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Executive Summary 

The Round 5 Smart Water Fund grant allowed Aquatics & Recreation Victoria the opportunity to 
investigate water usage within aquatic and recreation facilities and to develop and promote an 
industry guide to encourage efficient and cost-effective water use throughout the state.  
 
The Best Practice Guide that was developed also identified five strategic directions or key 
findings aimed at both minimizing barriers to actions and encouraging a broader understanding 
and adoption of water efficient practices. Under each strategic direction, specific actions were 
recommended to move the industry closer toward water-use efficiency. 
 
The development of this resource relied on the contribution of the industry, through completion of 
surveys and the specific knowledge by the Project Committee. The collection of reliable data was 
made more difficult due to the lack of information available to facilities in relation to the amount of 
water consumed and in particular, where this was being used eg pool(s), amenities etc 
 
The project found that there was an ongoing need for more work in this area to enable a more 
co-ordinated, industry-wide approach to water use management.  
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Background  

This project aimed to investigate water usage within aquatic facilities (including both indoor and 
outdoor public pools) and focused on identifying current water usage, water saving initiatives and 
their effectiveness. It also identified best practice case studies for reference by the industry. 
 

Introduction  
 
Aquatic and recreational facilities throughout Victoria continue to face the challenge of 
developing practical water saving measures to ensure the use of water is kept to a minimum, 
without impacting the provision of pools for recreational and community benefit. Currently, each 
facility develops and incorporates its own individual water saving measures.  
 
A lack of industry best practice and set guidelines means that information gathered and the 
knowledge gained by other facilities is not being shared throughout the industry. The creation of 
best practice guidelines would set initial industry benchmarks, which would assist facilities and 
water authorities to understand the ongoing challenges of water conservation. 



2 
 

 
A Round 5 Smart Water Fund grant was provided to help Aquatics & Recreation Victoria 
investigate these issues and produce a best practice guide.  
 
Aquatics & Recreation Victoria researched and analysed water use in aquatic facilities to develop 
this industry guide and recommendations for the most efficient use of water in community aquatic 
and recreation facilities.  
 

Objectives/Goals  
 
The prime objective of this Smart Water Fund project was to develop an accurate „knowledge 
bank‟ of current aquatic and recreation facility water use practices in the Melbourne metropolitan 
area and turn this information into a guide for Councils and facility managers to use in their 
operations, planning and future capital developments. 
 
In particular, the project aimed to: 

 investigate water usage within aquatic, recreation and leisure facilities with a particular 
focus on identifying current water usage, water saving initiatives and associated 
effectiveness 

 evaluate current practices and usage patterns across a range of different facilities from 
small outdoor aquatic facilities to larger multi purpose leisure centres 

 develop industry best practice examples and relevant data about water saving strategies 
to assist in influencing and improving the design and management of existing and future 
aquatic, recreation and leisure facilities. 

  

Key Steps / Milestones  

The Project was undertaken using the following key steps 
 

a) Milestone 1. Planning      

This first stage developed an overall plan that outlined clear directions and activities for the 
completion of the project. It established the general structure and advisory processes that 
guided the project. 
 
The outcomes of this process resulted in developing a detailed Project Plan, finalising a 
Project Steering Committee with representation by a range of industry personnel, completing 
a detailed Community Plan and appointment of a Project Manager. 
 
Funding - $12,000 
Completion Date – 31 March 2008 
 
* This milestone was slightly delayed however by the end of May 2008 the Project Plan was 
complete, the Steering Committee had met twice and the Project Manager had been 
appointed. 

 

b) Milestone 2. Survey and implementation            

The second stage considered the type of information that needed to be gathered and the 
design and distribution of the industry survey. The objective of this milestone was to gather 
all relevant information that would form the basis of recommendations and best practice 
documentation. 
 
This part of the project consisted of the Steering Committee: 
- reviewing the range of data that needed to be gathered in the survey 
- assessment of additional methods of gathering relevant information 
- preparation of the list of facilities to be surveyed 
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- preparation of the list of potential facilities to be visited for further detailed assessment of 
current water usage practices 

- final preparation and distribution of the survey 
- follow up of surveyed facilities to ensure maximum participation 
- conducting site visits to relevant facilities. 
 
Funding - $13,000 
Completion Date – 30 November 2008 
 

c) Milestone 3. Data Analysis 

This third stage was devoted to the review of data and formation of preliminary assessments 
on the most appropriate method(s) of sorting and presenting the survey results. In addition to 
the analysis and review of data the objective of this milestone was also to ensure there was 
sufficient and accurate information upon which to base effective recommendations. 
 
This involved: 
- compilation and review of all data from the survey and other sources 
- conducting follow up actions to ensure consistency in responses and filling in any „gaps‟ 

in data provision 
- the undertaking of a provisional review of the data to determine methods of presentation 

for future communication to the industry 
- identification of best practice case studies  
 
Funding - $0 
Completion Date – 30 January 2009 
 
* This milestone was delayed as facilities needed to be followed up regarding their 
outstanding surveys and the actual analysis of the data took more time than anticipated. This 
timeframe was also extended due to the amount of time required to visit selected facilities to 
interview and compile more detailed data. This task was made harder due to the fact that it 
was Summer and there is increased pressure on Centre Managers during this time. The 
CEO of Aquatics & Recreation Victoria, who was the original driver of this project, also left in 
November 2008. 
 

d) Milestone 4. Resource Development                

The fourth stage developed an overall approach that covered best practice actions or 
activities and other key information that could be delivered appropriately to the industry. The 
objective was to make information from the project available to the industry to guide and 
improve current management practices and influence future directions. 
 
This milestone included preparing the structure and content of the Industry Best Practice 
Guide and case study data. 
 
Funding - $35,000 
Completion Date – 28

 
February 2009 

 
* This milestone was delayed due to the increased time required to complete Milestone 4 and 
the fact that the final resource also included the feedback from the industry consultation 
which occurred in Milestone 5. The Project Manager also left Aquatics & Recreation Victoria 
in August 2009 before this resource was finalised. 
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e) Milestone 5. Industry Consultation       

This fifth stage created an opportunity for the results and information to be gathered and 
outlined to the industry in addition to providing a mechanism to receive feedback on how the 
results might be effectively used in the future. 
 
The objective of this part of the project was to ensure the information was widely distributed 
and known within the broader industry.  
 
This process was facilitated through conducting industry workshops. The outcomes from 
these workshops not only assisted in the dissemination of relevant information, but they also 
provided a forum where possible future research on water usage could be articulated by the 
industry. 
 
The outcomes of this milestone lead to the finalisation of the Industry Best Practice Guide.  
 
Funding - $6,000 
Completion Date – 30 June 2009 
 
* Due to the delay of the data analysis and also the delay in putting together the first draft of 
this resource the industry consultation was put back. This industry consultation was 
completed in October 2009. 
 

f) Milestone 6. Reporting            

The final milestone was to draw all aspects of the project together in a report with 
recommendations for future action. 
 
The objective was to consolidate all the information, meet reporting requirements and 
consider methods to educate and inform the industry on a broader basis in the future. 
 
This milestone offered the opportunity: 
- to review all industry responses from workshops 
- update case study data and information 
- to determine final recommendations about water usage for the industry.  
 
The completion of this milestone and the Industry Best Practice guide allows approval by 
Smart Water and inclusion in all industry communications and promotion at the ARV Industry 
Conference in August 2010. 
 
Funding - $5,000 
Completion Date – 31 August 2009 
 
* Due to the prior delays this completion date occurred in May 2010. 

 

Resources  

The following resources were utilised for this project: 

Project Manager – This Manager was responsible for ensuring that the project ran to timetable 
and achieved its stated aims. 
 
Project Steering Committee – This Committee provided technical and advisory input to the 
project, analysed and validated results and recommended modifications as required. 
 
ARV Facility Management Standing Committee – This Committee provided support, contacts 
and networks to ensure the widest possible involvement across the industry. 
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Smart Water Fund – The technical representative reviewed milestone deliverables of the project 
in conjunction with the Project Manager. 
 

Timing 

This Project was approved by the Smart Water Fund in February 2008 and was to be completed 
in August 2009.  The extra time required to implement the industry survey, collect and compile 
the results resulted in a delay in reaching some milestone timelines. In addition, the departure of 
the CEO from Aquatics and Recreation Victoria in November 2008 and the ARV Project Manager 
in August 2009 also attributed to some milestones not being reached on time. 

 

Key Performance Indicators 

The key performance indicator for this project was the development of a Best Practice Guide for 
the Industry. This Best Practice Guide contains all the key survey results, case studies, water 
saving strategies and industry recommendations. A copy of this Guide can be obtained by 
contacting Aquatics & Recreation Victoria on 03 9271 3800. 

 

Findings/Results/Outcomes 

 
The following 5 key findings are contained in the final draft of the Best Practice Guide. Industry 
recommendations have been included in response to each key finding. 
 
Key finding 1 – Limited understanding of water use 
 
The project found that there are a majority of managers and operators that have limited 
understanding of a centre‟s total water usage, including the breakdown of water usage by 
individual pools and amenities.  
 
Industry Recommendation 
 
Managers and operators of aquatic and recreation centres need to accurately measure and 
understand how much water centres use and where this usage is occurring. Centres need to 
install sub meters on all pools and amenities as outlined in section 5.3 of the Best Practice 
Guide. 
 
Key finding 2 – Common easy to retrofit and cheaper water saving initiatives  
 
Survey results indicated there has been a stronger uptake on lower cost retrofits such as efficient 
shower heads and dual flush toilets. There has been minimal uptake on more expensive capital 
upgrades such as filtration systems and shower timers.  
 
Industry Recommendation 
 
Any new or existing facility redevelopment should include water efficient fixtures and plant as per 
section 5.1 and 5.2 of the Best Practice Guide. There should be an emphasis on water efficient 
capital projects regardless of economic payback, consistent with triple bottom line management. 
 
An opportunity exists for water authorities to expand the successful retro fitting program and 
subsidies (e.g. shower head exchange, rebate scheme) to include programs such as shower and 
basin timers. 
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Key finding 3 – Gap in knowledge of current systems, technologies and training  
 
Advancement in plant technology and conservation expectations in recent times has potentially 
exceeded the staff training levels and typical staff structure. This has created a gap in knowledge 
and human resource implications that impact on the efficient management practices that are 
required to reduce utility/water consumption.  
 
Industry Recommendation 
 
Technical training and induction procedures are to be developed and documented by each 
centre, for appropriate personnel, on the most efficient operation of plant and equipment to 
optimise water use. This would include training on the intimate interrelationship between the 
centre‟s mechanical air handling systems and water treatment/filtration plant operation, e.g. 
water loss through evaporation.  
 
The centre‟s human resources should be reflective of the technical requirements and 
expectations to conserve water. Multiple copies of maintenance manuals and warranties should 
be kept at both the centre and with the respective Council‟s records department. Key centre and 
Council staff should also be engaged throughout any re-development or refurbishment capital 
projects. 
 
Key finding 4- Preventive maintenance and inspections can be improved 
 
Comprehensive infrastructure inspection regimes and preventative maintenance schedules are 
generally not adhered to in the industry.  
 
Industry Recommendation 
 
Facility infrastructure audits and cyclical maintenance regimes to be included as part of annual 
capital works and preventative maintenance programs to form the basis for future upgrading or 
refurbishment works. 
 
Key finding 5 – Limited sharing of knowledge between aquatic centres 
 
It is apparent that there is limited sharing and/or a reluctance to share water usage and technical 
data between aquatic facilities. There was also limited sharing of any actions to reduce water 
consumption and the resultant outcomes. 
 
Industry Recommendation 
 
More research and sharing of technical information by managers and operators of aquatic and 
recreation facilities is required. This will result in a more fuller understanding of total water usage 
and facility operations across the industry, so that the industry is better informed and can make 
sound, best practice operational judgments.  
 
Further funding is to be made available to engage an industry technical experts or a consultancy 
group to develop a comprehensive cost benefit analysis of the current technologies available to 
manage water conservation. 
 

Communication Plan 

Several strategies were utilised to promote this project including: 

 Announcement of project and its aims via ARV‟s industry newsletter 

 Articles announcing the project to external industry organisations  

 Project updates in ARV‟s industry newsletter 

 Project updates sent to external industry organisations 
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 Direct mail to facilities regarding project  

 Facility Management Standing Committee 

 Education Standing Committee 
 

Now complete the Best Practice Guide will be promoted to the industry via the following avenues: 

 ARV Website 

 ARV Industry Enews 

 ALFA (Australian Leisure Facility Association) website and Enews 

 ALM (Australasian Leisure Magazine) Enews 

 2010 ARV Industry Conference  

 2010 ARV Summit 

 Facility Management Standing Committee 

 Education Standing Committee 

 External Industry Organisations 
 
The industry will then be able to access this resource from our website. 
 

Risk Management  

The Aquatic and Recreation Industry could be seen by the community as an easy target when 
looking at high consumers of water. The industry needs to ensure it does all it can to reduce the 
excess waste to reassure the community that it can continue to receive the physical and social 
benefits the industry provides. 

A comprehensive strategy based on the Industry Best Practice Guide should be implemented at 
facility level to minimise exposure to a range of risks associated with resource allocation (human 
and physical), the environment, social outcomes and financial impacts. 

 

Discussion/Evaluation 

One of the key findings from this project was that many facility managers and operators have 
limited understanding of a centre‟s total water usage, including the breakdown of water usage 
between individual pools and amenities. This lack of knowledge will impact on the efficient 
management practices that are required to reduce utility and water consumption.  
 

Return on Investment  

This project has provided a best practice approach to the industry to substantially reduce water 
usage.  

The Best Practice Guide outlines simple, effective and inexpensive options to reduce water 
usage, whilst also addressing more expensive capital upgrades that managers, operators and 
owners need to begin investing in. The information compiled from this project is just the first step 
in the long term process to reduce water usage in the industry.  

 

Conclusion 

As outlined in the Industry Recommendations more research and sharing of technical information 
by managers and operators of aquatic and recreation facilities is required to obtain a full 
understanding of total water usage and facility operations across the industry.  
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Recommendations 

Aquatics & Recreation Victoria recommends further funding to engage industry technical experts 
or a consultancy to develop a comprehensive cost benefit analysis of the current technologies 
available to manage water conservation. 
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