silo Projection.  A detailed Funding Strategy can be found in Attachment 2.  

  

 

The Shire has prepared an operational structure and budget to allow for the management 

and operations of the building, anticipating that the Community Development Officer will 

have the capacity to allocate 20% of their time to facility management if a trainee is 

employed to assist with other tasks. Volunteers will also be encouraged to assist, as they 

do in the current Visitor Centre. The café/restaurant will be leased to an anchor tenant for 

an attractive fee of $250 per week. 

 

Whole of life:  Whole of life modelling has been assessed taking into consideration capital 

expenditure, operating costs, maintenance costs and annual renewal expenditure; 

indicating that the overall cost of the Duffyôs Store project is $9,430,387 at the nominal 

rate (3.89X capex multiple) and the silo projection project is $217,363 at the nominal rate 

(1.48X capex multiple). These costs will be accounted for in future Shire budgets and 

Asset Management Plan. 

Whole of Life Duffyôs Store Projector Totals 

Annual Costs $110,130 $5,218 $115,348 

Renewal costs $91,821 $17,049 $108,870 

Combined Totals $201,951 $22,267 $224,218 

Source of Funds  
 

QS $ 
exc GST 

Funding 
confirmed  

Funding Details 

 
Shire of Three Springs 
 

$694,106.21 Yes Budget, reserves, loan 

Grant Funding 
$1,801,952.13 

$73,455.50 
No 

Building Better Regions Fund  
REDS Grant 

Total Funds Available if 
completely secured $2,569,513.84   

Total Quoted Costs  $2,569,513.84 

 
 
 
 

 

Surplus/(Shortfall) -   
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Cost Benefit Analysis: When looking at the benefits side of this project proposal the 

analysis shows it has the potential to provide a range of quantifiable and significant 

economic and social benefits for the Shire and its local community.    

Benefit Area Future Value of Benefits over 20 years 

 Scenario 1 
100% projected 

increased 
Tourism figures 

achieved 

Scenario 2 
75% projected 

increased 
Tourism figures 

achieved 

Scenario 3 
50% projected 

increased 
Tourism figures 

achieved 

Scenario 4 
25% projected 

increased 
Tourism 
figures 

achieved 

Employment $4,515,417  $4,515,417  $4,515,417  $4,515,417  

Gross Regional Product $1,368,000 $1,368,000 $1,368,000 $1,368,000 

Tourism (Direct & Indirect) $31,201,237 $23,319,400 $15,599,310 $7,717,474 

Social Connectedness $9,621,688 $9,621,688 $9,621,688 $9,621,688 

Volunteering $5,266,392 $5,266,392 $5,266,392 $5,266,392 

  

Four scenarios were explored based on the projected increased tourism figures being 

achieved at either 100%, 75%, 50% or 25%. Figures below are for the 50% scenario: 

Discount Rate 3% 7% 10% 

Present value of costs ï project 
plus ongoing renewal ($m) 

$5,657,336 $4,743,746 $4,300,613 

Present value of benefits ($m) $28,771,876 $21,128,685 $17,390,448 

Net Present Value ($m) $23,114,539 $16,384,939 $13,089,835 

Benefit to Cost Ratio 5.09 : 1 4.45 : 1 4.04 : 1 

 

Risk Assessment:  A risk identification, analysis and mitigation chart has been 

constructed for use and regular revision.  It includes physical, financial, moral and ethical 

and legal risks associated with the project.  Operational risk management has also been 

considered, and policies and guidelines, if not already in place, will be activated before 

the facilities are open.   

 

Implementation Strategy:  A four-year project plan has been developed including 

milestones from commencement to project completion by January 2024. The Shire will 

responsible for the delivery of the project: including the tender process, project 

management and budgeting, but will appoint a building Superintendents Representative 

to oversee the facility renovation and development. A communications protocol and 

project engagement protocol have been documented. 

 

With the rationale of ñgive them a reason to stop and offer them a reason to stayò, the 

Shire of Three Springs is seeking to create a unique and iconic tourism experience which 

will have far-reaching social and economic benefits for the Shire and surrounding region. 

The components chosen for this Business Case are deemed to be the most needed and 

will have the most potential to provide visitors and the local community the attraction factor 

and amenity they deliver. 
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Duffyôs Store Details 

The first key element is the restoration and development of Duffyôs Store. The historical 

value and importance of Duffyôs Store, being the oldest standing weatherboard clad 

general store in Western Australia, sets this project up as something unique for the Shire 

and surrounds. The heritage significance of the building was recognised when it was 

registered on the State Register of Heritage Places in March 2005, the same year that 

funding was received to protect the building by replacing the roof.  Since that time the 

Council have included the restoration of the Store in its planning, however, until now, other 

priorities have taken precedence.  

The building comprises a single storey timber framed weatherboard clad building with a 

metal roof and internal two-room retail section with living quarters to the rear.  A later-built 

weatherboard clad hall, known as the Billiard Saloon, is next door.  

Many of the fitments of the Store 

have been removed, however the 

serving counters are still in place. As 

such there is a high degree of 

authenticity and the integrity is 

moderately high. The condition of 

the two buildings is moderately poor 

and large amounts of work are 

required to bring them up to a point 

where they are safe and useable 

(see Section 3.3.1). There is termite 

damage to some areas, stumps to 

the Store have failed, doors need to 

be realigned and utilities replaced.  
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The Scope of works will include:  

¶ Billiard Saloon timber framed building to be demolished. Retain weatherboards, 

windows and internal door, roof structure members, undamaged internal lining 

boards, pressed metal ceilings, undamaged timber members; 

¶ Construct new front fence with powder coated aluminum posts and battens. 

Reinstall original windows into fence and construct new door frame with aluminum 

slatted gate; 

¶ Construct footpaths ï washed aggregate concrete block pavers; 

¶ Construct mudded in paving block garden border to line of original building; 

¶ Demolish existing washhouse / woodshed 

¶ Remove framing and shade cloth to verandas and return to open posted veranda; 

¶ Remove 20% of weatherboards to allow for repair and replacement of insect 

damaged wall framing. 

¶ Remove 30% of internal lining boards to Research Room/Storeroom to allow for 

repair of wall framing and replacement of damaged boards; 

¶ To north and south sides of building, allow to remove floor boards to a distance 

1m out from the external walls to allow access to the sub-floor in order to excavate 

to reduce levels below the floor and replace the sub-floor structure under the 

external walls. Apply antitermite treatment; 

¶ Reinstate boards on completion of clearing and re-stumping; 

¶ Replace 5m2 of floorboards for insect damaged boards; 

¶ Restump under west wall of Research room, under dividing wall between 

Storeroom and Main Shop Space; 

¶ Use salvaged boards to reclad internal rooms (30%) and reclad building exterior 

(20%); 

¶ Construct and fit out new UAT toilet. Connect to sewer at rear of site; 

¶ Main Shop Space ï supply and install hand basin with hot and cold water, new 

stainless framed stainless sink/bench with 600mm high splashback to wall sides. 

Supply and install hot water unit under bench and plumb to basin and sink; 

¶ Supply and install 6mm clear toughened glass over existing shop counter to 

protect counter and provide a flat even surface; 

¶ Construct new insulated time frame wall with door and door furniture; 

¶ All floors to remain as bare boards in the Main Shop Space ï make good; 

¶ Supply and install security film to front shop windows; 

¶ Supply and install new main switchboard; 

¶ Re-wire building ï al wiring and outlets will be surface mounted in conduits; 

¶ Painting ï prepare and paint interior of existing painted surfaces; 

¶ Prepare and paint exterior painted surfaces of building; 

¶ Construct new kitchen and dining including insulation, tiling, and stainless-steel 

benches and fitout. 
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The Shireôs Duffyôs Store project goals are: 

1. Provide a safe and relaxing environment that is 1909-focused with experiences 

for all age groups; 

2. Restore Duffyôs store/shop to a 1909 museum experience; 

3. Museum WA endorsed experience, presenting the history of Three Springs, 

the region, and travelling museums exhibitions; 

4. Relocate the Visitors Centre to the store; 

5. Café/Restaurant offering diverse high quality licenced culinary experience 

from the region; 

6. Sell local Aboriginal art and regional food on a commission basis; 

7. Community meeting place; 

8. Arts and exhibition centre; 

In considering the restoration and development of the Store, regard has been given to the 

best way to achieve the goals. For example, it has been noted in all planning documents 

one component that will not change is the use of the original serving counters in the shop 

which will be retained to depict the original 1909 fit-out. While somewhat restricting this 

roomôs purpose, it also retains the character and heritage and creates a vision for this part 

of the building.   

In 2020, the Shire engaged Eastman 

Poletti, Sherwood architects to draw 

preliminary, high-level plans of the 

redevelopment.  This served the 

purpose of testing the initial 

feasibility of the project in regard to 

up-front costs, and also provided 

physical representation of the idea 

which could then be used to obtain 

community feedback. 

The plans presented in this Business 

Case give a general indication of the 

proposed layout of Duffyôs Store, as 

drawn by the architect.   

Community consultation suggested 

some minor changes to room 

allocations; however, they should not 

make any noticeable difference to the 

cost or the functionality/purpose of 

the building. 
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The proposed plan includes demolishing the billiard room. This building was an addition 

to the original building, does not have the same historical value and is in a serious state 

of disrepair.  The space created will provide access to the rear of the building through an 

open garden/piazza area and will allow access to the caf® even when the main Duffyôs 

Store is not open.  

 

Concept drawings of the front and rear views of Duffyôs Store 


