SHIRE OF CARNARVON

AGENDA

SPECIAL COUNCIL MEETING
MONDAY 5 MAY 2025

Shire Council Chambers,

Stuart Street Carnarvon,

West Australia

Phone: (08) 9941 000

Fax: (08) 9941 1099

Website — www.carnarvon.wa.gov.au



The Shire of Carnarvon acknowledges and respects the Yinggarda (Carnarvon) and Baiyungu (Coral Bay) as
the traditional custodians of the lands where we live and work. We pay our respects to Elders, past, present
and emerging. The Shire of Carnarvon is committed to honouring the traditional custodians' unique cultural
and spiritual relationships to the land, waters and seas and their rich contribution to society.

NOTICE OF MEETING

Notice is hereby given

Shire of Carnarvon
Special Council Meeting
will be held
on Monday 5 May 2025
at the Shire Council Chambers, Stuart Street
Carnarvon,
commencing at 8.00am.

Amanda Dexter
CHIEF EXECUTIVE OFFICER

DISCLAIMER

No responsibility whatsoever is implied or accepted by the Shire of Carnarvon for any act, omission or
statement or intimation occurring during Council/Committee Meetings or during formal/informal
conversations with Staff or Councillors. The Shire of Carnarvon disclaims any liability for any loss
whatsoever and howsoever caused arising out of reliance by any person or legal entity on any such act,
omission or statement or intimation occurring during Council/Committee Meetings or discussions. Any
person or legal entity who acts or fails to act in reliance upon any statement does so at that person's or
legal entity's own risk.

In particular and without derogating in any way from the broad disclaimer above, in any discussion
regarding any planning application or application for a licence, any statement or limitation of approval
made by a member or officer of the Shire of Carnarvon during the course of any meeting is not intended
to be and is not taken as notice of approval from the Shire of Carnarvon. The Shire of Carnarvon warns
that anyone who has an application lodged with the Shire of Carnarvon must obtain and only should rely
on WRITTEN CONFIRMATION of the outcome of the application, and any conditions attaching to the
decision made by the Shire of Carnarvon in respect of the application.




INFORMATION ON PUBLIC QUESTION TIME

The following information is provided should you wish to ask a question of Council at the Ordinary
Meetings held on a monthly basis.

Please note that questions that have not been filled out on the Submission Form will not be accepted.

>

The Local Government Act 1995 allows members of the public to ask questions in regard
to any issue relating to the Shire.

A maximum of 15 minutes will be allowed for public question time and the Presiding
Member will allow a maximum of three (3) verbal/written questions per person.

Prior to asking a question, the speaker must state his/her name and address.

Members of the public are discouraged from asking questions which contain defamatory
remarks, offensive language or questioning the competency of staff or Council members.

The Presiding Member may nominate a member or officer to answer the question and
may also determine that any complex questions requiring research be taken on notice
and answered in writing.

No debate or discussion is allowed to take place on any question or answer.

A summary of each question asked and the response given will be included in the minutes
of the meeting —

Local Government (Administration) Requlations 1996 — Pt 2, r.11 — (in part reads - )

11. Minutes, content of (Act s.5.25(1)(f))

The content of minutes of a meeting of a council or a committee is to include —

(e) a summary of each question raised by members of the public at the meeting and a summary
of the response to the question.

Responses to questions that are taken on notice will be responded to as soon as possible.

>

If you wish to ask a question, please complete the Public Question Time Submission Form
at the back of this information sheet. Alternatively, questions can be submitted in writing
to the Shire of Carnarvon 3 days prior to the meeting.

SPECIAL MEETINGS OF COUNCIL

Members of the public are welcome to attend a Special Meeting of Council if open, and ask questions of the
Council within the allotted public question time subject to the questions being asked only relating to the
purpose of the Special Meeting (s5.23 of the Act and regulation 12 (4) of the Local Government
(Administration) Regulations 1996, the Department of Local Government and Communities Guide to Meetings
and Governance Bulleting April 2014 and Guideline No. 3 Managing Public Question Time.)
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1 ATTENDANCE, APOLOGIES & APPROVED LEAVE OF ABSENCE
(The Local Government Act 1995 Section 2.25 provides that a Council may, by resolution, grant leave of

absence to a member for Ordinary Council Meetings. The leave cannot be granted retrospectively and an
apology for non-attendance at a meeting is not an application for leave of absence.)

2 DECLARATIONS OF INTEREST

(Elected Members and Officers are reminded of the requirements of Section 5.65 of the Local Government
Act 1995, to disclose any interest during the meeting or when the matter is to be discussed.)

3 PUBLIC QUESTION TIME

(In accordance with Section 5.24 of the Local Government Act 1995, a 15 minute public question time is made
available to allow members of the public the opportunity of questioning Council on matters concerning them.
All questions are to be provided on the Public Question Time Submission Form.)

3.1 PUBLIC QUESTION TIME
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4 DEPARTMENTAL REPORTS

4.1 GOVERNANCE

4.1.1 APPROVAL OF BLOWHOLES BUSINESS CASE AND OPERATING MODEL

File No:
Location/Address:
Name of Applicant:
Name of Owner:
Author(s):

Authoriser:
Declaration of Interest:
Voting Requirement:
Previous Report:
Schedules:

ADMO0514

Blowholes/Quobba

Shire of Carnarvon

Shire of Carnarvon

Amanda Dexter, Chief Executive Officer
Amanda Dexter, Chief Executive Officer

Nil

Absolute

Nil

1. Blowholes Eco Camping Business case and Operational

Model Analysis

Authority/Discretion:

O Advocacy
Executive

M

O Legislative

O Information

O Quasi-judicial

Summary of Report

When Council advocates on its own behalf or on behalf of its community
to another level of government/body/agency.

The substantial direction setting and oversight role of the Council. E.g.,
adopting plans and reports, accepting tenders, directing operations,
setting and amending budgets

Includes adopting local laws, town planning schemes and policies.
Includes items provided to Council for information purposes only that do
not require a decision of Council (i.e. — for noting).

When Council determines an application / matter that directly affects a
person’s right and interest. The judicial character arises from the
obligations to abide by the principles of natural justice. Examples of
Quasi-Judicial authority include town planning applications, building
licenses, applications for other permits / licenses

The purpose of this report is to seek Councils endorsement of the Business Case and Operational Plan for the
Interim management of the Blowholes Ecofriendly Campground, and to authorise the CEO to proceed with
the implementation of the proposed interim operating model for the 2025/26 financial year.

The interim operating model is intended to address ongoing visitor use of the blowholes reserve, mitigate
environmental and compliance risks, provide basic campground services in a financially sustainable manner,
and maintain momentum toward the long-term objectives outlined in the Blowholes Reserve Management

Plan 2014.

ltem4.1.1
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Background

The Blowholes Reserve is one of the Shire of Carnarvon’s most iconic coastal attractions, drawing thousands
of visitors each year to experience its unique natural blowholes, pristine lagoon beaches, and remote coastal
environment.

Historically, camping at the Blowholes has occurred in a largely self-managed manner, supported during the
peak season by onsite host arrangements. Visitors have traditionally relied on personal self-sufficiency, with
only basic facilities provided on-site.

Over time, this informal arrangement has resulted in increasing concerns regarding:

e Environmental degradation (damage to dunes, littering, waste disposal impacts, and uncontrolled
beach driving);

e Public health risks (lack of adequate sanitary infrastructure);

e Inconsistent compliance with State legislation, particularly the Caravan Parks and Camping Grounds
Act 1995; and

e Pressure on the Shire to mitigate operational risks and meet evolving community expectations.

In 2014, the Blowholes Reserve Management Plan was endorsed, recommending the establishment of a
formalised camping node to provide structured access, basic amenities, and environmental protection while
preserving the low-impact character of the site. This strategic direction has been reaffirmed through
successive Council resolutions and stakeholder engagement processes.

However, a number of key facets of the 2014 Management Plan have been delayed or stalled, primarily due
to lack of coordinated progress between the State Government and the Shire. As a result, the formalisation
of the Blowholes Reserve remains incomplete, leaving the camping facility in an ongoing state of flux.

Notwithstanding these challenges, camping continues to occur at the Blowholes, by both tourists and locals,
regardless of the infrastructure and regulatory gaps.

Recognising the need for interim management, the Shire proposes to implement a transitional operating
model for the 2025/26 financial year, while negotiations with the State Government continue.
The interim eco-camping model prioritises the development of a low-impact, self-funding operation that:

e Formalises and improves visitor infrastructure without over-commercialisation;

e Enhances environmental stewardship and protects sensitive coastal ecosystems;

e Supports sustainable tourism growth in the region;

e Strengthens community involvement and ownership of the site; and

e Ensures that campground operations are financially sustainable, minimising burden on ratepayers
with a user pays model.

Over recent months, a comprehensive Business Case and Operational Plan has been developed to underpin
this interim model.

Item 4.1.1 Page 7
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The proposed model has been carefully designed to meet visitor expectations, legislative obligations, and
risk management needs — while delivering a modest operating surplus to support long-term site viability.

Stakeholder and Public Consultation

The Shire of Carnarvon acknowledges that the Blowholes Reserve holds significant environmental, cultural,
recreational, and community value, both locally and regionally.

Over an extended period, the Shire has undertaken considerable community and stakeholder consultation
to inform the management approach for the Blowholes. This consultation has included:

e Engagement with local residents and shack leaseholders;

e Public submissions, community meetings and comment periods during the development of the
Blowholes Reserve Management Plan ;

e Direct discussions and feedback forums with tourism operators and peak tourism bodies; and

e Ongoing feedback gathered through the Shire’s public communications platforms, Visitor Centre
networks, and frontline tourism services;

Community sentiment has consistently reinforced a strong expectation that the Blowholes remain accessible,
sustainable, and appropriately serviced for all users — both locals and Vvisitors.

The community has expressed a clear preference for the delivery of basic but reliable facilities, improved site
management, environmental protection, and the preservation of the Blowholes' unique natural character
without over-commercialisation.

The Shire recognises and respects this vision. The proposed eco-friendly campground model has been
carefully developed in response to this feedback, balancing operational sustainability, environmental
stewardship, visitor safety, and financial viability. It seeks to deliver serviced access that protects the
reserve’s values, meets public health and compliance standards, and maintains affordability for the broader
community.

The Shire remains committed to ongoing engagement with community members, stakeholders, and
Traditional Owners through the implementation and review phases of the project, ensuring that the future
management of the Blowholes Reserve continues to reflect community priorities and aspirations.

Statutory Environment

The management of the Blowholes Reserve, including the establishment of a formalised eco-camping facility,
operates within a highly complex statutory environment.

A detailed analysis of the relevant legislative framework has been undertaken by the Shire Administration,
with due care given to ensuring compliance with all applicable statutory obligations.

Key legislative considerations include (but are not limited to):

e Caravan Parks and Camping Grounds Act 1995 (WA)

e Health (Miscellaneous Provisions) Act 1911 (WA)

e Planning and Development Act 2005 (WA)

e Environmental Protection Act 1986 (WA)

e Aboriginal Heritage Act 1972 (WA)

e Land Administration Act 1997 (WA)

e Local Government Act 1995 (WA)

e Applicable subsidiary regulations and relevant policy frameworks

ltem4.1.1 Page 8
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The Administration has carefully reviewed the operational, environmental, public health, land tenure, and
heritage implications associated with the interim operating model.

The proposed Business Case and Operational Plan have been structured to align with the statutory
requirements while also managing practical risks and recognising ongoing negotiations with the State
Government regarding the broader formalisation of the Reserve.

The Shire will continue to monitor and ensure full compliance with all legislative obligations throughout the
implementation, operation, and ongoing management of the Blowholes Eco-Friendly Campground.

Relevant Plans and Policy

Blowholes Reserve Management Plan 2014-2036

Financial Implications

Projected Income

Probable Potential Income | Probable Probable Probable Probable
Bed Nights 100% Income 100% Income 75% Income 50% Income 25%
294 $ 569,400.00 $ 458,640.00 S 343,980.00 $229,320.00 $ 114,660.00
294 S 164,250.00 $132,300.00 S 99,225.00 S 66,150.00 | S 33,075.00
Totals $ 733,650.00 $590,940.00 S 443,205.00 $ 295,470.00 $147,735.00
** Base Case based on 50% Scenario

Annual Cost 100 250 500 750
Community Community Community Community | Community
Membership Passes Members & 40 | Members & Members & | Members &

Shack 40 Shack 40 Shack 40 Shack
Members Members Members Members

Yearly Annual Pass - | $100.00 $10,500.00 $26,250.00 $52,500.00 $78,750.00
Camping - Upto 2
Vehicles and 6
people
Yearly Annual Pass - | $250.00 $10,200.00 $10,200.00 $10,200.00 $10,200.00
Shacks - Upto2
Vehicles and 6
people

55.00 $20,700.00 $36,450.00 $62,700.00 $88,950.00

administratio

n charge

applies

** Base Case based on 100 Community Members & 40 Shack Members

ltem4.1.1
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Projected Expenditure

Expense Weekly/Annual Annual Total

Water, Provision of $1,000/week $52,000
Rubbish Collection $892/week $46,384
Dump Point Servicing $2,000/month $24,000
Host/Caretaker (April-Oct) $250/week $8,000
Ranger Patrols (including Estimated $64,100
overheads)

Solar Maintenance Annual $2,000
It Costs Annual $10,000
Administration/Management Annual $35,000
Intervention

Asset Management and Annual $50,000
Maintenance

Contractor Cleaning (off-peak) S750 x 2 cleans/week x 22 $33,000

weeks
Total Expenses $315,984

Sensitivity Analysis

Scenario Annual Annual Surplus/Deficit
Income Expenses
Worse Case 25% occupancy and fewer memberships $149,549 Deficit
$168,435 $315,984
i 0,
Conservatlye Base Case 50% occupancy + 140 $316,170 $315,984 Break Even
memberships

Optimistic 75% occupancy and 290 memberships $98,075 Surplus

$479,655 $381,581

The financial modelling demonstrates that, under base assumptions, the Blowholes Eco-Friendly
Campground can operate sustainably with a modest annual surplus.
The model allows for:
e Full cost recovery of operational services (water, waste, cleaning, ranger patrols, caretaker,
administration);
e A dedicated allocation to asset management and future infrastructure replacement; and
e An appropriate contingency for management intervention and unforeseen operational
requirements.

Importantly, the sensitivity analysis confirms that even with moderate fluctuations in occupancy or
membership uptake, the Shire retains the ability to manage the campground without significant financial
risk.

The Business Case positions the campground to be self-funding, while maintaining affordable access for the
public, protecting the environment, and minimising financial exposure to the Shire and ratepayers.

ltem4.1.1 Page 10
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Risk Assessment

Consequence

Likelihood =

STEP 3 — Risk Tolerance Chart Used to Determine Risk

Almost certain

High

A
Likely B High High
Possible L 4 Moderate High
Unlikely D Moderate
Rare E Moderate

Risk Category Description Rating Mitigating Action/s

Financial Visitor Numbers may be C-3 High Conservative occupancy assumptions
lower than projected, have been used in the base model;
particularly during off peak strong marketing through the Shire
months — leading to Visitors Centre and regional tourism
reduced camping income platforms will promote the

campground. Occupancy patterns will
be reduced quarterly with adaptive
marketing and expense strategies
deployed if needed.
Premature failure of toilets, | D—3 $50,000 p.a. has been allocated to an
solar systems, dump point Moderate Asset Management Reserve to fund
infrastructure, or access proactive maintenance and eventual
roads could create sudden capital replacements. Annual
high-cost repairs. infrastructure audits will be conducted
to identify and address issues early.
Cost inflation in cleaning, C-2 A management intervention
water trucking, fuel, Moderate contingency (531,000 p.a.) has been
contractor services, or built into the financial model to absorb
ranger operations may reasonable cost variations. Operating
impact the surplus margin. contracts will include price reviews and
tendering for competitive service
provision.

Health & Safety Visitors may be injured by c-2 Maintain and enhance prominent
king waves, cliff edges, or Moderate warning signage ("King Waves Kill"
slippery surfaces near the signs), designated viewing areas, and
blowholes and beach. restricted access barriers where

necessary. Public education through
signage, rangers, and visitor
information materials. Regular risk
assessments and signage inspections.
Uneven ground, poorly lit C-2 Designated, maintained access tracks
areas, or obstructions could | Moderate and camping areas. Solar lighting
cause slips, trips, or falls for installed in communal areas. Regular
visitors, staff, or site inspections by caretakers and
contractors. rangers to identify and rectify hazards
promptly.
Risk of accidents involving c-2 Defined internal access roads, clear
visitor vehicles within the Moderate directional signage, designated
campground or adjoining parking/camping areas. Enforced
beach areas. speed limits. Prohibit unauthorized

ltem4.1.1
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beach driving except in controlled
areas.

Staff or Contractor/s may Cc-2 Contractor induction process. Shire to
face risks associated with Moderate require evidence of contractor Work
lone working, visitor Health and Safety systems and
aggression, environmental insurances. Routine site safety
hazards, or medical briefings and hazard reporting systems
emergencies. in place.
Lone worker safety protocols
established, mobile communication
equipment provided, regular check-ins.
Visitor Code of Conduct enforced.
Rangers trained in conflict de-
escalation and first aid. Emergency
duress procedures available.
Reputation Local residents or returning | C—2 Thorough community consultation
visitors may complain if Moderate (already undertaken). Clear public
facilities are perceived as communications campaign about the
inadequate, fees are project benefits and services. Simple,
misunderstood, or bookings fair fee structure. Responsive issue
are difficult. resolution protocols through
caretakers and rangers.
Tensions could arise Establish and clearly enforce
between different visitor campground rules that apply equally to
types (e.g., long-term all. Promote the campground as a
campers vs tourists, locals "community asset for all" through
vs visitors, shack legacy positive messaging. Provide ranger
users vs new campers). support and mediation where needed.
If operational challenges Pre-emptive media management:
(e.g., crowding, waste positive stories about project goals,
management failures) milestones, and successes. Rapid
occur, media could portray response plan for any media enquiries
the Shire as negligent or during issues. Regular community
unprepared. updates on site operations and
improvements
Service disruption | Unexpected absence of the | C—2 Develop a relief caretaker roster
caretaker could leave the Moderate (standby volunteers or casual pool).
site unmanaged during peak Rangers able to increase presence
periods. temporarily. Use remote monitoring
systems (e.g., visitor registration
sheets) during caretaker absence.
Compliance Failure to meet minimum Cc-2 Campground design and operation
site facility standards (e.g., Moderate fully aligned with Act requirements:
toilets, waste management, provision of composting toilets, dump
occupancy rules) could point, regulated maximum stay
result in penalties or forced periods, and licensing as a Nature-
closure. Based Park. Regular compliance
inspection scheduled.
Ranger availability impacted Cross-train multiple rangers in
by other Shire duties, Blowholes operations. Maintain
illness, or emergency flexibility in rostering. Use caretaker to
events. perform basic compliance checks if
ranger unavailable temporarily.
ltem 4.1.1 Page 12
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Improper sanitation, waste
disposal, or water
management could breach
the Health (Miscellaneous
Provisions) Act 1911, posing
public health risks.

Strict cleaning contracts in place.
Toilets cleaned and serviced to health
standards. Water supply monitored.
Rangers/caretaker trained in basic
public health risk identification and
reporting.

Operating without
adequate public liability,
workers' compensation, or
asset insurance could
expose the Shire to financial
claims.

Full insurance coverage in place: Public
Liability (520M minimum), Workers'
Compensation, Asset and
Infrastructure insurance. Insurance
reviewed annually with risk manager.

Failure to document
operations, incidents, or
financials properly could
breach Local Government
Act or State Records Act
obligations.

Booking systems, incident reports,
financial reconciliations, and
compliance audits systematically
documented and filed according to
Shire Record keeping Plan. Annual
operational reporting back to Council
incorporated.

Property Vandalism, wear and tear, c-2 $50,000 annual asset management and
weather events, or misuse Moderate maintenance reserve established.
could damage built assets, Routine inspections by rangers and
increasing maintenance caretakers. Durable, vandal-resistant
costs or causing service materials specified for infrastructure.
outages. Prompt repairs to prevent escalation of

damage. Insurance coverage in place.
Bushfires or uncontrolled Strict fire management plan enforced
campfires could destroy (fire bans, fire pits only).
campground infrastructure Rangers/caretakers trained in fire
and signage. prevention protocols. Fire
extinguishers and emergency water
sources available. Public education on
fire risk responsibilities. Insurance
coverage for fire damage confirmed.
Injuries to visitors caused by Regular inspections, prompt
faulty structures, poorly maintenance, compliance with
maintained tracks, or Australian Standards for infrastructure
infrastructure failures could safety. Public Liability Insurance
expose the Shire to claims. (S20M) in place. Clear incident
reporting and claims management
process.
Extreme weather events Design infrastructure to cyclone ratings
could cause significant where applicable. Insurance policies
destruction of campground reviewed annually for cyclone and
infrastructure. storm event coverage. Emergency
closure procedures to prevent
occupancy during imminent events.
Post-cyclone recovery protocols
established.

Environment Visitor foot traffic, vehicle C-2 Clearly defined access paths and

access, or campsite Moderate designated camping sites protected

expansion could degrade
dune ecosystems critical for

with bollards and signage. Beach
access points formalised to minimise

ltem4.1.1
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coastal stability and
biodiversity.

trampling. Active monitoring and
rehabilitation planting where
necessary. Visitor education signage on
dune protection. Enforcement of no
off-road driving policies.

Greywater discharge,
chemical spills, or littering
could impact marine
ecosystems, including coral
reefs and fish habitats.

Provision of chemical toilet dump
points, rubbish bins, and clear waste
disposal facilities. Education on
responsible waste management
practices. Regular ranger patrols to
enforce waste regulations. Annual
environmental audits to monitor
impacts.

High visitor numbers, if
unmanaged, could
cumulatively damage fragile
ecosystems and natural
assets.

Capacity limits on site usage enforced
(50 designated sites only). Regular
environmental monitoring and
reporting. Adjust visitor numbers
seasonally if early signs of degradation
emerge. Visitor stewardship education
("Leave No Trace" principles).

Beach driving, artificial
lighting, or human activity
at night could disrupt turtle
nesting and hatching cycles.

Beach driving strictly prohibited except
in controlled launch zones. Solar
lighting shielded and minimal to
preserve dark skies. Educational
signage during nesting season. Ranger
patrols at night during peak nesting
months if needed.

Fraud

Cash camping fees or
membership payments
collected onsite by
caretaker or staff could be
misappropriated before
being receipted or banked.

C-2
Moderate

Minimise cash handling through
preference for online bookings and
EFTPOS transactions. Daily cash
reconciliation sheets signed by the
caretaker and cross-checked by Shire
officers. Strong financial controls for
receipting, cash float management,
and deposits. Surprise audits during
peak season.

Caretaker, rangers, or
booking system managers
could under-report visitor
numbers to conceal income
skimming or irregularities.

Online booking system as primary
booking platform with automated
record-keeping. Manual bookings
reconciled daily against site occupancy
logs. Regular cross-checks between
caretaker reports and ranger
observations.

Community and Strategic Objectives

The proposal aligns with the following desired objectives as expressed in the Community Strategic Plan 2022-

2032:

OBJECTIVES

In 2040 Carnarvon is a place where:
e Our equitable community is actively involved in and are responsible for developing innovative, local

solutions that transcend our region for a safe and unified 6701

ltem4.1.1
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e Our economy fosters investment and productivity in industries befitting Carnarvon’s physical and natural
environment and that grows our horizons

e Our sustainable livelihoods create a community that can flourish into the future

e OQur community is engaged, inclusive and supportive

ADDITIONAL FOCUS AREAS:
* Supports the needs of areas outside the Township of Carnarvon (Coral Bay and outlying areas)
e Improve the trust between citizens and the Shire of Carnarvon

BIG IDEAS FOR THE FUTURE OF CARNARVON:
e N/A

Comments

The Business Case and Operational Plan for the Blowholes Eco-Friendly Campground represents a mature,
balanced, and thoroughly considered approach to the management of one of the Shire’s most iconic public
reserves.

Importantly, this model recognises and pragmatically addresses the realities faced at the Blowholes today —
the continued camping activity, environmental risks, community expectations, and regulatory obligations —
while maintaining alignment with the long-term aspirations of the Blowholes Reserve Management Plan
2014,

The strategic design of the interim eco-camping model provides Council with a number of key assurances:

e Financial Responsibility
The operating model is based on detailed and conservative financial projections, ensuring that the
campground is self-sustaining, with a modest projected annual surplus. This avoids creating an
ongoing financial burden for the Shire or the community.

¢ Risk Management
All major risks — including environmental degradation, public health, safety compliance,
emergency management, and operational delivery — have been carefully identified and addressed
within the operational plan. Appropriate contingencies, insurance provisions, and asset
management strategies are fully embedded into the operating model.

e Environmental Protection
The low-impact design, combined with clear visitor education, compliance patrols, and
environmental monitoring, protects the sensitive ecosystems, dune systems, and marine life that
make the Blowholes Reserve so unique and valuable.

e Pragmatic Interim Solution
The proposed interim model provides Council with a flexible, scalable, and immediately an
actionable pathway to manage the Blowholes responsibly while ongoing negotiations with the
State Government continue. It positions the Shire as a proactive and capable manager of public
assets, demonstrating leadership in the absence of external progress.

From a strategic and operational management perspective, every reasonable measure has been taken to
ensure the Blowholes Eco-Friendly Campground can be delivered safely, sustainably, and successfully.
The project has been approached with careful due diligence, forward planning, financial prudence,
community sensitivity, and a clear understanding of operational realities.

The proposed approach gives Councillors a firm and confident foundation to support the recommendation,
knowing that the Shire is delivering a solution that protects the environment, meets legislative obligations,
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supports regional tourism, strengthens community pride, and respects the cultural and natural significance
of the Blowholes Reserve.

In short: This Business Case provides Council with a responsible, realistic, and proudly deliverable solution —
and it positions the Shire of Carnarvon as a leader in sustainable coastal tourism management.

OFFICER’S RECOMMENDATION

That Council:

1. Endorses the Business Case and Operational Plan for the interim management of the Blowholes
Eco-Friendly Campground for the 2025/26 financial year;

2. Approves the implementation of the proposed operating model, including;

a) 52 designated camping sites & 15 Tent sites (Not including Shacks);

b) A camping fee of $30 per campsite per night (up to 6 people) and $10 per additional person;

¢) Local Membership Annual Pass of $100.00 per family Unit (up to 6 people)

d) Local Shack Membership Annual Pass of $250.00 per family Unit (up to 6 people)

e) Caretaker engagement at 5250 per week during the peak season (April to October);

f) Year-round Ranger patrol services (three times weekly during peak season, two times
weekly during off-peak season);

g) External Contractor cleaning during the off- peak season (twice weekly);

h) Administration, asset maintenance, and risk management frameworks as outlined in the
Business Case;

3. Notes the conservative projected model provides for a break even basis from campground
operations, ensuring full cost recovery with $25,000 contribution to Asset Management;

4. Authorises the Chief Executive Officer to:

a) Finalise and execute operational procedures, insurance arrangements, staffing
frameworks, ranger service arrangements, and maintenance scheduling consistent with
the endorsed business model

b) Advertise and Implement Fees and managed camping on site at the Blowholes Camping
Ground as of the 22nd May 2025;

5. Requests that a further report be presented to Council prior to the adoption of the Annual 2025/26
Budget providing an update and confirmation on infrastructure delivery, operational servicing, and
final cost confirmation; and

6. Directs the CEO to continue to engage the Department of Planning, Lands and Heritage to progress
the Council interests in regards to the Blowholes Reserve.
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Introduction

The Carnarvon Blowholes (Point Quobba), located approximately 70—75 km north of
Carnarvon in Western Australia, is a popular coastal attraction. Known for its dramatic ocean
geysers and nearby coral-filled lagoon, the site attracts many visitors. However, camping at
the Blowholes has been largely unregulated, leading to minimal infrastructure and
environmental concerns. The Shire Administration proposes to formalise the operational
management of the site by establishing a basic eco-friendly camping facility that provides

essential amenities while protecting the site's natural and cultural values.

Rationale for Eco-Camping at the Blowholes

Tourism Potential:

e The Blowholes area is designated as a regional tourism node, capable of hosting up
to 150 visitors overnight.

e Formalising the campground taps into growing nature-based tourism demand,
making the site accessible to a wider range of visitors, thus increasing visitation and
length of stay.

¢ Managed campgrounds allow visitors to enjoy natural attractions safely and
sustainably.

Environmental Responsibility:

e Unregulated camping has led to environmental damage, such as human waste in
dunes and litter.

e Establishing an eco-campground with proper waste disposal and designated camping
areas will protect the fragile coastal ecosystem.

e The eco-camping approach emphasises "leave no trace" principles and low-impact
infrastructure.

2| Page
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Compliance and Planning:

¢ A formal campground aligns with regulatory requirements, ensuring legal compliance
and addressing public health concerns.

e The eco-camp plan will meet standards for nature-based parks, providing necessary
facilities like composting toilets and a chemical waste dump point.

Expected Benefits for Tourism, Economy and Community

Boost to Tourism and Visitor Experience:

¢ Campground amenities will enhance the visitor experience, likely increasing tourist
numbers and satisfaction.

¢ More overnight stays mean more spending on local businesses, benefiting
Carnarvon's tourism sector.

e The campground complements Carnarvon's tourism offerings, potentially extending
visitor length of stay in the region.

Local Economic Development:

e The project will create direct and indirect economic benefits, including construction
jobs and ongoing maintenance roles.

¢ Revenue from camping fees can fund maintenance costs or other community
services.

¢ Increased tourist traffic can spur opportunities for small businesses, such as food
vendors and local tour operators.

Community and Social Benefits:

¢ The development fosters community engagement through volunteering and
stewardship.

¢ Residents can take pride in an improved Blowholes reserve that is cleaner, safer, and
more sustainably managed.

e The site can be used for educational and cultural activities, integrating the
community with the development.

Business Case | Blowholes Eco-Friendly Campground
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Required Infrastructure and Estimated Setup Costs

o Designated Campsites: 52 caravan/RV sites and 15 tent sites, marked with bollards
or logs.

o Toilets: Composting or dry vault toilets, with proper ventilation and solar-powered
exhaust fans.

¢ Chemical Toilet Dump Point: A communal dump station for caravan toilet cassettes
and porta-potties.

¢ Rubbish Collection Facilities: Animal-proof rubbish bins placed in central locations.

o Site Access & Roads: Defined entry road and internal tracks/loops to reach camp
sites.

« Fencing and Barriers: Low-key fencing and/or solar bollards in strategic areas.

¢ Signage and Information: Interpretive and regulatory signage throughout the site.

¢ Renewable Energy and Lighting: Solar-powered lighting for communal areas.

e Water Supply: Non-potable water storage for operational needs.

Cost Estimates:

e The overall setup cost for a basic facility is expected to be around $300,000.
Environmental and Cultural Heritage Considerations

Environmental Protection:

e The campground will be set back from the foredunes, and vegetation buffers will be
maintained.

o Wildlife protection measures will be observed, such as enforcing a no-driving-on-
beach rule to safeguard turtle nests.

e The project will incorporate eco-friendly technology to reduce pollution and resource
usage.

Cultural Heritage Protection:

e The Shire will consult with Traditional Owner representatives and undertake heritage
surveys to ensure no cultural heritage is disturbed.

o The campground can actively celebrate and respect cultural heritage through
interpretive signage and guided experiences.

e

Business Case | Blowholes Eco-Friendly Campground

Item 4.1.1 - Schedule 1 Page 20



Special Council Meeting Agenda 5 May 2025

Risk Identification and Mitigation Strategies

Environmental Degradation:
« Mitigation: Provide adequate facilities, regular cleanup, camper education, and adapt
management if habitat stress occurs.
Cultural Heritage Disturbance:
e Mitigation: Conduct thorough heritage assessments, consult with Traditional Owners,
and protect identified heritage areas.
Safety Hazards:
¢ Mitigation: Maintain robust safety signage and barriers, implement fire management
plans, and have emergency procedures in place.
Operational Challenges:
« Mitigation: Preventative maintenance schedule, contingency plans, and enforce
capacity limits.
Financial Risk:
¢ Mitigation: Phased development, pursue external funding, implement reasonable
user fees, and monitor finances.
Community Opposition:
¢ Mitigation: Engage the community, hold info sessions, and involve local groups in
campground upkeep.
Potential Funding Options

e Pursue grants at state and federal levels that support regional infrastructure and
sustainable communities.

e Partner with private or non-profit entities for funding and expertise.

e User Fees and Self-funding: Generate revenue through access and camping fees to
cover ongoing costs.

¢ Community Contributions: Leverage volunteer labour and donations to reduce costs.

¢ Reinvest campground revenue back into the site for improvements.

Operational Plan for the Blowholes Campground

Management and Governance Options:

e Shire-Run Management: Direct operation by the Shire, ensuring full control and
integration with Shire systems.

5|Page
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¢ Community or Joint Management: Partnership with a community group or
committee, fostering strong community ownership.

e Private Contractor Management: Outsource operations to a private entity, bringing
expertise and relieving the Shire of day-to-day burdens.

Maintenance and Servicing Schedule:
e Regular cleaning and maintenance of toilets, rubbish collection, road and track
upkeep, vegetation management, and facility checks.
Visitor Management and Campground Rules:

e Clear rules for campground capacity, fees, noise, fires, pets, waste management, and
respectful behaviour.

e Enforcement through campground caretaker or Shire rangers, with a focus on
education and compliance.

Community Engagement and Volunteer Programs:

e Establish a Community Engagement Loop, implement a Campground Host program,
organise community clean-up days, and involve local businesses and schools.

Sustainability Practices in Daily Operation:
¢ Renewable energy use, water conservation, waste reduction, environmental
monitoring, continuous improvement, local sourcing, and education on sustainability.

Business Case | Blowholes Eco-Friendly Campground
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Alignment with the Shire of Carnarvon's Strategic Plan and Big
Ideas Framework

The proposed Blowholes eco-friendly camping facility aligns with the Shire of Carnarvon's
Strategic Community Plan (2022-2032) and Big Ideas framework in several key ways:

Sustainable Tourism:

e The project promotes sustainable tourism by providing eco-friendly camping facilities
that protect the environment while enhancing visitor experiences

Community Engagement:

e The development fosters community engagement through volunteer programs and
stewardship opportunities, aligning with the Shire's value of community involvement

Economic Development:

e By boosting tourism and creating local jobs, the project supports the Shire's goal of
economic development and thriving livelihoods

Environmental Stewardship:

e The eco-camping approach emphasizes environmental protection and sustainability,
which are core values in the Shire's strategic plan
By implementing this project, the Shire can transform the Blowholes into a model of
sustainable tourism and community collaboration, ensuring its enjoyment for generations to
come.

7|Page
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APPENDIX 1
Potential Camping Fees Analysis
Sites # Cost 100% 75% 50% 25% Possible | Probable | Potential Probable Probable Probable Probable
Bed Bed Income Income Income Income 50% Income 25%
Nights | Nights 100% 100% 75%
Caravan/ | 52 $30.00 $1,560 $1,170 $780 $390 365 294 $569,400 $ 458,640 $ 343,980 $229,320 $ 114,660
Camper
Tent 15 $30.00 $450 $ 337 $225 $112 365 294 $164,250 $ 132,300 $99,225 $ 66,150 $ 33,075
TOTALS 67 $2,010 $1,507 $1,005 $502 365 294 $733,650 $ 590,940 $ 443,205 $ 295,470 $ 147,735

Community Membership Pass

Business Case | Blowholes Eco-Friendly Campground

Community Membership Annual Cost 100 Community Members & 40 250 Community 500 Community 750 Community
Pass Shack Members Members & 40 Members & 40 Shack | Members & 40
Shack Members Members Shack Members
Yearly Annual Pass - Camping $100.00 $10,500.00 $26,250.00 $52,500.00 $78,750.00
Up to 2 Vehicles and 6 people
Yearly Annual Pass - Shacks $250.00 $10,200.00 $10,200.00 $10,200.00 $10,200.00
Up to 2 Vehicles and 6 people
$5.00 administration charge applies $20,700.00 $36,450.00 $62,700.00 $88,950.00
8|Page
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APPENDIX 2
Projected Annual Expenses
Expense Weekly/Annual Annual Total
Water Trucking $1,000/week $52,000
Rubbish Collection $892/week $46,384
Dump Point Servicing $2,000/month $24,000
Host/Caretaker (April-Oct) $250/week $8,000
Ranger Patrols (including Estimated $64,100
overheads)
IT Costs $7,500
Solar Maintenance Annual $2,000
Administration/Management Annual $29,000
Intervention
Asset Management and Annual $50,000
Maintenance
Contractor Cleaning (off-peak) $750 x 2 cleans/week x 22 weeks | $33,000
Total Expenses $315,984
Annual Operating Surplus
Income ($316,170) - Expenses ($315,984) = $5186.00 Surplus
9|Page
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APPENDIX 3

Sensitivity Analysis

Scenario Occupancy Annual Expenses Deficit/ Surplus | Comments
Income
Worst Case 25% occupancy and $168,435 $315,984 $149,549 Deficit ** costs could be reduced to mitigate losses

fewer memberships

Base Case Adjusted 50% $316,170 $315,984 Break Even

Reasonably occupancy + 140

conservative memberships

Optimistic 75% occupancy and $479,655 $381,581 98,075 Surplus ** Cleaning costs would increase by 20%

290 memberships

10| Page
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Peak Period (April - October)

e Camp host required full-time on site. 250/week stipend for living expenses.
e Require Sat Link Service to assist with Fees and Emergency Communications
e Rangers to patrol and service campground 3 times per week, including:

o Supplying camp host materials;

o Addressing issues with camp host;

o Monitoring campsite payments (encouraging online payments);

o Checking and reporting on all assets;

o Responding to camper enquiries;

o Patrolling wider reserve and beach area.
e Time per visit: minimum 2.5 hours on site plus 1.5 hours travel.

Off-Peak Period (November - March)

e No Camp Host on site.
e Ranger patrols increased to twice per week, carrying out:
o Patrolling the campground and reserve;
o Checking toilets and dump point;
o Responding to any issues.
e Toilets cleaned twice weekly by external contractor at $750 per clean.

11| Page
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