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EXECUTIVE SUMMARY
PURPOSE OF THE TOURISM DEVELOPMENT ACTION PLAN

The purpose of the Sustainable Tourism Strategy is to define, through a consensusoriented process, a road map for enhancing the competitiveness of Ataúro Island’s
tourism industry that will ensure the sustainability of the island’s cultural and natural
assets. The intent of the plan is to maximize and spread the benefits of tourism
development throughout the island and to local communities.
STRATEGIC PLANNING PROCESS

The strategic planning process took place through interviews with tourism
stakeholders and visitors. In addition, a visioning workshop was held in Vila in
October 2018. These consultations were designed to facilitate discussions and
consensus around answering four questions:
Where Are We Now? – An analysis of the island’s current competitive position and
major challenges and opportunities for enhancing that position.
Where Do We Want to Be? A process for defining a consensus vision for
sustainably transitioning the industry to maximizing local benefits and minimizing
negative social and environmental impacts.
How Do We Get There? Collaboration, operating, goals, strategies, objectives and
preliminary action plans were drafted to provide a roadmap for achieving the vision.
This road map details each step and public and private sector roles and
responsibilities.
How Do We Know When We’ve Arrived? This is the most critical question in any
planning process. This phase of work identified indicators to measure results and
track implementation progress.
THE ROLE OF ATKOMA – A DESTINATION MANAGEMENT AND
MARKETING ORGANIZATION

The idea to bring together tourism stakeholders to develop a strategy by and for the
people of Ataúro was initiated by a group of public and private tourism leaders on
the island that have been working together to develop and promote tourism for
many years. The group known today as ATKOMA - the Asosiasaun Turizmu Koleku
Mahanak - has gone by previous names over the years but has remained steadfast in
its dedication to seeing Ataúro become an ecotourism destination rather than a mass
tourism destination. Ataúro is fortunate to have a group of dedicated tourism
champions that are not only advocating for the interests of the tourism industry and
visitors, but also are committed to ensuring tourism supports the people of Ataúro
and minimizes negative environmental and socio-cultural impacts. Albeit this strategy
is for Ataúro Island, it requires the support and strengthening of ATKOMA to
ensure that it is implemented and the vision can be reached. It is recommended that
a separate business plan be developed for ATKOMA to define the organization’s
mission, governance, financial, and organizational strategy to help implement this
strategy for Ataúro Island and support the collective destination management and
marketing activities that are needed in Ataúro and described in this document.
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SECTION 1

A SHARED VISION
VISIONING PROCESS

Tourism strategies rarely fail because of a lack of good ideas. The most common
cause for failure is a lack of broad-based stakeholder consensus, buy-in and
ownership of the strategy developed. Tourism is a complex, dynamic industry that
requires the full participation of government, the business community, and residents
to effect change. Governments cannot do it alone.
To develop a sustainable tourism strategy for Ataúro Island, it’s important first to
build consensus around a common vision for the future development of sustainable
tourism on the Island. Only after a shared vision is created can specific priorities and
actions be identified in order for this vision to be achieved.
To develop this shared vision, tourism stakeholders in Ataúro were first interviewed
individually to understand their views on past and current development efforts along
with their desired future for the island.
After more than 30 interviews were conducted, stakeholders were invited to
participate in a tourism visioning and planning workshop that took place in Vila in
October 2018. During this visioning workshop stakeholders worked in small groups
to describe the island and tourism in Ataúro in the year 2030. This description
represented what changes the stakeholders desired for the island and what they
wanted to remain the same.
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Throughout the interviews and presentations from the small groups formed in the
workshop, the following themes were emphasized:
World-famous ecotourism destination – implies that people around the world
will know of Ataúro from improved marketing and will want to visit the island. The
statement also implies it is known as a model for ecotourism development where
tourism conserves the environment and improves the well-being of local people.
Pristine – tourism stakeholders emphasized the importance of maintaining many of
the elements that make Ataúro special including the limited development and healthy
reefs, but they also stressed the desire to improve the cleanliness of the destination
and ensure the island is free of visible garbage.
Protected Area – Several tourism stakeholders recognized the best way to ensure
the protection of the island is through the pursuit of protected area designation such
as a national park. This will not only limit and control the type of development but
will create more demand for visitors.
Low Impact Development – Recognizing that the island will (and needs to)
continue to develop in order to create more jobs and improve the standard of living
for local populations. However, this statement also emphasizes the importance of
“low impact” so that this development does not cause negative environmental or
social impacts to the destination and local communities.
Renewable energy – several tourism stakeholders emphasized the need to
improve electricity coverage and reliability but expressed the desire to do so
through the adoption of renewable energy technology.
Healthy Reefs – recognizing the reefs as the main tourism asset and source of
livelihood for local communities. If the reef remains healthy the island will continue
to flourish.
Vibrant Communities – Government representatives, community members, and
tourism businesses all emphasized the most important goal of tourism development
is to help create more jobs and improve the standard of living for local populations
while maintaining the social fabric and values of these communities. A vibrant
community is known as “a community that is connected, resilient, healthy and
inspiring” which reinforces not only the goal of economic prosperity but other
socio-cultural values that were emphasized.
Limited number of visitors – the community recognizes the importance of
visitors, but also makes it clear that they desire to follow ecotourism principles
versus mass tourism, focusing on the quality of visitors not the quantity. This also
implies that if there is more demand for visiting the island than there is capacity, the
island can set a premium on visitation.
Respectful visitors – many stakeholders described the type of traveler they want
to visit the island - travelers that respect the environment and the local community.
Several people mentioned they did not want to be like Bali and referenced travelers
that are not respectful and how they behaved in these destinations.
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Excellent service – During the interviews and workshop, stakeholders discussed
the desire to improve service on the island for visitors and many asked for training
to do this. Excellent service implies that by the year 2030 the service will be
improved and be seen as “excellent”.
Authentic cultural and natural experiences – Ensuring that visitors who come
to the island are not just spending all their time in hammocks but also experiencing
the island’s rich cultural and natural heritage through activities, tours and cultural
events ceremony.
Provided by the people of Ataúro – One of the most important priorities
mentioned by all tourism stakeholders is that as tourism develops and grows, it will
be the people of Ataúro who are employed in the industry and offering services to
visitors. Many recognized the need for outside investors but stressed the
importance that outside investment does not mean that labor should be provided by
people from outside the island and that local small businesses can continue to offer
services to visitors as it does today.
2030 VISION STATEMENT

In the year 2030, Ataúro Island will be a pristine protected area and
world-famous ecotourism destination with low impact development,
renewable energy, healthy reefs, and vibrant communities that
welcome a limited number of respectful visitors who will enjoy
excellent service and authentic cultural and natural experiences
provided by the people of Ataúro.
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SECTION 2

PRIORITIES & STRATEGIES
A number of issues and themes emerged through the consultation and participatory
planning process to guide the development of this Sustainable Tourism Strategy. To
align Ataúro’s Sustainable Tourism Strategy with the National Government’s 2030
Tourism Policy which is organized around 5 Ps – Prioritize, Prosperity, Protect,
Partnerships, and People, the following priorities were established for Ataúro to
achieve the vision 2030 described in the previous section:
Priority 1 - Assist the government to prioritize investments & policies
needed to improve the business enabling environment.
Priority 2 - Enhance the prosperity of businesses & community enterprises
Priority 3 - Protect natural and cultural resources
Priority 4 - Strengthen destination partnerships
Priority 5 - Provide training & business skills to the people of Ataúro
The following section provides a summary description and rationale for each priority
and a brief description of some of the key strategies being proposed to achieve
them. Detailed action plans found in section 4 of this strategy provide more detail
on how these strategies will be implemented including defining the implementation
leads, timelines, and success indicators.
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PRIORITY 1: ASSIST THE GOVERNMENT TO PRIORITIZE INVESTMENTS &
POLICIES NEEDED TO IMPROVE THE BUSINESS ENABLING
ENVIRONMENT

The Government of Timor-Leste plays a very important role in creating the enabling
environment for tourism to develop sustainably in Ataúro Island and to realize the
2030 vision described in the previous section. Various government ministries and
agencies in the national government, but also the Dili Municipality and local
authorities on Ataúro must work together to prioritize investments in tourism
infrastructure and harmonize policies.
The 2030 National Tourism Policy clearly states the government’s intention to
prioritize and invest in the tourism sector, but now this intention must become
action. Public investments in tourism infrastructure does not happen automatically, it
requires a concerted effort by the residents and tourism industry advocating for
these investments and identifying what is needed in the destination.
During the interviews and workshops, tourism stakeholders identified a list of
priority public investments that are needed along with improved and new policies to
support the needs and desires of the tourism industry and residents of Ataúro. The
following strategies are designed to help the tourism stakeholders of Ataúro identify
the priority investments and policies needed to improve the business enabling
environment.
STRATEGIES TO ADDRESS THIS PRIORITY

1.1 Improve road infrastructure
The poor road infrastructure in Ataúro limits the mobility of visitor’s experiences on
the island and makes investing outside of Beloi not financially feasible. The lack of
quality roads connecting Beloi, with other parts of the island, means that visitors and
their spending tends to be concentrated in and around Beloi. Ataúro doesn’t need
highways, the lack of roads and vehicle traffic is part of the charm of the island.
However, the roads connecting Beloi to Bikeli-Pala, Iliana and Anartutu are so poor
that tourism companies stopped offering tours to visit these communities.
Improvements to these roads could result in a greater distribution of tourism
expenditures around the island and create more accessible attractions for visitors.
Additional roads are planned to connect the south part of the Island with the North
that would open up some of the beautiful beaches around Adara and Vatuu with
potential investments in new accommodation. These plans need to be put into
action.
1.2 Enhance water access and reliability
Water access and reliability is one of the most challenging aspects to tourism
development in Ataúro. Studies have been conducted and new wells have been
identified but enhancing the water access and reliability remains one of the biggest
priorities for the businesses and residents on the island. The costs required of
private investors to access reliable and safe water for guests makes investing in the
sector cost prohibitive.
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1.3 Invest in the adoption of renewable energy
Public energy on Ataúro is provided by a large diesel generator located in the town
of Vila. It runs for 12 hours a day during the night hours which means businesses and
residents must invest in their own generators or renewable energy solutions to offer
electricity during the day to their guests. Using a diesel generator also leads to high
energy cost and significant local pollution. In order for Ataúro to be recognized as a
premier ecotourism destination, investments must be made in new renewable
energy technologies to both improve the access and reliability of energy throughout
the island but also reduce the environmental impacts caused by the diesel
generators. Several studies have been conducted to assess feasibility of wind, solar,
and geothermal solutions. Private tourism companies have also pioneered the
adoption of renewable energy at considerable costs and challenges. Other small
islands throughout Asia Pacific are transitioning to clean energy solutions, there is no
reason Ataúro Island cannot follow this lead.
1.4 Improve solid waste collection, management, and recycling
Even though Ataúro Island positions itself as a pristine ecotourism destination, the
lack of solid waste collection and limited recycling options means that most visitors
to Ataúro Island are going to notice trash along the beaches, mountain paths, and
towns. Tourism stakeholders are aware of this and want to see a litter free island
and the introduction of waste collection and management on the island. There are
also several ways that the island can improve recycling, including upcycling.
1.5 Improve accessibility to the island through improved boat and air
service and infrastructure
Access to Ataúro Island is limited and as a result, the Island has enjoyed relatively
limited development and visitor numbers. Tourism stakeholders would like to
continue to limit the number of visitors that arrive on the island, but they also
recognize that the boat and air service along with the necessary infrastructure is
limited. Almost all visitors arrive by boat through several private companies that
offer public and private ferry services. There is a lack of safety and quality standards
applied to these companies and inadequate dock infrastructure both in Dili and in
Ataúro to provide visitors with an enjoyable embarking and disembarking
experience. Efforts should also be made to increase the once a week Nakroma Ferry
service to at least 2 days a week. The airport on Ataúro Island requires some
minimal investments to improve the quality of the runway to accommodate light
aircrafts.
1.6 Establish hiking trail signage
Ataúro offers excellent hiking options for visitors ranging from leisurely beach walks
to multi-day village and strenuous mountain treks. These hiking trails and treks are
the main way that visitors are able to travel beyond Beloi and spend money with
local communities. One of the most popular hikes include trekking over the hills
between Beloi and Adara, but the trail is not marked and visitors who go without a
guide expressed frustrations with the lack of trail markings. Additional hiking routes
include visiting Makili around the coast from Vila and walking from either Bikeli- Pala
to Akrema or Adara to Atekru. For the hardier, climbing up sacred Mount
Manukoko (999m) with a guide is a highlight. To improve the visitor experience and
safety and position the island as a premier hiking destination, trail signage should be
established across the island.
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1.7 Improve government efficiencies for businesses to maintain
compliance and pay taxes
Tourism companies throughout the island described the complexities and challenges
of doing business on the island and maintaining compliance with the laws and
regulations of Timor-Leste. They each expressed a desire to pay their fair share of
taxes and follow all required regulations, but highlight the challenges of doing so with
overlapping and conflicting regulations and the high costs of doing business from an
island location. The required multiple trips and time required to travel to Dili to
navigate government bureaucracy in order to pay monthly taxes, apply for permits,
and maintain their business licenses is cost prohibitive. Several businesses expressed
a desire to streamline the way businesses work with the national and local
governments to ease the cost of doing business and clarify requirements.
1.8 Create a development plan for the island that defines land zoning and
carrying capacity
In order to prepare Ataúro Island to become a designated protected area and
ensure the vision of becoming a world-famous ecotourism destination, a
development plan is needed for the island that sets out the land planning policies for
the whole of Ataúro in a single document. It should include both the urban and rural
areas of the island to balance social, environmental and economic considerations to
ensure that new development supports the public interest. This development plan
will define the factors that will be taken into account when deciding planning
applications. The development plan will clarify what can be built, where, and how
buildings are used. The plan will also demarcate areas of high biodiversity significance
that should be protected and limit or restrict development. This development plan
can also define the carry capacity of the island to ensure low impact development
that meets the needs of the residents of the island.
1.9 Improve tourism research and collection of regular statistics
Market research, data and statistics are the foundation of effective marketing and
investment promotion strategies. However, that foundation is only as sound as the
underlying data, so it is important to take steps to improve data quality and data
availability. Steps must be taken to improve data collection, market research and
analysis that is shared with tourism stakeholders and interested investors.
1.10 Establish a certification scheme for community-based tourism
The culture of the people of Ataúro is one of the Islands’ most valuable and underexploited tourism assets. Community based tourism or CBT is a form of sustainable
tourism that allows visitors to connect closely with the communities they visit. This
emerging form of travel gives tourists authentic experiences, while allowing revenue
generated by tourism to remain in the often rural, poor, or economically
marginalized community. Community organizations or entrepreneurs from the
community, run tourism enterprises that provide services such as village tours,
nature walks, performances, accommodations, and meals on their own initiatives.
There are many wonderful examples of CBT in Ataúro, but without a certification
scheme to identify and recognize CBT products and ensure the enterprise meets
basic quality and safety standards, visitors are not likely to find them or spend money
with them while in Ataúro.
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PRIORITY 2: ENHANCE THE PROSPERITY OF BUSINESSES & COMMUNITY
ENTERPRISES.

Tourism represents a significant opportunity to stimulate the economy of Ataúro
through foreign exchange, investment, job creation and sector linkages. Tourism is
already the main economic driver and employment generator on the island, but
there is room for growth and enhanced prosperity for the businesses and
community enterprises on the island.
Tourism is a dynamic, rapidly changing industry. A variety of economic, political,
demographic, and environmental factors are driving that change, including increased
access to new destinations, the development of the “experience” and “sharing”
economies, and growing environmental awareness and concerns over climate
change. The most important factor, however, is undoubtedly the revolution in
information technology and the dominant role the internet now plays in planning,
booking, promoting, and rating destinations and travel experiences.
That revolution has completely reshaped and further fragmented the global travel
and tourism industry, and magnified the challenges to destination development,
management, and promotion. Success in the 21st century will require a more
integrated approach, within government, and between the public and private sectors,
and communities, to define and implement programs to enhance the visitor
experience and promote industry growth. In response to that new reality,
stakeholders have proposed the following strategies:
STRATEGIES TO ADDRESS THIS PRIORITY

2.1 Develop new tourism experiences hosted by community enterprises
With the growing demand for authentic cultural and natural experiences, there is an
opportunity for Ataúro to expand its visitor experience offerings to better
incorporate its cultural and natural assets while benefiting local communities. These
communities, located throughout the island, are tasked with safeguarding the natural
and cultural assets and they are best positioned to develop and offer new visitor
experiences. CBT requires support for development of the tourism product to
meet visitor expectations and help access the market directly or through linkages
with existing tourism companies. When developed properly, CBT can provide a
model to ensure a more inclusive tourism destination and an improved visitor
experience. CBT already exists in Ataúro and these enterprises just need additional
support, marketing, and sales linkages to become profitable business enterprises.
There are also several NGOs and working groups established including artisans and
the locally managed marine protected areas, that are already organized and ready for
support to develop and offer new tourism experiences. ATKOMA, the Island’s
Destination Management and Marketing Organization can also play an integral role in
helping develop, market, and sell these community experiences.
2.2 Develop new day and multi-day packages that will be sold at the
information center, online, and through accommodations and tour
operators
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The flow of people in and around a destination presents an important opportunity to
enhance tourism’s ability to generate significant economic impact, especially in more
remote destinations. Visitors to Ataúro rarely experience everything the island has
to offer. A few of the accommodation providers offer a variety of activities for their
guests to enjoy but they tend to be offered only when requested. The length of stay
for the majority of visitors is typically limited to a few days. There is a need and an
opportunity for ATKOMA to develop and offer day and multi-day packages as a
means to help visitors understand, approach and appreciate the island. As active
marketing tools, these packages can be developed around a particular theme to
attract visitors with special interests and increase their length of stay. These
packages can be made available online, in the new tourism information center in Dili,
and sold through the various accommodation providers located on the island and
possibly even in Dili.
2.3 Update and print new destination brochures and maps
The existing Ataúro Visitor brochure provides great information about the island
and reasons for someone to visit. This brochure focuses more on “why” a visitor
should visit but lacks information to help them “plan”, “book”, or “experience” the
destination. The brochure is also currently out of print and not available in the Dili
tourism information center nor the hotels on the island. There is also a lack of
ownership of this brochure, so no one is motivated nor responsible for reprinting it
and maintaining consistent distribution. ATKOMA should become the owner of this
visitor brochure and update the content including the addition of business advertising
to off-set the costs for printing and distribution. Easy to follow maps of the island
should also be made available either as part of the brochure or separately to help
visitors discover the diversity of the island’s natural and cultural attractions.
Brochures and maps should be readily available in the Dili-based visitor information
center, in Dili hotels, at the proposed tourism information center in Ataúro, in the
hotels and homestays across Ataúro, and on the boats taking people to the island.
2.4 Develop a Tourism Information & Conservation Center
Once Ataúro successfully attracts a visitor, the next opportunity to serve the market
is through a tourism information center, sometimes referred to as a “welcome
center”. Ataúro currently lacks a one-stop, physical location from which travelers
can connect to local businesses and services and understand everything to do on the
island. A new information center will provide a welcoming environment for travelers
to congregate, learn about available tourism products and services in the region, and
make reservations. In addition, the tourism information center can provide a space
to generate revenue through the sale of tours, merchandise, and local handicrafts as
well as capture and analyze important traveler information and statistics. The
proposed information center would have a multiple pronged purpose: to provide
information and reservation services to travelers; and to service local tourism
suppliers and the greater community; to serve as a marine interpretation and
conservation center showcasing the incredible diversity and richness of the marine
life surrounding the island. It is proposed that ATKOMA would manage the
information center to support the organization’s mission and revenue generation
strategies.
2.5 Update the Atauro website and improve online marketing of the
destination
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With today’s consumers researching and planning more and more of their travel
online, having an engaging, well-designed website is a critical component for Ataúro’s
marketing strategy. To succeed online, Ataúro’s website must implement the
necessary strategies to be found by potential clients. Employing search engine
optimization (SEO), using important key words and generating fresh content are all
part of creating and maintaining a successful website. The current website
Atuaruotourism.org provides good content that similar to the brochure is focused
on “why” someone should go to Ataúro not how. More content should be created
to help travelers learn how to plan their travel to Ataúro and facilitate bookings
electronically instead of relying on a traveler to call to make a reservation. The
website like the brochure needs an owner who is responsible for managing and
updating the site. ATKOMA can play this role and use the website to support the
organization’s mission and revenue generation strategies.
2.6 Host journalists, bloggers, and social media influencers to generate
earned media
Public relations and “earned media” remain one of the most important destination
marketing strategies available. Travelers today are inspired and informed by
traditional and social media to discover and plan their next vacation. Hosting travel
journalists, bloggers, and social media influencers on a sponsored media visit to
Ataúro will result in dozens of new articles online and in print media that will be
viewed by thousands of potential travelers. Ataúro can target specific media like
diving publications and/or media from targeted geographic regions. The national
government plays an important role in helping bring media to the country, but local
businesses can also support these trips by providing in-kind support to and on the
island.
2.7 Introduce and educate Timorese and International Tour Operators
about the destination and new packages
Among Ataúro’s target markets, a significant and growing percentage of travelers
rely on tour operators and travel agents to help design vacation packages or
organize travel itineraries. The travel trade is always looking for the next destination
to sell. For this reason, tour operators, both in Dili and in source markets, will be
valuable sales and marketing partners for Ataúro. By introducing and educating the
travel trade about Ataúro and the businesses and attractions available, these tour
operators and travel agents will design and sell tour packages to the island. Travel
trade will be invited to participate in “FAM” or Familiarization Trips to experience
the island first hand and identify the businesses they will incorporate into their tour
packages.
2.8 Assist community vendors at the Saturday Market in Beloi improve
services and offerings to generate more income
The Saturday market in Beloi, is an important economic driver on the island. Every
Saturday, during the dry season, the Nakroma Ferry arrives with hundreds of visitors
from Dili who disembark and buy food, drinks, and handcrafts from community
entrepreneurs that set up in the market. Through modest infrastructure
enhancements, collection and management of waste, addition of music and cultural
performances, and technical and financial assistance to local entrepreneurs will result
in additional spending from visitors and a better experience on the island.
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2.9 Assist homestays and other community businesses legally register
become compliant, improve services, and marketing
Homestays are a new addition to the Ataúro tourism economy. Several families in
Beloi have received technical assistance and training to understand how to set up
homestays and provide minimal standards to guests. With the rapid expansion and
use of home sharing sites like Airbnb.com and homestay.com there is an increasing
demand of travelers interested in homestays. Additional support needs to be
provided to these community homestays and other community businesses to ensure
they are legally registered, paying taxes and providing an excellent service to visitors.
2.10 Facilitate linkages and quality of services between service providers
to guarantee availability and consistency of services.
Businesses in Ataúro expressed the desire to source more inputs from the people of
Ataúro. Many businesses have to import food and materials from Dili or aboard
because of the lack of availability and consistency of these inputs on the island.
ATKOMA can play an important role in linking the needs of these businesses with
the people or businesses on Ataúro who can provide these services. For example,
the fisherman of Ataúro should be able to provide fresh fish that is served to visitors
in the hotels and restaurants.
PRIORITY 3: PROTECT NATURAL AND CULTURAL RESOURCES

Growing environmental and cultural awareness, on the part of international
travelers, is an important potential source of competitive advantage for Ataúro and a
critical component for promoting more sustainable development and enhancing local
quality of life on the island. Only by protecting the natural and cultural resources of
Ataúro, will the island ensure a healthy and thriving tourism economy for
generations to come. As the core assets of Ataúro, these natural and cultural
resources need ongoing protection – including its coral reefs, beaches, and
terrestrial flora and fauna.
The below strategies address the need for enhanced environmental protection,
better management of environmental resources, and opportunities largely being
missed to promote and celebrate Ataúro culture, in response to growing global
demand for more authentic, cultural and natural experiences. Strategies supported
by most planning participants included:
STRATEGIES TO ADDRESS THIS PRIORITY

3.1 Obtain protected areas designation and establish a protected area
management plan
Protected areas play two important roles in tourism and destination management.
Most importantly, the designation of a protected area ensures proper management
plans and regulations are put in place to support the conservation of the area’s
biodiversity and overall sense of place. This protection inscribed by law, will ensure a
balanced approach to development that includes the protection of the island’s
natural resources. In addition to protecting the destination, a protected area
designation also creates awareness and demand from travelers that view protected
areas as tourism attractions that are should be visited. The waters surrounding
Ataúro are already declared marine protected areas, but tourism stakeholders
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stressed the importance of pursuing a protected area designation for all of Ataúro
island. As part of the designation process, a management plan will need to be
developed to ensure the proper protection and management of the natural
resources on the island.
3.2 Raise awareness of the importance of reef and marine conservation
Over the years, tremendous work has been done to raise the awareness of the rich
marine life surrounding Ataúro island among local residents and visitors. The
establishment of Locally Managed Marine Protected Areas (LMMPA) and the increase
in ecotourism helped change the behaviors on the island to support reef and marine
conservation but more work needs to be done. Public events, communication
campaigns, and using the tourism information center as a place to highlight the
importance of marine and reef conservation are needed to help the residents of
Ataúro understand the importance of reef and marine conservation and what can be
done to support these efforts.
3.3 Develop youth reef monitoring groups to engage the youth of the
island to support and learn about marine conservation
The youth in Ataúro will determine the long-term sustainability of the coral reef and
marine life around the island and they must be involved in conservation efforts. To
raise awareness and involve the youth in conservation efforts a new program should
be established that teaches the youth how to swim, snorkel, monitor, and record
marine species and coral reef health. This after-school program could also be used
to attract international school groups and other conservation partners to establish
conservation programs on the island and support this effort. The program could
also be turned into a tourism product offering visitor the chance to volunteer with
the program while in Ataúro. The program can be established by learning from other
similar programs around the world and leveraging learning materials already
developed. One idea is to work with youth groups to establish a ‘Reef Rangers’
program which has been successful in East Africa tourism destinations.
3.4 Develop Locally Managed Marine Protected Areas (LMMPA)
Management Plans that include improved marketing and collection of
user fees
The 13 Locally Managed Marine Protected Areas located around Ataúro are already
paying dividends to conservation and ecotourism on the island. However, these
marine protected areas that are rich with marine life need additional support and
clear management plans that include strategies to better promote these dive and
snorkel sites to ecotourists and facilitate the collection and reporting of these fees.
Additional community-based ecotourism products and services could also be
established for each of these LMMPAs surrounding the island.
3.5 Work with boat and dive operators to establish marine-based
sustainable tourism standards, codes of conduct and capacity building
The dive and boat operators in Ataúro are the first line of defense for marine and
reef conservation. These operators have the ability to become the strongest
conservation advocates and guardians of the marine life but require a concerted
effort to help the owners commit to ensuring boat captains and guides follow an
appropriately established code of conduct garnered from good practice in marinebased sustainable tourism from similar destinations across the globe. By bringing
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these companies together they are more likely to support and adopt an industry led
operating standard and code of conduct.
3.6 Prohibit the sale of turtle products in handicrafts & assist artisans
develop new handicrafts
Despite laws protecting sea turtles in Ataúro, their shells and skins are also used to
make a variety of jewelry handcrafts that are sold to tourists on the island. A walk
through the Beloi Saturday market provides evidence of how much sea turtle shells
are used to create handcrafts for visitors. To reduce the pressure on the sea turtle
population, a ban should be made on the island to sell any turtle product handicrafts.
In order to support those artisans and vendors that rely on the sales of these
products, an artisan development program should be established on the island to
introduce other materials that can be used for the development of handicrafts. This
can be done in close collaboration with local NGO’s that are involved in the
handicraft sector on Ataúro and across Timor-Leste.
3.7 Establish an information/ranger service to educate and assist with
conservation and rubbish enforcement on the island.
Conservation laws, regulations, and codes of conduct are only effective when they
are enforced. The people of Ataúro want to see improved conservation efforts but
without a dedicated organization or government agency responsible for providing
information and enforcement, the island will continue to suffer from litter and
biodiversity degradation. ATKOMA could provide this service to the community
and oversee a program to both educate and enforce these regulations. The
aforementioned ‘Reef Rangers’ program being an example.
3.8 Ensure the proper installation and maintenance of wastewater systems
Wastewater management is one of the most important strategies to ensure a healthy
reef and marine ecosystem in Ataúro. Laws are in place to ensure that construction
of new homes or businesses include proper septic systems, but they must be
enforced. In addition, regular monitoring of the water quality around popular
beaches should be put in place to identify areas that require interventions.
3.9 Identify, document, and revitalize intangible cultural heritage (music,
dance, traditional cuisine, arts, architecture, fishing practices, etc.)
that could be incorporated into tourism products and experiences
The rich culture and heritage from the people of Ataúro is one of the most
underdeveloped and untapped resources on the island. Travelers today, are looking
for deeper and richer cultural experiences. They want to understand the way of life
on the island and learn about the traditions, music, art, and stories that have been
passed down through generations. To ensure cultural sustainability, a process
should be implemented to help community groups identify and document their
intangible cultural heritage and then identify opportunities for community members
to share these with visitors as tourism products and experiences. The statues of
Ataúro is one of the products that is unique to the island.
3.10 Minimize the socio-cultural impacts of tourism on local
communities
As tourism continues to develop and grow in Ataúro it is important that safeguards
are put in place to prevent the negative impacts that often come with increased
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tourism in a community. Local awareness programs and community groups should
be supported to help identify and prevent socio-cultural impacts including
commodification, standardization, loss of authenticity/staged authenticity, and
adaption to tourism demands that are not in line with community values. Without
programs in place to identify and prevent these impacts they will occur as tourism
develops on the island. This will be incorporated into USAID’s Tourism For All
Project’s Turizmu ba ema Hotu national tourism awareness campaign.
PRIORITY 4: STRENGTHEN DESTINATION PARTNERSHIPS

The Timor-Leste National Tourism Policy describes the complexity of the tourism
ecosystem and calls for mobilizing broad support from government, industry,
academia, civil society, and the Timorese people to work in partnership to develop
sustainable tourism. In Ataúro, this is especially important since the island has always
benefited from a strong sense of community and collaboration over the years. This
same sense of working together must also be applied to the development of the
tourism industry. Tourism stakeholders have a long history of working together in
Ataúro and there is a commitment from the public sector, private sector, and
residents to continue this collaboration.
During consultations the following strategies were identified to strengthen
destination partnerships needed to implement this tourism strategy and realize the
2030 vision.
STRATEGIES TO ADDRESS THIS PRIORITY

4.1 Assist ATKOMA legally register the organization and maintain
compliance
In 2016, 35 key community stakeholders representing the private sector, local
government and the community agreed to morph the activities of Grupu Tourizu
Ataúro into a more formalized association known as the Asosiasaun Turizmu Koleku
Mahanak Ataúro or ATKOMA. ATKOMA is in the process of being legally
established through technical support of USAID’s Tourism For All Project. The
purpose of ATKOMA is to increase employment and revenue from tourism for the
communities of Ataúro, while at the same time protecting the environment and
promoting local culture. Its main proposed activities will be destination marketing;
tourism training and mentoring; research; planning; development; and advocacy. The
formation of ATKOMA has been well received by members of the community.
4.2 Assist ATKOMA develop and implement a sustainable business model
and governance structure
ATKOMA’s long term success and sustainability requires a sound business model
based on best practices from other Destination Management and Marketing
Organizations (DMMOs) in similar locations. Most importantly the organization will
need to establish revenue generating activities to cover the operating costs required
to sustain the organization and fulfill its mission. In addition to the revenue
generating strategies, the organization must also have a strong governance model to
oversee the activities of the organization and provide the necessary leadership to
advocate for the industry and keep the organization focused on its mission and
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targets. A business plan is in the process of being developed for ATKOMA that
requires further consultation and a strategy for implementation.
4.3 Assist ATKOMA develop and implement a membership and
operations plan that includes regular meetings with members to
identify and address priority issues and communicate results
It is important for ATKOMA to establish a membership program for the
organization that will provide tourism stakeholders a feeling of being part of the
organization and committed to supporting its efforts to grow and protect the
destination. The membership program should provide tangible benefits in terms of
marketing exposure and networking opportunities within the industry. In addition to
establishing the membership program, it is also important for the organization to
communicate regularly and hold annual meetings with members to identify and
address priority issues for the destination.
4.4 Attract new investments to establish new upmarket ecolodge
accommodations, a hot springs attraction, and visitor services at
Manucoco Peak with community partnerships
During consultations with the tourism stakeholders and interviews with visitors,
several new investment opportunities were identified. Even though Ataúro has many
wonderful accommodation options on the island, there are limited options for the
upmarket traveler that would be willing to spend $200-$400/night for a more luxury
experience with private bath. The natural hot springs in Bikeli-Pala also represent a
new investment opportunity for a new hot spring attraction that could cater to
visitors and residents alike. The Manucoco Peak, already a popular hiking destination
lacks any visitor services that if developed could improve this experience
substantially. To develop these potential new tourism products while creating
tangible economic benefits for local communities an investment promotion strategy
is recommended to create joint venture concessions between private sector
operators that have access to capital, know-how, and markets with local land owners
and neighboring communities who will share in the economic benefits created
through these new investments.
4.5 Strengthen the business linkages between the tourism industry and
the Locally Managed Marine Protected Areas and Artisan Groups
The Locally Managed Marine Protected Areas (LMMPAs) are each managed by
cooperatives from nearby communities. These groups could benefit from greater
linkages with the tourism industry to improve communication, collaboration, and
business exchanges. Many of the tourism companies expressed confusion about the
points of contact for these organizations and expressed a desire to work more
closely with these groups. Likewise, there are several organized artisan groups
around the island that have been supported by NGOs on the island. These artisan
groups would benefit from improved linkages with the tourism industry and would
help better connect visitors to their artisan products.
4.6 Obtain commitments from the tourism industry to prioritize local
employment and source goods and services from local community
entrepreneurs and community groups
To ensure the tourism industry is staffed by the people of Ataúro and benefits the
people of Ataúro, businesses must make commitments to hire and buy locally
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wherever possible. Many businesses on the island already do this but stronger
commitments must be made, and incentives created to encourage this from all
current and future businesses on the island.
PRIORITY 5: PROVIDE TRAINING AND BUSINESS SKILLS TO THE PEOPLE
OF ATAÚRO

As industry and government well know, professional, personalized service is and
always has been one of the keys to successful tourism development. While the
people of Ataúro are some of the most welcoming and hospitable people on the
planet, a variety of factors have constrained the development of a highly skilled
tourism workforce on the island.
They include a relatively small population with limited language skills, education, and
exposure to tourism services and visitor expectations. Because of these factors and
the lack of development of visitor experiences focused on authentic local culture,
there is a significant segment of visitors who have very limited interaction with locals
while on island.
Several tourism businesses on the island can demonstrate that with the right training
in place, the people of Ataúro can provide excellent service to visitors. However,
most stakeholders engaged in the planning process agreed that more should and
could be done to increase the number of people from Ataúro employed in the
industry and help raise awareness of the importance of tourism and conservation on
the island. Recommended strategies include:
STRATEGIES TO ADDRESS THIS PRIORITY

5.1 Conduct tourism awareness campaigns across the island
The people of Ataúro are accustomed to seeing visitors in their communities and
many are or know someone who is employed by the sector. There is a basic
understanding of the importance of tourism on the island, but a stronger effort
should be made to ensure everyone understands the importance of the industry,
why everyone must help maintain a clean environment and treat visitors with
welcoming hospitality. There also needs to be greater effort to help educate
communities about how they can get involved in the sector. This is the emphasis of
USAID’s Tourism For All Project’s Turizmu ba ema Hotu national tourism awareness
campaign.
5.2 Enroll tourism front office staff and guides in language courses
English language is one of the biggest obstacles for the people of Ataúro and one of
the main reasons people are brought to the island for work. English language classes
should be made available on the island and those already working on the front line
and interacting with guests should be the first to receive these trainings. As new
markets visit the island additional language classes should be provided especially
Mandarin to cater to the growing chines visitors in the region.
5.3 Provide tour guide training to community tourism enterprises
Tour guides play a key role in the visitor experience. They are not only responsible
for delivering information about the destination, but they also must entertain
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visitors, keep them comfortable and satisfied, and monitor their behavior. Tour
guides are often one of the few locals with whom visitors interact closely, so tour
guides become a representative for the entire destination. Because of this significant
role tour guides have in the visitor experience, it is important that they are welltrained for their role. Furthermore, one of the keys to expanding the visitor
experience on Ataúro is enhanced interpretation of cultural and natural assets. The
core of this strategy is guide training, focused on Ataúro history and culture,
traditional ways of life, cuisine, music, art, dance, festivals, wildlife, maritime
traditions and marine life.
5.4 Develop a program to create English speaking, swim tested, open
water and dive rescue PADI certification for locals to work in the dive
industry
Scuba diving is one of the main draws on the island and a very labor-intensive
activity. The Professional Association of Diving Instructors (PADI) regulates the
certification of Dive Centers and has strict requirements to ensure a ratio of divers
to certified staff on every dive. This means there is a high demand for English
speaking labor that can swim and have open water and dive rescue PADI
certification. Because of the lack of qualified labor on the island, the dive operators
are forced to recruit international labor to fill these positions. Similar to programs
in Indonesia and Cayman Islands, a focused workforce development program can be
established to ensure the people of Ataúro are able to obtain the necessary skills and
certifications to be employed by the industry.
5.5 Provide food and hygiene training
The quality, hygiene and safety of food are extremely important in the tourism
industry. Food handlers that work in hotels and restaurants must understand the
safety precautions necessary to avoid food borne illnesses but also simple steps they
can take to create a memorable dining experience. This will be part of USAID’s
Tourism For All Hospitality Professional Development Program.
5.6 Create a homestay business planning & start-up assistance program
Homestays in Ataúro are an important way to spread the economic benefits from
tourism. There is currently a homestay association with a few members in Beloi. A
technical assistance program that helps those that are already established, and new
families start a homestay business should be created to support these community
entrepreneurs.
5.7 Provide first aid training to guides and local businesses
With the increase in guided hikes and treks throughout the island it is important that
guides take first aid training courses to understand how to deal with injuries and
emergencies that might take place in remote areas without medical facilities.
5.8 Provide business enterprise management & operations training
Tourism is a dynamic and service-driven industry, and to be successful tourism
enterprises need to deliver great products and high-quality customer service.
Whether it’s an immediate response to an email inquiry or offering an ice-cold drink
at sunset– tourism operations can make or break a business. Many tourism
businesses in Ataúro are owner-operated and are learning as they go. Others that
are just getting started have a basic product to offer by not a complete
ATAÚRO ISLAND SUSTAINABLE TOURISM DEVELOPMENT ACTION PLAN | 20

understanding of how they will manage their business. Through the delivery of
business enterprise management & operations trainings, entrepreneurs are able to
take a step back from the day-to-day tasks of managing the business and answer
critical questions that will guide the success of the business and establish systems
that will ensure the business can operate without the owner’s day to day
supervision.
SECTION 3

MEASURING IMPACT
The goal of the Ataúro Island Sustainable Tourism Strategy is to provide a roadmap
and consensus among the island’s tourism stakeholders for how best to reach the
vision developed during the consultation process. The goal of the strategy is to
define the priorities needed to ensure that by the year 2030, Ataúro Island will
become a pristine protected area and world-famous ecotourism destination with low
impact development, renewable energy, healthy reefs, and vibrant communities that
welcome a limited number of respectful visitors who will enjoy excellent service and
authentic cultural and natural experiences provided by the people of Ataúro.
How do we know when Ataúro becomes a “pristine protected area and worldfamous ecotourism destination”? What defines “low impact development,
renewable energy, healthy reefs, and vibrant communities”? How do we know that
we are “limiting visitors” while attracting the “respectful visitors” that we want? And
how do we know if visitors are “enjoying excellent service and authentic cultural and
natural experiences provided by the people of Ataúro” To answer questions like
these, the final step in the planning process is to define indicators for measuring the
success of the Ataúro Island Sustainable Tourism Strategy in achieving its vision.
Indicators are an important feedback mechanism that add accountability to the
strategy. They will also help guide the strategy by providing a consistent basis from
which to monitor change and progress. Indicators can also be useful in showing the
current state of the industry and emerging issues and/or stresses on the system.
Additionally, they help to measure the impacts of tourism, both positive and
negative, and how they can be more effectively managed. Ultimately, consistent
indicator measurement and monitoring allows for continuous improvement.1
In selecting indicators, five criteria should be considered: relevance, feasibility,
credibility, clarity, and comparability. Relevant indicators will provide useful
information that is helpful in decision-making. An important consideration is the
feasibility of obtaining data for the indicator, particularly if it would require setting up
new workflows or monitoring systems. Not only does the indicator data need to be
obtainable, but it also needs to be credible. It must come from a reputable, objective
source.

1

UNWTO and UNEP, “Making Tourism More Sustainable” (2005); UNWTO “Indicators of
Sustainable Development for Tourism Destinations: A Guidebook” (2004).
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Clarity is also an important consideration as users of indicators may not be experts
on every indicator. Complicated units of measurement may be misleading, so
indicators should be simple and easy for everyone to understand.
The final criterion is comparability. Indicators should be comparable over time and
across regions. If an indicator cannot be benchmarked against itself, it cannot fulfil its
purpose of measuring progress.2 These criteria will all be considered in the
development of the indicators.
There are two types of indicators: outcome indicators and output indicators. Output
indicators measure whether the intended actions were completed, and outcome
indicators measure the results of those actions.
When the Ataúro Island Sustainable Tourism Strategy Action Plan is finalized, output
indicators will be concurrently developed to measure the completion of those
actions. This clear framework ensures accountability and motivates stakeholders to
carry out the actions, which in turn advances the Strategy toward achieving its
objectives.
Though similar to output indicators, outcome indicators measure the results or
impact of actions rather than the completion of actions themselves. In the case of
the Ataúro Island Sustainable Tourism Strategy, the outcome indicators provide a
complementary perspective from which to view progress in achieving the 2030
Vision. These indicators tie directly to the 2030 Vision whereas the action plan
outcome indicators tie to the strategic goals and objectives.
The following list of outcome indicators should be used to measure the success of
the Strategy implementation. These indicators were selected and developed based
on studies and reports from the UNWTO, UNEP, and IUCN in conjunction with
stakeholder input.
OUTCOME INDICATORS TO MEASURE STRATEGY IMPLEMENTATION

Destination Marketing and Management
• Budget allocations for tourism
• Number of public policies to support the development of sustainable tourism
• Local satisfaction level with tourism (exit surveys)
• Number of daily flights/seats, in high and low seasons, and number of markets
and destinations (within the three islands) served
• Sustainability and membership satisfaction with ATKOMA
• Level of tourist satisfaction (survey)
• Number of different sites receiving tours
Economic Impact
• Total Visitor Spending
• Average expenditure per visitor (stayover and day visitor)
• Average length of stay
2

UNWTO “Indicators of Sustainable Development for Tourism Destinations: A Guidebook” (2004).
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•
•
•
•
•

Number of people employed in the tourism industry
Direct foreign investment
Tourism contribution to tax revenue
Tourist arrivals by month (distribution throughout the year)
Number of tourist shops promoting locally made products

Sociocultural Impact
• Number of cultural activities and events and level of participation
• Level of awareness of local values and cultural heritage
• Number of local businesses related to local culture (handicrafts, music,
gastronomy)
• Number of guides trained in interpretation;
• Number and quality of infrastructure stimulated by tourism
• Percentage of residents using tourist infrastructure
• Contribution of tourism to the preservation of cultural assets
• Percentage of residents satisfied with the development of tourism
(disaggregated by destination)
• Ratio of tourists to locals (average and peak period/days
Environmental Impact
• Type and extent of protected areas, percentage of protected areas and
creation of new areas
• Percentage of tourism businesses with adequate management resources
• Behaviors and attitudes of tourists and locals regarding environmental
practices
• Revenue from tourism for the protection of the environment
• Waste volume produced by the destination (tons, per month)
• Level of funding generated to monitor and manage marine protected areas
• Level of funding or investment generated to improve management and
interpretation of land-based protected areas and nature-oriented attractions
• Total energy consumption; percent from renewable sources
• Percentage of tourism establishments (or accommodation) with functioning
septic systems
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SECTION 4

ACTION

ACTION PLAN
ID

Improve the road infrastructure

1.1.4

Obtain budget support and commitment for FY2021 road improvements

Obtain budget support and commitment for FY2020 road improvements

1.2.1

Improve water access and reliability in Beloi & Vila Maumeta

Conduct water infrastructure audit and develop investment options for
improved public and private water supply & sanitation

RESPONSIBLE

District
Administration
District
Administration
District
Administration
District
Administration
District
Administration
District
Administration
District
Administration
District
Administration
District
Administration
District
Administration
District
Administration

2019

2020

2021

2022

OUTPUTS

•

•

GOTL Commitment in investing
to improve the water access
and reliability

GOTL Commitment in investing
to improve the road
infrastructure

PRIORITY 1: ASSIST THE GOVERNMENT PRIORITIZE INVESTMENTS & POLICIES NEEDED TO IMPROVE THE BUSINESS ENABLING ENVIRONMENT
Strategy
1.1
1.1.1
1.1.2

1.1.5

Obtain budget support and commitment for FY2022 road improvements

Meeting with Dili Administrator to discuss priority road improvement
investments needed
Meeting with World Bank country office to explore potential support for
improved road infrastructure as part of their Road Climate Resilience
Project
Meeting with ADB county office to explore potential support for
improved road infrastructure as part of their Road Network Upgrading
Sector Project

1.1.6

Obtain budget support and commitment for FY2023 road improvements

1.1.3

1.1.7

1.2.2

Improve water access and reliability in Bikeli

Enhance water access and reliability

1.2.3

Improve water access and reliability in Makadade

Strategy
1.2

1.2.5
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ID
Strategy
1.3
1.3.1
1.3.2
1.3.3
Strategy
1.4
1.4.1
1.4.2
1.4.3
1.4.4
1.4.5
1.4.6
Strategy
1.5
1.5.1
1.5.2
1.5.3
1.5.4
1.5.5
1.5.6
Strategy
1.6
1.6.1

ACTION
Invest and facilitate the adoption of renewable energy
Conduct analysis of previous studies and recommendations
Explore PPP options with Renewable energy companies
Advocate to the government to establish incentives and tax credits for
the adoption of renewable energy
Improve solid waste collection, management, and recycling
Conduct interviews with the tourism businesses on the island to assess
willingness to pay for collection services
Identify a suitable location for the establishment of a landfill for waste
disposal
Advocate for public investment to establish a landfill with management
and control to minimize the environmental impact
Identify demand and costs for creating a recycle program for the island
Establish public trash receptacles in popular public spaces including the
Beloi market
Conduct a public awareness campaign to encourage people of Ataúro not
to litter and recycle
Improve accessibility to the island through improved boat and
air service and infrastructure
Develop a brochure and sign posts that will provide boat transfer
schedules and costs in Dili and in Beloi
Establish a pier and centralized ticket and information booth for boat
transfers to Ataúro in Dili
Create a floating dock that will facilitate boat arrivals and departures from
Beloi
Meeting with the Civil Aviation Division to advocate for the $10k needed
to improve the existing airstrip
Once airstrip is improved, establish regular schedule flights to the island
Work with tourism companies on the island to promote the regularly
scheduled flights
Establish hiking trail signage
Conduct an assessment of all hiking trails on the island and identify
necessary locations for directional and interpretive signage

RESPONSIBLE
Project
Project
ATKOMA

ATKOMA
District
Administration
ATKOMA
Project
ATKOMA
ATKOMA

Dili Municipality
Dili Municipality
District
Administration
Project & Air
Timor
Air Timor
ATKOMA

ATKOMA

2019

2020

2021
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2022

•

OUTPUTS

•

•

•

Improved dock facilities and
signage in Dili and Ataúro

Increased public awareness and
behavior change for public
waste

Public trash receptacles available
in public spaces

GOTL Commitment in investing
in waste collection and
management

•

•

GOTL Commitment in investing
in renewable energy
New incentives for private
sector adoption of renewable
energy

•

Improved airport and
commitment from Air Timor to
start regular flights

1.6.3
1.6.4

1.6.2

Provide an annual budget for trail maintenance and signage replacements

Develop updated hiking maps corresponding to new signage and trails
Conduct an annual audit of trail, quality, signage and needs

Commission the creation and installation of trail signage

ACTION

1.6.5

ID

Strategy
1.7

Develop and publish the draft plan

1.8.4

1.8.3

1.8.2

1.8.1

Strategy
1.8

1.7.3

1.7.2

1.7.1

Improve government efficiencies for businesses to maintain
compliance and pay taxes
Conduct an assessment of business requirements and challenges from the
business owner perspective
Develop a guide to opening and operating a tourism business that
provides legal requirements from the GOTL
Advocate for the establishment of a one stop shop in Ataúro for
businesses to pay their taxes and apply/renew licenses
Create a development plan for the island that defines land
zoning and carrying capacity
Conduct research and gather evidence that will inform the development
plan
Conduct consultations throughout the island to identify constraints,
opportunities, and threats
Develop the plan’s key message, issues, and options for public review and
input
Conduct public consultation to obtain feedback from the plan’s key
message, issues, and options including zoning and carrying capacity

1.8.5

Conduct public consultation to obtain feedback on the draft plan

Develop visitor satisfaction surveys

Improve tourism research and collection of regular statistics

Implementation and monitoring of plan

Ataúro District Administration elected representatives debate plan and
approve or seek material amendments
Dili Municipality elected representatives debate plan and approve or seek
material amendments

1.8.6
1.8.7
1.8.8
1.8.9
Strategy
1.9
1.9.1

RESPONSIBLE
District
Administration
ATKOMA
ATKOMA
District
Administration

PROJECT
PROJECT
ATKOMA

Conservation
International
Conservation
International
Conservation
International
District
Administration
District
Administration
District
Administration
District
Administration
Dili Municipality
District
Administration
Project

2019

2020

2021
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2022

•

•

•

•
•

Public consultation reports

Draft development plan

One-stop-shop established in
Ataúro to pay taxes and licenses

Business requirements and
doing business guide

Improved signage on the island
Annual budget allocated for
trail/sign maintenance

OUTPUTS
Assessment of hiking trails and
signage needs

•

Government approval of
development plan

•

•

ACTION
Obtain commitment from tourism businesses to help distribute and
collect visitor satisfaction surveys
Organize monthly visitor intercept surveys
Develop tourism business monthly survey
Obtain commitment from tourism businesses to complete monthly firm
surveys
Distribute and collect monthly firm surveys

ID

1.9.6
Analyze data collected and develop monthly updates

1.9.5

1.9.3
1.9.4

1.9.2

1.9.7
Analyze data and develop annual statistic reports

Develop draft criteria and certification process for community-based
tourism scheme
Share draft criteria and certification process with community-based
tourism enterprises to obtain feedback
Establish a committee who will review applications for the communitybased tourism scheme and approve or disapprove
Hold workshops around the island to introduce the scheme and benefits
of certification
Process applications and promote the scheme through destination
marketing efforts

Establish a certification scheme for community-based tourism

1.9.8
Strategy
1.10
1.10.1
1.10.2
1.10.3
1.10.4
1.10.5

Develop new tourism experiences hosted by community
enterprises
Identify community organizations with the potential to develop
community enterprises
Develop community enterprise business plans
Develop community enterprise descriptions and pricing
Assist community enterprises register and obtain bank accounts
Provide management and operations training to community enterprises
Load community experiences into ATKOMA's Management Software and
website

RESPONSIBLE
ATKOMA
ATKOMA
Project
ATKOMA
ATKOMA
ATKOMA &
Project
ATKOMA &
Project

ATKOMA
ATKOMA
ATKOMA
ATKOMA
ATKOMA

ATKOMA

ATKOMA &
Project
Project
Project
Project
Project

PRIORITY 2: ENHANCE THE PROSPERITY OF BUSINESSES & COMMUNITY ENTERPRISES
Strategy
2.1
2.1.1
2.1.2
2.1.3
2.1.4
2.1.5
2.1.6

2019

2020

2021
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2022

•

OUTPUTS

•

•

•

At least 10 community
enterprise business plans

At least 20 community-based
tourism enterprises certified

Established certification scheme

Annual visitor and business
performance report

Visitor and firm surveys
established and collected
monthly
Monthly visitor and business
performance reports

•

At least 10 community
enterprises legally registered

•

•

ID
2.1.7

2.1.8

ACTION
Develop marketing and sales materials to be distributed through
ATKOMA and accommodation partners
Establish sales agreements between community enterprises and
ATKOMA and accommodation partners

Develop day tour and multi-day tour concepts

Develop new day and multi-day packages that will be sold at the
information center, online, and through accommodations and
TOs

2.2.1

Strategy
2.2

2.2.2
2.2.3
2.2.4
2.2.5
2.2.6

Contract a graphic designer to make the changes to the brochure,
develop the map, and arrange for printing
Distribute the brochure in key areas including the Dili airport, hotels in
Dili, the Dili information center, the boat companies that provide ferry
service, and the businesses around Ataúro

Develop/revise marketing copy for the brochure

Develop recommendations for improving the existing destination
brochure including how businesses could purchase advertising and offer a
standalone map of the island
Organize a photo shoot of the island and for local tourism businesses and
introduce the advertising opportunities

Update and print new destination brochures & maps

Identify tour guides that can be contracted to provide guided services
Meet with suppliers included in the tours to discuss tour concepts and
define pricing and booking policies
Develop tour guide scripts and provide tour guide training
Organize a FAM tour for accommodation partners on the island with a
photo shoot for marketing materials
Develop tour package marketing materials and new webpages
Distribute tour package marketing materials to the accommodation
providers

2.2.7
Strategy
2.3
2.3.1
2.3.2
2.3.3
2.3.4
2.3.5

RESPONSIBLE
Project

Project

ATKOMA &
PROJECT
ATKOMA
ATKOMA
ATKOMA
ATKOMA
ATKOMA
ATKOMA

ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA

2019

2020

2021

ATAÚRO ISLAND SUSTAINABLE TOURISM DEVELOPMENT ACTION PLAN | 28

2022

•

•

•

New brochures and maps
developed and printed

New marketing materials
promoting packages available in
accommodation businesses

Sales agreements between
ATKOMA and suppliers

New day and multi-day packages
priced and available for sale

•

•

OUTPUTS
Sales agreements between
community enterprises and sales
partners

•

At least 5 advertising
agreements to off-set the cost
of printing and distribution

ID
2.3.6
Strategy
2.4
2.4.1

2.4.2
2.4.3

ACTION
Conduct an annual sales drive to renew and recruit new advertisers for
the brochure and maps
Develop a Tourism Information & Conservation Center
Develop MOU between ATKOMA & the Beloi LMMPA Committee to
define the concept and working arrangement for the Tourism Information
& Conservation Center
Develop lease agreement between landowner & ATKOMA

2.4.7

2.4.6

2.4.5

Develop an operational manual and provide management and operations
training to staff

Develop the interpretive panels, and 3d map of the island

Purchase the furniture, fixtures, and equipment needed for the center

Contract the developer to construct the center

Organize a design competition for Timor-Leste architects to design the
Tourism Information & Conservation Center
Develop MOU between ATKOMA, the Beloi LMMPA Committee,
PROJECT, and Conservation International to define the development and
operations plan for the center

2.4.8
Organize an opening celebration

2.4.4

2.4.9
2.4.10

Develop new content and add photos to the site

Keep daily records of visitation and profile and summarize in annual
report of the center
Update the Atauro website and improve online marketing of
the destination
Conduct an audit of the website and make recommendations

2.5.2

Strategy
2.5
2.5.1
2.5.3

Integrate reservation/booking/payment system into the website
Integrate user generated content from Instagram and TripAdvisor into
the site

2.5.4

RESPONSIBLE
ATKOMA

ATKOMA &
Conservation
International
ATKOMA &
Conservation
International
Conservation
International
PROJECT &
Conservation
International
Conservation
International
PROJECT
PROJECT &
Conservation
International
PROJECT
ATKOMA &
Conservation
International
ATKOMA

PROJECT
ATKOMA &
PROJECT
PROJECT
PROJECT

2019

2020

2021
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2022

•

•

•

•

•

•

Yearly report on center
operations

Grand Opening Event

Operational Manual and training
for center staff

MOU between ATKOMA, the
Beloi LMMPA Committee,
PROJECT, and Conservation
International to define the
development and operations
plan for the center

Lease agreement between
landowner & ATKOMA

MOU between ATKOMA & the
Beloi LMMPA

OUTPUTS

•

Improved website with
integrated
reservation/booking/payment
system

ID
2.5.5
2.5.6
2.5.7
2.5.8
2.5.9
2.5.10
Strategy
2.6
2.6.1

2.6.2
2.6.3
2.6.4
2.6.5
2.6.6
2.6.7
Strategy
2.7
2.7.1
2.7.2

ACTION
Conduct a keyword analysis and conduct on-page Search Engine
Optimization (SEO)
Develop a blog editorial calendar and produce weekly blog posts
optimized with targeted keywords
Develop a targeted list of websites to link to the site and reach out
weekly to establish new links to the site
Develop social media marketing plan & editorial guidelines
Post and manage social media marketing efforts
Develop online marketing dashboard and monthly online marketing
reports to share with ATKOMA leadership and members
Host journalists, bloggers, and social media influencers to
generate earned media
Meet with the Ministry of Tourism and the Dili Municipality to discuss
plans for organizing and hosting media tours and identify the dates and
areas of collaboration including the program outside of Atauro
Develop a program for the media trip and reach out to tourism
businesses to request in-kind support to host the journalists, bloggers,
and social media influencers
Develop a target list of journalists, bloggers, and social media influencers
to invite on media trips
Develop a description of the media trip that introduces the island and
sells the opportunity to participate including the program
Reach out to list of journalists, bloggers, and social media influencers to
invite them to participate on the press trip
Design and distribute survey to participants to learn about their
experience and plans for posting/generating earned media coverage
Track media coverage and compile a report to summarize the reach and
return on investment
Introduce and educate Timor and International Tour Operators
about the destination and new packages
Meet with the Ministry of Tourism and the Dili Municipality to discuss
plans for organizing and hosting travel trade FAMs and identify the dates
and areas of collaboration including the program outside of Atauro
Develop a program for the FAM trip and reach out to tourism businesses
to request in-kind support to host the journalists, bloggers, and social
media influencers

RESPONSIBLE
PROJECT
ATKOMA
ATKOMA
PROJECT
ATKOMA
ATKOMA

ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA
ATKOMA

ATKOMA &
PROJECT
ATKOMA &
PROJECT

2019

2020

2021
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2022

•

•

OUTPUTS
Monthly online marketing
reports

•

Annual report on PR results

At least 10 annual earned media
placements

•

•

Annual FAM concept note with
budget

Annual media trip concept note
with budget
Host an annual media trip with
support from public and private
stakeholders

•

ID
2.7.3
2.7.4
2.7.5
2.7.6
2.7.7
Strategy
2.8
2.8.1
2.8.2
2.8.3
2.8.4
2.8.5
2.8.6
2.8.7
Strategy
2.9
2.9.1

2.92

ACTION
Develop a target list of targeted Travel Trade to invite on media trips
Develop a description of the FAM trip that introduces the island and sells
the opportunity to participate including the program
Reach out to list of targeted travel trade to invite them to participate on
the FAM trip
Design and distribute survey to participants to learn about their
experience and plans for selling/promoting the destination
Track travel trade’s promotional efforts of the destination online, in
catalogues, and through social media and compile a report to summarize
the reach and return on investment
Assist community vendors at the Saturday Market in Beloi
improve services and offerings to generate more income
Conduct before and after surveys and interviews of day visitors on the
Nakroma Ferry to understand their profile, spending, satisfaction, and
opportunities for increasing expenditures
Conduct analysis of community vendors to understand products offered,
sales, and opportunities/needs for assistance
Meet with District Administrator to develop a plan for improving the
management and cleanliness of the market
Establish a management committee for the market made up of community
vendors and representatives of the District Administration
Develop a revenue model for the market to generate income to pay for
management, entertainment, and cleaning costs
Provide technical assistance to the management committee to improve
the management and operations of the market
Provide technical assistance, sales materials, and serving materials to
community vendors to help increase income
Assist homestays and other community businesses legally
register become compliant, improve services, and marketing
Meet with the Homestay association to understand history of the
association, work completed to date, and needs of the organization and
members
Conduct Participatory Institutional Capacity Assessment and Learning
(PICAL) assessment of the homestay association to evaluate and monitor
1) Demand for Institutional Performance 2) Organizational Learning

RESPONSIBLE
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA &
PROJECT
ATKOMA
ATKOMA

PROJECT
PROJECT
PROJECT &
ATKOMA
PROJECT &
ATKOMA
PROJECT &
District
Administrator
PROJECT
PROJECT

PROJECT &
ATKOMA
PROJECT

2019

2020

2021
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2022

•

Annual report on travel trade
results

At least 10 new tour operators
or travel agents selling the
destination

•

•

OUTPUTS
Host an annual FAM media trip
with support from public and
private stakeholders

•

•

Analysis of community vendors
to understand products offered,
sales, and opportunities/needs
for assistance
New management committee
for the market made up of
community vendors and
representatives of the District
Administration

•

Participatory Institutional
Capacity Assessment and
Learning (PICAL) assessments
of the homestay association

ID

2.9.3
2.9.4

2.9.5
2.9.6
2.9.7
2.9.8
2.9.9

2.9.10
Strategy
2.10
2.10.1
2.10.2
2.10.3

2.10.4

ACTION
Capacity 3) Administrative Capacity and 4) Institutional Strengthening
Capacity
Assist Homestay Association improve their strategy, operations, and
performance based on the PICAL assessment
Conduct individual meetings and product/service audits with each
homestay member of the association and develop a tailored technical
assistance program for each member
Provide hand-holding technical assistance to support to each homestay
member become legally compliant and improve their business and
marketing efforts including introducing them to online distribution
through ATKOMA, Airbnb.com, and homestay.com
Develop a brochure and information required for starting a homestay for
the association
Assist ATKOMA develop a community business member category for
their association that includes a technical assistance program
Identity other community businesses around the island and introduce
them to ATKOMA and membership benefits.
Conduct individual meetings and product/service audits and develop a
tailored technical assistance program for each community business
member of ATKOMA
Provide hand-holding technical assistance to support to each homestay
member become legally compliant and improve their business and
marketing efforts including introducing them to online distribution
through ATKOMA, Airbnb.com, and homestay.com
Facilitate linkages and quality of services between service
providers to guarantee availability and consistency of services
Conduct interviews and surveys with tourism businesses on the island to
understand their ability to source and staff from the island and the areas
that have the most potential to be sourced locally
Conduct an analysis of establishing cooperatives/businesses and
distribution logistics to provide items in demand from local businesses
Obtain commitments through forward contracts from the tourism
businesses to support the cooperatives/businesses that will be established
or strengthened to meet the demand of local businesses
Develop and implement a communication campaign that educates
travelers about what products and services are provided locally and why
their purchasing of these products directly or indirectly is important to
the destination

RESPONSIBLE

PROJECT
PROJECT

PROJECT
PROJECT
PROJECT
ATKOMA
PROJECT &
ATKOMA
PROJECT &
ATKOMA

PROJECT
PROJECT
PROJECT &
ATKOMA
ATKOMA

2019

2020

2021

ATAÚRO ISLAND SUSTAINABLE TOURISM DEVELOPMENT ACTION PLAN | 32

2022

•

•

•

OUTPUTS
At least 10 homestay businesses
with increased profitability and
visitor satisfaction

Analysis of establishing
cooperatives/businesses and
distribution logistics to provide
items in demand from local
businesses
Forward contracts from the
tourism businesses to support
the cooperatives/businesses that
will be established or
strengthened to meet the
demand of local businesses

ID

ACTION

Host the traveling event and capture photos and testimonials for reports

Arrange for the travel exhibit locations, dates, and promote the event

Raise awareness of the Importance of Reef and Marine
Conservation
Develop a traveling event concept that can go around the island and
introduce residents to the tourism strategy and importance of
conservation
Arrange logistics and equipment needed to organize the traveling exhibit
Obtain rights to screen “Timor-Leste from Below” and the “The Sea that
Sustains Us" at the events

Implementation and monitoring of plan

Develop a protected area management plan

Obtain protected areas designation and establish a protected
area management plan
Conduct a feasibility study that includes the mapping of natural capital to
establish a National Park or other protected area designation for the
Island of Ataúro
Publish the feasibility study and conduct public consultation to obtain buyin and support for the proposed recommendations
Dili Municipality elected representatives debate designation and approve
or seek material amendments
Parliament elected officials debate designation and approve or seek
material amendments

RESPONSIBLE

ATKOMA &
District
Administration
PROJECT, District
Admin, &
ATKOMA

PROJECT

PROJECT

PROJECT &
ATKOMA

District
Administration

National
Parliament
Conservation
International &
District
Administration

Dili Municipality

District
Administration

Conservation
International

PRIORITY 3: ENHANCE THE PROSPERITY OF BUSINESSES & COMMUNITY ENTERPRISES
Strategy
3.1
3.1.1
3.1.2
3.1.3
3.1.4
3.1.5

3.1.6
Strategy
3.2
3.2.1
3.2.2
3.2.3
3.2.4
3.2.5

2019

2020

2021
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2022

•

•

•

•

Host the traveling event and
capture photos and testimonials
for reports

Designation of Protected Area

Protected area management
plan

Feasibility study that includes
the mapping of natural capital to
establish a National Park

OUTPUTS

•

Improved public awareness
about the importance of Reef
and Marine Conservation
throughout the island

ID
3.2.6
3.2.7
3.2.8
Strategy
3.3
3.3.1
3.3.2
3.3.3
3.3.4
3.3.5
3.3.6
Strategy
3.4
3.4.1

ACTION
Organize school field trips to the Tourism Information and Conservation
Center to teach the youth of Ataúro about the Importance of Reef and
Marine Conservation
Conduct an annual essay contest with school kids about the importance
of Reef and Marine Conservation
Design and implement a public awareness campaign to raise the
Importance of Reef and Marine Conservation throughout the island
Develop youth reef monitoring groups to engage the youth of
the island to support and learn about marine conservation
Reach out to existing youth reef monitoring programs and organizations
in other parts of the world to request support and materials for
replicating the program in Ataúro
Provide training to ATKOMA staff to establish and manage the program
while also selling the program to visitors as a day tour
Promote the program to targeted youth and obtain parent permission to
enroll in the program
Recruit volunteers and support from other residents and businesses on
the island for the program
Launch and manage the program
Assist ATKOMA reach out to educational travel programs and volunteer
sending organizations to promote the program and Ataúro
Develop Locally Managed Marine Protected Areas (LMMPA)
Management Plans that include Improved Marketing and
Collection of User Fees
Develop Management and Marketing Plans for each LMMPA in
collaboration with the LMMPA committees

Develop a new multi-day access pass and system for selling, marketing,
and managing the pass including fee distribution

Develop an improved system for selling, marketing, and managing onetime access to the LMMPAs

3.4.3

Reduce the necessity for anchoring at popular dive and snorkel sites by
installing permanent moorings through a system of eyebolts cemented to
the seabed.

3.4.2

3.4.4

RESPONSIBLE
ATKOMA
ATKOMA
ATKOMA

PROJECT
PROJECT
ATKOMA
ATKOMA
ATKOMA
PROJECT

PROJECT
Marine Tourism
Association,
LMMPA
Committees
Marine Tourism
Association,
LMMPA
Committees
District
Administrator

2019

2020

2021
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2022

•

•

•

•

Improved system for selling,
marketing, and managing onetime access to the LMMPAs

Management and Marketing
Plans for each LMMPA

At least 3 letters of
commitment from international
NGOs or university groups to
support the program

New youth reef monitoring
group established to engage the
youth of the island to support
and learn about marine
conservation

OUTPUTS

•

New multi-day access pass and
system for selling, marketing,
and managing the pass including
fee distribution

ID
3.4.5
Strategy
3.5
3.5.1
3.5.2
3.5.3
3.5.4
3.5.5
3.5.6
Strategy
3.6
3.6.1

3.6.2

3.6.3
3.6.4
3.6.5

ACTION
Develop regulations for using the public moorings and a system for
installation and maintenance of the moorings
Work with Boat and Dive Operators to establish marine-based
sustainable tourism standards / codes of conduct and provide
trainings
Meet individually with Boat and Dive Operators to discuss the need and
idea of establishing marine-based sustainable tourism standards / codes of
conduct to assess their willingness to support
Draft a baseline marine-based sustainable tourism standards / codes of
conduct based on existing international standards
Distribute the draft baseline marine-based sustainable tourism standards /
codes of conduct and ask for comment
Obtain letters of commitment from Boat and Dive Operators to educate
their staff and ensure compliance of the agreed upon standards and codes
of conduct
Provide education and training to Boat and Dive Operators and their staff
about the agreed upon marine-based sustainable tourism standards /
codes of conduct and how to adopt and report on unsustainable practices
Develop communication materials and signs to educate visitors about the
agreed upon marine-based sustainable tourism standards / codes of
conduct while highlighting businesses that agree to follow
Prohibit the sale of turtle products in handicrafts & assist
artisans develop new handicrafts
Meet with the District Administrator to discuss the proposal of
prohibiting the sale of turtle products in handicrafts and obtain their
support to introduce new regulation
Develop and distribute brochure to educate vendors and artisans about
why selling handicrafts made of turtle products is unstainable and the plan
to prohibit the sale in the future along with opportunities for artisan
support to replace the materials.
Invite artisans to a workshop to learn how to substitute turtle products
with other more sustainable materials and how to create improved
handicrafts
Obtain commitments from artisans and vendors to not create or sell
turtle products
Implement the prohibition on the sale of turtle products in handicrafts
and monitor the Saturday market to ensure compliance

RESPONSIBLE
District
Administrator

PROJECT &
ATKOMA
PROJECT
PROJECT &
ATKOMA
ATKOMA
PROJECT &
ATKOMA
PROJECT &
ATKOMA

PROJECT &
ATKOMA
ATKOMA

ATKOMA
ATKOMA
District
Administrator

2019

2020

2021
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2022

•

•

•

Artisans trained and offering
improved products for sale

Prohibition of the sale of turtle
products in handicrafts & assist
artisans develop new handicrafts

Trainings held for marine boat
operators and staff about the
new standards and codes of
conduct

Newly established marine-based
sustainable tourism standards /
codes of conduct adopted by at
least 5 marine based operators

OUTPUTS

•

ID
Strategy
3.7
3.7.1
3.7.2
3.7.3
3.7.4
3.7.5
3.7.6
Strategy
3.8
3.8.1
3.8.2
3.8.3
Strategy
3.9
3.9.1
3.9.2
3.9.3
3.9.4
3.9.5
3.9.6
3.9.7

ACTION
Establish an Information/Ranger service to educate and assist
with conservation and rubbish enforcement on the island.
Assist ATKOMA develop a business plan for establishing the
Information/Ranger program
Meeting with the District Administrator to introduce the plan, define
enforcement process, and obtain support
Establish MOU between the District Administrator and ATKOMA to
manage the program
Procure t-shirt uniforms for the rangers
Recruit rangers to participate in the program and provide training
Manage the program and report on results in the organization’s annual
plan
Ensure the proper installation and maintenance of wastewater
systems
Conduct water testing around popular beaches to test water quality to
identify high levels of E. coli, fecal coliforms, and enterococci
Review the process for approving and regulating construction and
installation of septic systems and provide recommendations for
improvements
Commit to ensuring all construction and installation of septic systems are
inspected and approved
Identify, document, and revitalize intangible cultural heritage
(Music, dance, traditional cuisine, arts, architecture, fishing
practices, etc.) that could be incorporated into tourism
products and experiences
Conduct an assessment of targeted villages to identify and document
intangible cultural heritage and cultural values in the community
Identify the cultural stewards of the community that are passionate about
sustaining these cultural traditions
Develop concepts for creating new cultural tourism experiences that
incorporate the intangible cultural heritage identified
Conduct a meeting with community representatives to share the tourism
concept and determine if they community is interested in developing a
community tourism enterprise
Develop community enterprise business plans
Develop community enterprise descriptions and pricing
Assist community enterprises register and obtain bank accounts

RESPONSIBLE

PROJECT
PROJECT &
ATKOMA
District
Administrator
ATKOMA
ATKOMA
ATKOMA

PROJECT
PROJECT
District
Administrator

PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT

2019

2020

2021
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2022

•

•

•

Commitment made to ensure all
construction and installation of
septic systems are inspected and
approved

MOU between the District
Administrator and ATKOMA to
manage the program

Business plan for the
information/ranger program

OUTPUTS

•

Assessment of targeted villages
to identify and document
intangible cultural heritage and
cultural values in the community
Community enterprise business
plans

•

•

Sales agreements between
community enterprises and
ATKOMA and accommodation
partners

ID
3.9.8
3.9.9
3.9.10
3.9.11
Strategy
3.10
3.10.1
3.10.2
3.10.3
3.10.4

ACTION
Provide management and operations training to community enterprises
Load community experiences into ATKOMA's Management Software and
website
Develop marketing and sales materials to be distributed through
ATKOMA and accommodation partners
Establish sales agreements between community enterprises and
ATKOMA and accommodation partners
Minimize the socio-cultural impacts of tourism on local
communities
Conduct a resident tourism satisfaction survey to understand resident’s
perceptions of tourism and identify early signs of socio-cultural impacts
Meeting with local churches and religious leaders to identify early signs of
socio-cultural impacts and explain the goal of monitoring and minimizing
impacts
Establish a formal procedure for community members to express
concerns to ATKOMA with tourism related impacts on the community
Establish a process for investigating concerns raised by community
members and where needed mobilize action to address the cause of
negative impacts

RESPONSIBLE
PROJECT
ATKOMA
PROJECT
PROJECT

PROJECT
ATKOMA
ATKOMA
ATKOMA

Assist ATKOMA legally register the organization and maintain
compliance
Draft & translate articles of incorporation
Obtain legal registration & EIN
Establish bank account & financial management system
Organize and host annual member meeting
Develop and distribute annual report to members and GoTL

PROJECT
PROJECT
ATKOMA
ATKOMA
ATKOMA

PROJECT

ATKOMA

Assist ATKOMA develop and implement a sustainable business
model and governance structure
Meeting with ATKOMA leadership team to review tourism strategy,
proposed areas of responsibility for the organization, and answer

File annual reports to GoTL to maintain compliance

PRIORITY 4: ENHANCE THE PROSPERITY OF BUSINESSES & COMMUNITY ENTERPRISES
Strategy
4.1
4.1.1
4.1.2
4.1.3
4.1.4
4.1.5
4.1.6
Strategy
4.2
4.2.1

2019

2020

2021
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2022

•

OUTPUTS

Legal registration of ATKOMA

•

•

Annual reports filed

Tourism satisfaction survey to
understand resident’s
perceptions of tourism and
identify early signs of sociocultural impacts
New process for investigating
concerns raised by community
members and where needed
mobilize action to address the
cause of negative impacts

•

ID
4.2.2
4.2.3
4.2.4
4.2.5
4.2.6
4.2.7
4.2.8
4.2.9

4.2.10

Strategy
4.3
4.3.1
4.3.2
4.3.3
4.3.4
4.3.5
4.3.6

ACTION
questions related to the business model and potential grant from USAIDTourism for All program
Develop a draft business plan for the organization
Meeting with the ATKOMA leadership team to review the draft business
plan and finalize
Identify the individuals that will be invited to serve on the board of
directors and govern the organization
Conduct meeting with the board of directors to review the business plan,
explain responsibilities of a director, and elect board officers, and approve
annual budget
Implement business plan and generate revenue needed to sustain the
organization
Establish financial controls to protect assets from fraud and theft
Conduct an outside audit of financials and control systems
Develop an annual report that summarizes the organizations activities,
spending, and results
Conduct Participatory Institutional Capacity Assessment and Learning
(PICAL) assessment of the homestay association to evaluate and monitor
1) Demand for Institutional Performance 2) Organizational Learning
Capacity 3) Administrative Capacity and 4) Institutional Strengthening
Capacity
Assist ATKOMA develop and implement a membership and
operations plan that includes regular meetings with members to
identify and address priority issues and communicate results
Develop a membership brochure that summarize the organization, the
membership options, and the benefits
Conduct one-on-one visits to the business to introduce the organization
and membership program
Host an event to launch the organization showcase founding members
and push for membership
Host an annual meeting with members to review the sustainable tourism
strategy, discuss priorities, and establish committees to focus actions
Develop and distribute a quarterly newsletter to members to highlight
the activities of the organization and the results
Distribute the annual report to all members

RESPONSIBLE
PROJECT
PROJECT
ATKOMA
ATKOMA
ATKOMA
ATKOMA
PROJECT
ATKOMA

PROJECT

ATKOMA
ATKOMA
ATKOMA
ATKOMA
ATKOMA
ATKOMA

2019

2020

2021
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2022

•

•

Annual report that summarizes
the organizations activities,
spending, and results

outside audit of financials and
control systems

OUTPUTS
Business plan for the
organization

•

Participatory Institutional
Capacity Assessment and
Learning (PICAL) assessment of
the homestay association to
evaluate and monitor 1)
Demand for Institutional
Performance 2) Organizational
Learning Capacity 3)
Administrative Capacity and 4)
Institutional Strengthening
Capacity

•

•

•

•

Membership brochure that
summarize the organization, the
membership options, and the
benefits
Event to launch the organization
showcase founding members
and push for membership
Quarterly newsletter to
members to highlight the
activities of the organization and
the results
Annual report to all members

•

ID
Strategy
4.4
4.4.1
4.4.2
4.4.3
4.4.4
4.4.5
4.4.6
4.4.7
4.4.8
4.4.9
4.4.10
Strategy
4.5
4.5.1

ACTION
Attract new investments to establish new upmarket ecolodge
accommodations, a hot springs attraction, and visitor services at
Manucoco Peak with community partnerships
Conduct water assessment to identify available water sources in Acrema
and hot spring attraction feasibility
Develop design concepts, cost estimates, financial feasibility analysis, and
investment prospectus for the Hot Springs Attraction
Develop design concepts, cost estimates, financial feasibility analysis, and
investment prospectus for the Acrema Ecocamp JV
Develop design concepts, cost estimates, financial feasibility analysis, and
investment prospectus for PPP at Manokoko Rek Peak
Identify available debt financing from local and regional banks, IFC, and
Impact investment funds
Assist local partners prepare and issue RFPs for investment opportunities
Assist TradeInvest host investment promotion meetings in Dili and Bali to
promote the investment opportunities
Assist TradeInvest attend the Hong Kong Hotel Investment Conference
to promote the investment opportunities
Attend the EcoAustaila annual meeting to promote the investment
opportunities
Assist local partners develop concession and Joint Venture agreements
with interested investors
Strengthen the business linkages between the tourism industry
and the Locally Managed Marine Protected Areas and Artisan
Groups
Develop new tourism experiences and packages that can be offered by
the LMMPAs and Artisan groups

Obtain commitments from the tourism industry to prioritize
local employment and source goods and services from local
community entrepreneurs and community groups

4.5.2
Strategy
4.6

See Strategy 2.10

Obtain sales agreements and commitment to promote these new tourism
experiences from accommodation businesses and marine operators

4.6.1

RESPONSIBLE

PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT
PROJECT

PROJECT &
ATKOMA
ATKOMA

2019

2020

2021
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2022

•

•

•

•

Concession and Joint Venture
agreements with interested
investors

Design concepts, cost estimates,
financial feasibility analysis, and
investment prospectus for PPP
at Manokoko Rek Peak

Design concepts, cost estimates,
financial feasibility analysis, and
investment prospectus for the
Acrema Ecocamp JV

Design concepts, cost estimates,
financial feasibility analysis, and
investment prospectus for the
Hot Springs Attraction

OUTPUTS

•

Sales agreements and
commitment to promote these
new tourism experiences from
accommodation businesses and
marine operators

ID

ACTION

Conduct tourism awareness campaigns across the island
Develop a traveling event concept that can go around the island and
introduce residents to the tourism strategy and importance of tourism
Arrange logistics and equipment needed to organize the traveling exhibit
Obtain rights to screen “Timor-Leste from Below” and the “The Sea that
Sustains Us" at the events
Arrange for the travel exhibit locations, dates, and promote the event
Host the traveling event and capture photos and testimonials for reports
Enroll tourism front office staff and guides in language courses
Identify a resource for providing English training courses on the island
(peace corps, world teach, etc.) and establish an agreement
Identify priority front line staff from existing tourism businesses for
scholarships to the courses
Provide tour guide training to community tourism enterprises
Develop tour scripts and important facts about Atauro’s heritage, natural,
and cultural resources
Organize and provide tour guide training
Conduct tour evaluations with guests to monitor guide quality
Develop a program to create English speaking, swim tested,
open water and dive rescue PADI certification for locals to work
in the dive industry
Identify a training partner interested in supporting this program
Develop the training program

RESPONSIBLE

PROJECT
PROJECT

PROJECT
ATKOMA

PROJECT

ATKOMA

PROJECT

ATKOMA &
District
Administration
PROJECT, District
Admin, &
ATKOMA

PROJECT

PROJECT &
ATKOMA
PROJECT

PRIORITY 5: PROVIDE TRAINING & BUSINESS SKILLS TO THE PEOPLE OF ATAÚRO
Strategy
5.1
5.1.1
5.1.2
5.1.3
5.1.4
5.1.5
Strategy
5.2
5.2.1
5.2.2
Strategy
5.3
5.3.1
5.3.2
5.3.3
Strategy
5.4
5.4.1
5.4.2

2019

2020

2021
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2022

•

•

•

Increased workforce with
guiding capabilities

Increased workforce with
English language capabilities

Increased awareness and
support of tourism among
residents

Traveling event and capture
photos and testimonials for
reports

OUTPUTS

•

ID
5.4.3
Strategy
5.5
5.5.1
5.5.2
5.5.3
Strategy
5.6
5.6.1
Strategy
5.7
5.7.1
5.7.2
5.7.3
Strategy
5.8
5.8.1
5.8.2

ACTION
Identify priority students from existing tourism businesses for
scholarships to the courses
Provide food and hygiene training
Identify a training partner interested in supporting this program
Develop the training program
Identify priority students from existing tourism businesses for
scholarships to the courses
Create a homestay business planning & start-up assistance
program
See Strategy 2.9
Provide first aid training to guides and local businesses
Identify a training partner interested in supporting this program
Develop the training program
Identify priority students from existing tourism businesses for
scholarships to the courses
Provide business enterprise management & operations training
Provide train the trainers to help ATKOMA understand how to deliver
this training as part of their organization
Invite businesses to participate in the training course

RESPONSIBLE
ATKOMA

PROJECT
PROJECT
ATKOMA

PROJECT
Project Project
ATKOMA

Project
ATKOMA

2019

2020

2021
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2022

•

Increased workforce with food
first aid capabilities

Increased workforce with food
safety understanding

OUTPUTS
Increased local workforce
working in the dive industry

•

Improved business management
and operations

•

•

ANNEX A. ACKNOWDLEGEMENTS
List of people that were interviewed and attended the workshop

Julio Gomes

Daniel Martins

Adao da Costa Nunes

Felipe Ximenes

Mateus Belo

Kevin Austin

Marselina de Araujo Balamba

Barry Hinton

Chefe Suco Makadade

Chefe Suco Makili

Chefe Suco Bikeli

Chefe Suco Beloi

Chefe Suco, Vila Maumeta

Administrator of Administrative Post of
Atauro

Founder and Representative to Timor-Leste
& Coral Triangle Initiative Countries

ATKOMA

Barry’s Place

+670 7730 4187

+670 7733 6612

ORGANIZATION

Leonito Maria Nunes

Boneca de Atauro

NAME

Virginia Soares

Manukoko Rek Guesthouse & Restaurant

+670 7723 6084

Leocadia de Araujo

Manokok Rek Gueshouse & Restaurant

N/A

+670 7747 1301

+670 7763 1569

+670 7669 5574

+670 7806 6385

+670 7869 5595

+670 7806 6382

+670 7806 6387

+670 7744 1101

Mario Pereira

PHONE
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EMAIL

boyhinton@yahoo.com.au

boyhinton@yahoo.com.au

Kevin.Austin@coraltriangleheritage.org

Estevao Marques

Volker Hans Jorg

Jay Carl

Lino Pacheco Sarmento

José Marques

Nadap Correia

Paulo da Silva

Afonso Soares

Duarte de Araujo

Marcelo Belo

Avelino Fernandes

Carlota Belo

NGO Move Forward

Homestay Coordinator

Atauro Dive Resort

Atauro Beach House

Restaurante Lenissa Beloi

Sentru Atauro Diak

Land Owner in Akrema

Land Owner in Atecru

Land Owner in Atecru

NGO Roman Luan

NGO Roman Luan

NGO Roman Luan

Vila Gratia guesthouse

ORGANIZATION

Osaias Soares

Compass Dive

NAME

Robert Crean

+670 7728 7641
+670 7737 5489
+670 7725 4049
N/A
+670 7702 2011
+670 7766 3409
+670 7362 6094
+670 7750 5809
+670 7744 4880
+670 7848 8137
+670 7738 6166
+670 7843 6324
+670 7734 8653
+670 7723 0964

PHONE
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EMAIL

fernandesavelino84@yahoo.com

compasstimorleste@gmail.com

Business man (Atauro Express etc)

ORGANIZATION

Lourenço de Oliveira
Beloi Beach Hotel

NAME

Neryl Moniz da Silva

Francisco da Costa

Nuno Antonio Soares

Ike Saga

Marcos P. Noronha

Domingos Sarmento

Maria Luisa

Ilda do Carmo

Tomé Gomes

Anselmo Amaral

EPAPAMA Restaurant

ATKOMA

Tuk-Tuk Group

Trisan Guesthouse

Artesenato

Community Group

Universidade Brasilia

Jestaun Lixu

Radio Komunidade

Conservation International

Conservation International

Olimpia Soares

MDA Raiketan

Trudiann Dale

Alberto Soares

+670 7747 8888

PHONE

EMAIL

tdale@conservation.org

+670 7558 3421
+670 77182054

aamaral@conservation.org

vietespedrosa@gmail.com

+670 7729 3852
+670 7547 1878
N/A

+670 7712 0521
+670 7735 3578
+670 7727 5926
+670 7634 4764
+670 7788 7639
+670 7872 5026
+670 7711 5344
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Josefina da C. Freitas

Alzira da S. Soares

Anita do Nascimento

Valente R. Gusmao

Jose F.M. Guterres

Cesarino da Costa

Josefa Lisboa Soares

Filomena Soares

Zulmira de Jesus

Miguel de Jesus

Joel Gomes

Terezinha Soares

Administration of Suco Vila

UNTL

UNTL

UNTL

UNTL

UNTL

UNTL

Grupo Rapipiri

Homestay

Community Radio

RTTL Journalist

Community Group

Grupu Biazoia

ORGANIZATION

Carlos do Carmo

Mario’s Place

NAME

Mario Gomes

+670 7681 2596
+670 7749 3736
+670 7734 0189
+670 7849 5070
+670 7674 0511
N/A
+670 7806 6382
+670 7776 2155
+670 7563 3503
+670 7816 8588
+670 7514 5190
+670 7387 8520
+670 7741 7050
+670 7795 7272

PHONE
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EMAIL

Administrative Post of Atauro

ORGANIZATION

Zito F. Ximenes
Administrative Post of Atauro

NAME

Bonifacio Soares

+670 7816 3001
+670 7755 4029

PHONE
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EMAIL

ANNEX B. SUMMARY ATAÚRO ISLAND SUSTAINABLE
TOURISM STRATEGY – 2030

The following document is intended to provide a high-level summary of the tourism strategy for the tourism stakeholders of Ataúro. Once
finalized the document should be professionally designed with additional photos.
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Ataúro Island Sustainable Tourism Strategy – 2030

ATAÚRO ISLAND SUSTAINABLE TOURISM DEVELOPMENT ACTION PLAN | 48

A SHARED VISION

In the year 2030, Ataúro Island will be a pristine protected area and
world-famous ecotourism destination with low impact development,
renewable energy, healthy reefs, and vibrant communities that
welcome a limited number of respectful visitors who will enjoy
excellent service and authentic cultural and natural experiences
provided by the people of Ataúro.
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PRIORITIES

Priority 1 Assist the government prioritize investments & policies needed
to improve the business enabling environment.

Priority 2 Enhance the prosperity of businesses & community enterprises
Priority 3 Protect natural and cultural resources
Priority 4 Strengthen destination partnerships

Priority 5 Provide training & business skills to the people of Ataúro
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STRATEGIES

Priority 1 Assist the government prioritize investments & policies needed
to improve the business enabling environment.
1.1 Improve the road infrastructure
1.2 Enhance water access and reliability
1.3 Invest and facilitate the adoption of renewable energy
1.4 Improve solid waste collection, management, and recycling
1.5 Improve accessibility to the island through improved boat and air service and infrastructure
1.6 Establish hiking trail signage
1.7 Improve government efficiencies for businesses to maintain compliance and pay taxes
1.8 Create a development plan for the island that defines land zoning and carrying capacity

Establish a certification scheme for community-based tourism

1.9 Improve tourism research and collection of regular statistics
1.10
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Priority 2 Enhance the prosperity of businesses & community enterprises
2.1 Develop new tourism experiences hosted by community enterprises

2.2 Develop new day and multi-day packages that will be sold at the information center, online, and through accommodations and TOs
2.3 Update and print new destination brochures & maps
2.4 Develop a Tourism Information & Conservation Center
2.5 Update the Atauro website and improve online marketing of the destination
2.6 Host journalists, bloggers, and social media influencers to generate earned media

2.7 Introduce and educate Timor and International Tour Operators about the destination and new packages

2.8 Assist community vendors at the Saturday Market in Beloi improve services and offerings to generate more income

Facilitate linkages and quality of services between service providers to guarantee availability and consistency of services.

2.9 Assist homestays and other community businesses legally register become compliant, improve services, and marketing
2.10
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Priority 3 Protect natural and cultural resources
3.1 Obtain protected areas designation and establish a protected area management plan
3.2 Raise awareness of the Importance of Reef and Marine Conservation

3.3 Develop youth reef monitoring groups to engage the youth of the island to support and learn about marine conservation

3.4 Develop Locally Managed Marine Protected Areas (LMMPA) Management Plans that include Improved Marketing and Collection of
User Fees

3.5 Work with Boat and Dive Operators to establish marine-based sustainable tourism standards / codes of conduct and provide trainings
3.6 Prohibit the sale of turtle products in handicrafts & assist artisans develop new handicrafts

3.7 Establish an Information/Ranger service to educate and assist with conservation and rubbish enforcement on the island.
3.8 Ensure the proper installation and maintenance of wastewater systems

Minimize the socio-cultural impacts of tourism on local communities

3.9 Identify, document, and revitalize intangible cultural heritage (Music, dance, traditional cuisine, arts, architecture, fishing practices, etc.)
that could be incorporated into tourism products and experiences
3.10
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Priority 4 Strengthen destination partnerships
4.1 Assist ATKOMA legally register the organization and maintain compliance
4.2 Assist ATKOMA develop and implement a sustainable business model and governance structure

4.3 Assist ATKOMA develop and implement a membership and operations plan that includes regular meetings with members to identify
and address priority issues and communicate results

4.4 Attract new investments to establish new upmarket ecolodge accommodations, a hot springs attraction, and visitor services at
Manucoco Peak with community partnerships

4.5 Strengthen the business linkages between the tourism industry and the Locally Managed Marine Protected Areas and Artisan Groups

4.6 Obtain commitments from the tourism industry to prioritize local employment and source goods and services from local community
entrepreneurs and community groups
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Priority 5 Provide training & business skills to the people of Ataúro
5.1 Conduct tourism awareness campaigns across the island
5.2 Enroll tourism front office staff and guides in language courses
5.3 Provide tour guide training to community tourism enterprises

5.4 Develop a program to create English speaking, swim tested, open water and dive rescue PADI certification for locals to work in the
dive industry
5.5 Provide food and hygiene training
5.6 Create a homestay business planning & start-up assistance program
5.7 Provide first aid training to guides and local businesses
5.8 Provide business enterprise management & operations training
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1300 Pennsylvania Avenue, NW
Washington, D.C. 20523
Tel.: (202) 712-0000
Fax: (202) 216-3524
www.usaid
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