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1. Introduction 
 

1.1 Project description 
 

Project 
commencement 

2016 

Project duration 18 Months 

Project lead Hepburn Shire Council 

Project goals Develop an implementation strategy to minimise Hepburn Shire 
Council’s recreation facilities’ vulnerability to climate change; Explore 
innovative solutions to reduce carbon emissions and water/resource 
consumption; Implement cost effective solutions to safeguard these 
valuable community assets in the face of climate change impacts. 

Project location Recreation facilities within the Hepburn Shire 

Project cost Project cost of $76,670, of which $67,670 was funded through the 
Victorian Climate Change Grants 2015.   This formed part of an overall 
$200,000 Council recreation facilities program. 

Project 
background and 
summary 

The aim of the project was to minimise the vulnerability of recreation 
facilities to the impacts of climate change, particularly in regard to 
reliance on mains water supplies in the face of increasing uncertainty 
around water security. 
 
The project identified innovative solutions to mitigate climate change 
impacts and developed a framework to implement those solutions. 

The implemented and proposed actions aim to enhance the financial 
viability of recreational facilities, in order to safeguard these valuable 
assets for ongoing community enjoyment and wellbeing in the face of 
climate change impacts. 
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2. Methods & activities 

 

2.1 Key project activities 

 An audit of water and energy consumption at Council’s recreation facilities was 

completed. This was to assist with understanding the scale of usage, and to compare the 

impact of these facilities with Council’s overall operations.  

 Recreation facilities’ operations were reviewed to identify driving factors and potential 

benefits, barriers and opportunities to reducing climate change impacts. 

 Research was conducted into current best practice methods in the recreation facility 

sector, particularly in relation to implementation strategies aimed at reducing climate 

change impacts.  

 Recreation facility stakeholders were engaged to gather a holistic dataset and to ensure 

that they were involved and aware of their role in minimising climate change impacts.   

Meetings were held with the various sports clubs that use the recreation facilities. This 

provided invaluable information for understanding their needs, usage patterns and 

management practices, together with how Council can work in partnership with them to 

maximise water and energy savings.    

 An implementation strategy was developed to outline and prioritise the most cost 

effective/largest impact solutions for minimising water usage and energy consumption.   

 Actions were undertaken in line with the implementation strategy. Council will continue to 

implement, monitored and refine actions into the future. 

 
A table summarising of the actions taken to deliver key project activities is given below: 
 
 

Data to gather and assess Methodology used 

Determine the existing amount of water and 
energy usage in recreation facilities to identify 
a usage baseline 

Reviewed usage data from utility bills  
 

Determine usage patterns to identify reduction 
opportunities  

Analysed usage trends from utility bill data 
and interviewed Council staff and user 
groups   

Operational opportunities to reduce water and 
energy consumption 

Reviewed existing operational practices with 
Council Officers and user groups, through 
meetings and ongoing communication 

Assess best practices that have been adopted 
in other LGAs 

Conducted desktop research and 
communicated with other councils directly 

Determine market solutions to reduce water 
and energy use 

Conducted a tender process to evaluate 
market based reduction solutions 

Determine the most cost effective reduction 
solutions from the available options 

Developed a sustainable business case 
methodology  

Determine effectiveness of the reduction 
implementation measures in reducing water 
and energy usage 

Implementation solutions incorporated into a 
framework for tracking usage patterns, in 
order to evaluate effectiveness  

Determine how the implementation measures 
impacted stakeholders   

Met with stakeholders to discuss the 
outcomes and impacts of the implementation 
measures 



 

 
 

 
 

2.2 Outputs 
 

Methodology – The initial project phase entailed an audit of the water and energy usage at 
thirteen (13) sporting facilities and three (3) swimming pools. After compiling and assessing 
the necessary information, a sustainable methodology was developed to determine the most 
appropriate implementation strategies for increasing recreation facilities’ resilience. 
Development of the methodology included assessing the economic, environmental and 
community impacts of a range of potential options.   

Usage reduction measures - The results highlighted that the most significant measures 
which could be undertaken at Hepburn Shire’s recreation facilities involved water 
conservation measures associated with the irrigation and maintenance of sports grounds. 
High priority actions included the following measures across a number of sports fields: 
 

 Installing in-ground irrigation systems  

 Replacing travelling irrigators 

 Implementing soil moisture monitoring systems  

Analysis suggested that these measures could achieve a reduction of water usage in excess 
of 50% (over 30,000 kilolitres). Additionally, lower impact measures were identified which 
could reduce water usage even further.  
 
Expanding knowledge –The audit and sustainable business planning methodology were 
undertaken by suitably qualified Council Officers, rather than by employing a consultant. The 
part-time Sustainability Officer was employed for additional days to undertake this work.  
This enabled Council Officers to obtain a deeper understanding of the water and energy 
conservation possibilities and assisted in embedding knowledge and skills within Council. 
The Council Officers were also able to inform the process based on their knowledge of 
practices at the facilities. 
 
Economies of scale – As part of this project, Council adopted the high priority measures 
recommended in the resultant report and implemented water conservation measures. This 
was partially funded through the Victorian Climate Change Grant, together with funding from 
Council and Sports and Recreation Victoria. This allowed an increased project scope and 
therefore enabled economies of scale in the tender process, resulting in improved outcomes 
from the available project budget. 
 
The Climate Resilient Recreation Facilities Report, which outlines the process undertaken, 
has been included as an Appendix to this document.  
  



 

 
 

3. Final outcomes and findings 
 

3.1 Project impact 
 
If all the water conservations measures identified in the report were implemented (including 
both high and low impact measures), an estimated 33,200 kilolitres of mains water would be 
saved. This represents a 57.5% reduction in water consumption compared to business as 
usual.  An additional benefit would be the resultant $103,072 annual savings on water usage 
and fertilizer application costs. This is a significant result for Council and a major contribution 
towards minimising the impacts of climate change associated with operating sports grounds.  
 
The effective cost if all these measure were implemented would be $1.34/kL, assuming that 
the implementation costs were capitalised over ten years.   This is $0.60/kL less than the 
cost of mains water at the time of writing the report.  The overall payback period equates to 
3.8 years, which is well within Council’s prudent financial requirements.    
 
The report highlighted that the installation of solar PV systems on two of the sport ground 
multipurpose facilities has the potential to reduce greenhouse emissions totalling 540 tonnes 
CO2-e over 10 years. This was determined to be at a cost of between $60 and $68 per tonne 
(CO2-e), assuming 10 years of emission reduction per the initial capital cost. This compares 
favourably to the purchase of Large Generator Certificates from renewable energy 
generators, which trade at between $80 and $90 per tonne (CO2-e) at the time of writing the 
report.  
 
The payback periods for these solar PV systems are between 7.5 – 8.5 years, based on 
indicative quotes received from potential suppliers.  This is just inside Council’s prudent 
financial requirements.   
 
Through conducting the audit and developing the sustainable business case methodology 
and metrics, Council was able to make informed decisions on allocating resources towards 
measures which will have that the most cost effective climate resilient outcomes.     
 

3.2 Funding outcomes 
 
 
Benefits to partnership/collaboration 
 

This project was conducted within Council; 
however discussions were undertaken with 
other LGAs to determine best practice 
principles.  The project encouraged a closer 
working relationship between different 
councils, and also between different 
departments within Council.  
 

Interaction with third parties There was limited interaction with DELWP 
during the execution of this project. Some 
interaction was made with water authorities 
(CHW) and electricity network providers 
(Powercor). 
 



 

 
 

Impact of funding to Council’s capacity This project assisted in building capacity and 
deepening understanding within Council of 
climate change impacts and mitigation 
strategies. This knowledge assisted Officers in 
developing sustainable business case 
methodologies and making informed decisions.  

Impact of funding to project success and 
outcomes 

The funding enabled Council to undertake a 
focussed approach to increasing the climate 
resilience of its recreation facilities. 
Importantly, the funding enabled additional 
water conservation measures to be 
implemented while leveraging off the broader 
project funding opportunities. 
 

 
 

3.3 Lessons learnt 

 
 
To ensure the success of this project, engagement with internal and external stakeholders 
was critical. This allowed development of a deeper understanding of existing recreation 
management practices and the potential to conserve water and energy. Additionally, 
engaging and involving stakeholders highlighted the parameters and benefits to them. This 
further strengthened their desire to participate in, and ensure the success of, implemented 
actions. 
 
There was value in building internal capacity in Council to conduct the audits and to develop 
the sustainable business planning methodology, rather than employing a consultant. This 
allowed an increased appreciation of the process and outcomes, as it clearly identified the 
key parameters to consider and potential pathways.  
 
One unexpected outcome of the project was that the sustainable business methodology 
incorporated decision metrics, which were developed by Council officers. This had not been 
identified in work undertaken by other LGAs. It is hoped that this process is continually 
monitored and refined to ensure that Council is delivering the best possible outcomes. 
 
A key ideology to be taken away from the project is that environmentally and financially 
beneficial actions are not mutually exclusive. By incorporating sustainable outcomes into 
Council’s forward planning methodology, actions can be taken which provide the best 
combination of environmental and fiscal responsibility. 
 
 
 
 
 
 
  



 

 
 

3.4 Final budget breakdown 
 
Budget breakdown for this aspect of the project is shown below.  

Victorian Climate 

Change Grants 

2015 Funds

Funds from

 Lead Council

Funds from 

1st 

Partner 

Council

Funds from 

2nd

 Partner 

Council

Funds from 

3rd 

Partner 

Council

Funds from 

other sources

In kind 

support- 

Lead council

In kind funds - 

1st Partner 

Council

In kind Funds -  

2nd Partner 

Council

In kind Funds - 

3rd Partner 

Council

In kind from 

other sources Total

$0

Victorian Climate 

Change Grants 

2015 Funds

Funds from

 Lead Council

Funds from 

1st 

Partner 

Council

Funds from 

2nd

 Partner 

Council

Funds from 

3rd 

Partner 

Council

Funds from 

other sources

In kind 

support- 

Lead council

In kind funds - 

1st Partner 

Council

In kind Funds -  

2nd Partner 

Council

In kind Funds - 

3rd Partner 

Council

In kind from 

other sources Total

Personnel
Salaries, wages $0

Consultancy / contract costs 10,000 5,000 $15,000

Project Administrative costs $0

Personnel Total $10,000 $0 $0 $0 $0 $0 $5,000 $0 $0 $0 $0 $15,000

Capital Expenditure
Plant / Equipment Costs 54,720 $54,720

Secondary research $0

Other Materials $0

Equipment and installation

Infrastructure Total $54,720 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $54,720

Project Management 

Project plan 2,950 2,000 $4,950

Advertising $0

Information and Learning 

Program

- Design and Development $0

Communication and Marketing Costs 2,000 $2,000Monitoring and Evaluation 

Processes

- Design and implementation $0

Project Management Total $2,950 $4,000 $0 $0 $0 $0 $0 $0 $0 $0 $0 $6,950

Other Project costs $0
$0

Other Total $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Total Project Budget $67,670 $4,000 $0 $0 $0 $0 $5,000 $0 $0 $0 $0 $76,670

Expenditure

Income
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4. Future actions and recommendations 
 
 

Issue Recommendation Responsibility 

Implement all 
recommendations 
 

Water conservations measures have 
been recommended over four phases. 
Council will budget to implement these 
measures and seek external funding 
as appropriate 
 

Parks and Open Space Co-
ordinator 
  

Accurate water 
metering 

Install water meters on all high use 
sports fields  

Parks and Open Space Co-
ordinator 
 

Storm water 
harvesting 

Investigate options to harvest 
stormwater in tanks or appropriate 
retaining basins. 

Parks and Open Space Co-
ordinator 
 

Further water 
conservation 
measures  

Conduct additional water 
audits/analysis within sporting facility 
buildings 

Sustainability Officer 

Further energy 
conservation 
measures  

Conduct additional energy 
audits/analysis within sporting facility 
buildings 

Sustainability Officer 

Swimming pool 
water &  energy 
conservation 
measures  

Conduct additional water & energy 
audits/analysis at swimming pools 

Sustainability Officer 

 
 
 

Attachments 
 

 Climate Resilient Recreation Facility Report  

 Sports Ground Irrigation Implementation Invoice  


