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Executive Summary
The concept of a Gippsland Lakes Research, Education and Discovery (RED) Centre was
developed in consultation with key regional stakeholders by Federation University Australia, as
consultant for the Gippsland Lakes Coordinating Committee (GLCC).
The purpose of this Business Plan is to outline the framework in which the RED Centre can be
best established in order to achieve its strategic objectives of integrating community, industry and
local government agencies in research, education and discovery around the Gippsland Lakes.
The Business Plan will:
•
•
•
•

Detail the purpose of the RED Centre
Propose the key partners and collaborators for the RED Centre;
Identify potential localities for the RED Centre;
Outline a staged implementation strategy and identify potential funding sources for initial
development of the RED Centre;
• Propose an operational plan, including governance structure, define core activities and
functions;
• Provide a costing for operational costs and ongoing funding strategy.

The central aim of the RED Centre is to provide a platform for knowledge sharing about the
environment of the Gippsland Lakes and their catchments, from a number of key locations
throughout the region. The RED Centre will act as a hub for successful achievement of a range
of activities and services connected with research, education and discovery, including:
•
•
•
•
•
•
•
•
•

Showcasing up to date research of the Lakes and their catchments;
Education programs, materials and activities for a range of ages;
Knowledge sharing with a virtual knowledge portal, and face-to-face forums;
Discovery programs at all sites for locals and visitors;
Space for community groups and citizen science programs to come together and share
knowledge;
Kiosks around the region to provide outreach information and links back to the Centres;
Potential for career and new job creation activities inspired by the RED Centre
Celebrating the vibrant living culture, and cultural heritage of the Gunaikurnai; and
Promotion of the environmental attributes of the Gippsland Lakes region as a tourism
attraction though ecotourism activities and guides.

The business model being proposed is based on the RED Centre being run as an incorporated
not-for-profit association limited by guarantee. A skills and community representation based
board would provide the strategic management of the organisation in consultation with a
Contractor. Through this model, organisations can join the RED Centre as partners by way of an
annual subscription, or as collaborators through in-kind contributions to the centre, or as Friends
of the RED Centre through their support or involvement in the centre. Every endeavour will be
made to make the annual subscription as cost effective as possible and tiered to the partners’
budget and level of engagement with the core business of the RED Centre.
This Business Plan proposes that an entity be contracted to establish and manage the RED
Centre for a fixed term, initially five years. The Contractor would be responsible for undertaking
the project to establish and run the RED Centre. They will also bear responsibility for resourcing
and implementation of systems and services. The RED Centre Contractor will also seek external
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grants on behalf of the RED Centre and in partnership with the other partner organisations, to
establish revenue streams for expansion of activities.
Although the Centre will have a centralised management, there will be several sites for RED
Centre operations to cover the diversity of environments, communities, industry needs and
priorities across the Gippsland Lakes region. The Centre management will work with local council
and government agencies to roll out the sites and pop-up kiosks throughout the region. The larger
RED Centre sites will be the activity hubs for environmental and aquatic science careers and
pathway programs, tourism and out-of-region education and school holiday experiences. In the
first instance, positions will be shared between RED Centre sites, with positions including
business operations manager, citizen science co-ordinator, knowledge portal support, community
engagement officer, education officer and administrative assistant, with the potential for a,
scientist in residence. In addition to paid staff positions; volunteers, communications and
equipment will be required to run the RED Centre at each of the sites.
An indicative implementation schedule has been proposed in three (overlapping) phases:
Phase

Timing

1

Start up

Sept to Nov 2016

2

Business planning and systems
establishment

Nov 2016 to Feb 2017

3

Business delivery to full operations

Feb to July 2017

Establishment costs are estimated at just under $800,000 and ongoing costs around $500,000
per year. Funding for ongoing costs would be derived from grants, revenue from the Centre’s
activities, sponsorship of activities and Centre equipment, such as kayaks or bus, and an annual
subscription fee (or equivalent in-kind contribution) from financial partners of the RED Centre.
The fee will be scaled to the level of interest and availability of funds of the partner organisation.
This subscription fee will entitle partners to promote materials through the RED Centre, have their
logo displayed in the Centre and associated knowledge portal, nominate citizen science activities,
contribute to stakeholder workshops to set research priorities and participate in knowledge
sharing activities. In addition, the top tier will have access to password protected sections of the
knowledge portal. There will also be provision for non-financial community members and not-forprofit organisations to become recognised partners of the RED Centre.
In summary, the significant benefits generated by the Gippsland Lakes RED Centre include
promotion of research, education and discovery of the Gippsland Lakes and their catchments to
the region and its visitors. The RED Centre will achieve these outcomes by facilitating the
coordination and sharing of knowledge across the region between community, government
agencies, industry and researchers. The Centre will collate existing knowledge from within the
region and add to this through citizen science activity, in collaboration with agency and research
partners. The RED Centre will disseminate this knowledge to the community, government and
industry through the use of a virtual knowledge portal, community presentations, discovery
displays and education programs. For the environment, the sharing of knowledge with the
community and the promotion of research will directly contribute to improving the condition of the
Gippsland Lakes and their catchments. For the region, the RED Centre will provide a range of
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flow-on benefits, through creation of direct and indirect jobs, the provision of local education
pathways, and opportunities for small businesses to provide services and goods to RED Centre
activities. In addition to this, tourism related businesses along the RED Centre gateway corridor
and its adjacent locations will enjoy the knock on effect that the visitor economy will foster with its
discovery displays and programs. Furthermore, the RED Centre will contribute to the pride the
community feel in their local environment and themselves and the positive contribution they make
to the Gippsland Lakes.
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1. Background
The original concept of a Gippsland Lakes ‘Research, Education and Discovery’ (RED) Centre
was developed by Federation University in consultation with key regional stakeholders, as a
consultant for the Gippsland Lakes Environment Fund and East Gippsland Catchment
Management Authority (East Gippsland CMA). The work began under the Gippsland Lakes
Ministerial Advisory Committee (GLMAC) and was completed through consultation with the
Gippsland Lakes Coordinating Committee and East Gippsland CMA. The outcome of these
consultations as detailed in the Feasibility Report (2015) supported the feasibility of a research,
education and discovery centre focused on the Gippsland Lakes region. The Feasibility Report
can be accessed through: http://www.loveourlakes.net.au/linking-together/research-educationand-discovery-red-centre/.
Subsequent to this, Federation University (FedUni) was approached by the GLMAC to develop a
full assessment and business case for a Research, Education and Discovery Centre for the
Gippsland Lakes that could provide or coordinate research, education and discovery services to
the region.
There is a significant amount of research being undertaken in the Gippsland Lakes region by a
number of universities (e.g. RMIT, Victoria University and Monash University), Department of
Environment, Water, Land and Planning (DELWP), Department of Economic Development, Jobs,
Transport and Resources (DEDJTR), Fisheries Victoria, Museum Victoria and others. There is a
clear role here for the RED Centre to showcase this research, as well as citizen science research,
and provide a space to collate and disseminate this knowledge throughout the community and to
visitors.
The concept, as requested by the regional agencies to be investigated, was for a Research,
Education and Discovery Centre to bring together research being carried out by others and
connect it to the local community and help provide opportunities for local business, employment
and industry innovation, and schools and communities to be involved in research, particularly
through the provision of citizen science activities. The centre would also coordinate education
opportunities in the region, working in partnership with other institutions, industries, communities,
education providers and local government and incorporate a strong element of direct community
participation and social enterprise. Further, it aims to inspire pathways for young people into
education and work in and around the Gippsland Lakes. The RED Centre will act as a leading
resource for the research, education and training required to address the environmental, social
and economic needs of the Gippsland Lakes community, in partnership with other agencies and
local council.
The initial study assessed the feasibility of the proposed Gippsland Lakes Research, Education
and Discovery Centre through consultation with local community, including GLCC, East
Gippsland and West Gippsland Catchment Management Authorities, Fisheries Victoria, DELWP,
DEDJTR, Commonwealth Department of Environment, Gunaikurnai Land and Waters Aboriginal
Corporation, local industries (including tourism), businesses (i.e. One Harvest, VegCo, Australian
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Dairy), Landcare Network, Field and Game, Fishcare, WaterWatch and other community
organisations, schools, Federation Training and other universities working in the region, and
others identified through stakeholder analysis.
The objectives of the Feasibility Study were to:
• Identify the knowledge gaps and the potential for new or extended research areas;
• Identify demand for a Centre of Excellence focussed on research and educational pathways
for the Gippsland Lakes and its community;
• Determine the scope for the proposed Centre; and,
• Provide recommendations on the feasibility of a Gippsland Lakes Centre of Excellence,
including role, functions, structure, cost and funding options.
The Centre’s objectives were to provide a solution to the following issues, as identified by the
region’s stakeholders:
• The Gippsland region is going through a major transition as multi-national organisations
reconsider their energy options;
• A changing climate will require the region to understand the ecology and the likely changes
to the region's tourism, fisheries and agriculture ventures affecting productivity and
economies of the region;
• Past and current research is sometimes not coordinated with other activities and research
the region;
• Past or current research is not communicated as well as it could be with the range of the
region's stakeholders, nor are many of the results readily available for the broader
community and visitors
• There is a strong case for citizen science activities to be broadened, better co-ordinated
across the region and more closely integrated with local government agencies;
• Pathways for local youth to pursue careers connected to the Lakes, or their catchments,
through coordination of school programs or discovery programs are lacking; and,
• There are limited local educational programs which are well connected to the Lakes, or their
catchments.
This Feasibility Study provided a clear and compelling rationale for the development of Research,
Education and Discovery Centre, so that it can be established with a strong research, education
and community engagement profile, making it evidently viable and able to ‘hit the ground running’
as a major regional development venture.
A range of options were looked at for the structure and focus of the Centre. The models used for
research, education and discovery centres were reviewed in terms of role and focus, structure
and funding model. Considering the aims of the centre, as described by stakeholders, it was
decided that a model that incorporates aspects of Cooperative Research Centres along with
education and discovery centres would be the most suitable model. That is a centre whose focus
is on coordination of citizen science programs in collaboration with local government agencies
and sharing knowledge through education and discovery programs.
Further, from this review, a number of options for the structure of the Centre were proposed to
stakeholders. They agreed that the Centre should be an incorporated not-for-profit association
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limited by guarantee with a board made up of skilled and community partners who would set
strategic direction. Options for the physical model for the centre, based on the review of other
centres, were also put to stakeholders. They agreed that the RED Centre should include a virtual
knowledge portal with physical centres located in a number of places throughout the region with
one main location, delivered in a staged fashion. Each location should be focused on the
ecosystems and issues relevant to that location. The Centres together would provide an
environmental pathway through the region.
The value of the RED Centre will be realised as partners come on-board and contributors fund
various programs. However, the Feasibility Study and this Business Plan demonstrates that some
of the benefits of the Centre will include:
• Establishment of a regional knowledge portal;
• Ability to share information across region and agencies;
• Enable greater interaction with researchers and stakeholders, ensuring that knowledge is
shared with the region for best environmental and social outcomes;
• Enable greater interaction with community and citizen science groups, permitting a more
coordinated approach to environmental management;
• Interaction with schools and other education providers, promoting environmental values,
career options and education pathways and operations of the agencies;
• Extend ongoing monitoring through citizen science and value add research proposition on
longitudinal studies of impact/response;
• Extend education programs linked in with FedTraining, SEAMEC and ForestTECH;
• Links with tourism through Discovery aspects, school holiday activities and pop-up kiosk
activities;
• Work with Gunaikurnai to help realise the Whole of Country Plan; and
• Include Gunaikurnai people in research and management programs through the GLaWAC,
promoting knowledge sharing, inclusion and employment.

2. Introduction
The Gippsland region is going through a major transition as multi-national organisations
reconsider their energy options and changing climate will see this region carrying an even larger
burden for the agricultural productivity of the State. Climate change may also change the nature
of the Lakes themselves affecting fisheries, tourism and agricultural productivity which will need
research and education to enable effective adaptation and mitigation actions.
The Gippsland Lakes RED Centre will provide a focal point for research, education, and discovery
in and around the Gippsland Lakes and their catchments. This Centre will provide a vital
contribution to the wider community by delivering pathways and opportunities for a re-focus of
the region around environmental values and related industries, including environmental
education, ecotourism and aquaculture, to name a few. The RED Centre will encourage
coordination and sharing of knowledge across the region between community, government
agencies, industry, and researchers to ensure that resources are most effectively allocated for
the best environmental and social outcomes. The Centre will collate and showcase existing
knowledge from within the region and seek to notify of knowledge gaps in collaboration with
research partners. The RED Centre will disseminate this knowledge to the community through
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the use of a virtual knowledge portal, community presentations, discovery displays and education
programs.
The geographical range of the RED Centre is focussed around the Gippsland Lakes and fringing
wetlands, as defined by the Gippsland Lakes Ramsar Site listing of 1982, and their catchments.
However, activities and information outside of this region, but relevant to the broader Gippsland
environment, may also be included if stakeholders or partners see a strong need or synergy.
The role of the RED Centre is to (in partnership with the GLCC, researchers, the Gippsland
community, including local government and industry):
• Provide a place for the community to access, share knowledge, and resources around the
Gippsland Lakes;
• Coordinate citizen science research programs in the region, in collaboration with local
government agencies and other research organisations to increase the knowledge base at
the RED Centre and encourage life-long learning;
• Disseminate research findings through an interactive online knowledge portal, and through
community forums, research seminars, webinars and educational programs;
• Provide hands-on education programs, in partnership with schools and other education
providers, focused on the Gippsland Lakes and highlighting and fostering career prospects
in the area connected with environmental and aquatic sciences;
• Inspire local youth to pursue careers connected to the Lakes through coordination of school
programs, Summer Schools and living laboratory experiences;
• Provide a means by which the rich natural and cultural heritage of the region can be
meaningfully integrated to generate social, economic and environmental gain for the region;
• Source additional funds to support the operations and outreach of the RED Centre through
grants, partnerships, sponsorship and industry engagement.
The purpose of this Business Plan is to develop a platform from which the RED Centre can be
established and implement its strategic objectives of integrating community, industry and local
government agencies in research, education and discovery around the Gippsland Lakes.
The Business Plan will:
• Propose the key partners and collaborators for the RED Centre;
• Identify potential locations for the RED Centre and outline a staged implementation
strategy and identify funding sources for initial development of RED Centre;
• Propose an operational plan, including governance structure, define core activities and
functions;
• Provide a costing for operational costs and ongoing funding strategy.
Once an agreement on this business plan has been finalised, the RED Centre will seek to become
an incorporated, limited by guarantee, not-for-profit association and to have a Contractor
appointed to undertake the mission of the RED Centre.
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3. Vision
The Gippsland Lakes RED Centre will be the premier organisation for
research, education and knowledge sharing for the living laboratories that are
the Gippsland Lakes and their catchments.

4. Mission
The Gippsland Lakes Research, Education and Discovery Centre (RED Centre) will be the
primary organisation which coordinates research, education and discovery activities in the greater
Gippsland Lakes region on the environment, industry and community aspects of the Lakes and
their catchments. The operating style will involve cooperation, collaboration and coordination.
Using this approach, the Centre will link researchers, agencies, industry and the community
across the region to enhance the environmental health and social wellbeing of the community.
It is a not-for-profit partnership of the region’s managers, researchers, educators and community
groups, that have come together to create the RED Centre to enhance the region's knowledge
and understanding of the Lakes and their catchments through education, discovery and citizen
science activities. Its programs, activities and projects are open to all in the community, including
visitors to the region. It will enable a place for researchers to share their research outcomes with
managers and the community, and provide a portal for data and information to be lodged and
made accessible to the community and thus participate in informed decision making for the
region. It will provide coordination of citizen science programs and community engagement on
the Gippsland Lakes for agencies and community groups in the region. As well as provide a space
for citizen science programs and community groups to use. The RED Centre will highlight the
education and career pathways associated with the natural attributes of the Gippsland Lakes and
their catchments and promote job creation in these areas. Where possible, services will be
conducted in collaboration with existing small businesses, to extend the reach and effective
transfer of information coordinated by the RED Centre.

5. RED Centre Attributes and Services
The RED Centre will become the focal point for information about the natural attributes of the
Gippsland Lakes and their surrounding catchments for the community, government agencies and
industry. The aim of the RED Centre is to provide up to date and engaging information and
showcase world class research on the Lakes and catchments from a number of key locations
throughout the region.
The RED Centre will provide a range of activities and services including:
• Collating existing research information, developing and coordinating citizen science
projects and liaising with local, state and Commonwealth government agencies and
researchers;
• Education programs, materials and activities, for a range of ages, such as science camps
in collaboration with local schools and education providers;
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• Establishing a discovery trail which would link the locations of the RED Centre and
Partners, to showcase the region’s natural features and provide information and
knowledge on the Lakes, together with ecotourism and regional tourism opportunities;
• Knowledge sharing through a virtual knowledge portal, and through various face-to-face
forums;
• A physical space for community groups and citizen science programs to come together
and share knowledge;
• Pop-up kiosks around the region giving opportunities for councils to showcase their area
with tourism opportunities and discovery programs;
• Activities and programs to celebrate the vibrant living culture, as well as cultural heritage,
in association with the Gunaikurnai people;
• Discovery programs at all sites including summer activity programs for locals and visitors;
• Ecotourism activities such as water-based tours, walking/cycling tours and cultural
heritage tours, in association with local small businesses.
A more detailed exploration of attributes for each of the key sectors is presented in Appendix A.

5.1

Research

The RED Centre will be a showcase for research focused on Gippsland Lakes, its catchments
and its communities. The RED Centre will provide a ‘go to’ place for industry, agencies and the
community to raise their research questions. The Centre will work with all stakeholders to identify
the key knowledge gaps for the region and coordinate citizen science activities in partnership with
local government agencies and research collaborators. As new knowledge gaps are identified,
rather than the RED Centre carrying out research to address these, it will provide a forum for
these gaps and questions to be raised with the Gippsland Lakes Coordinating Committee who
will work with appropriate researchers and local partners to address these gaps.
Parks Victoria, EPA and Estuary Watch have already expressed interest in supporting the RED
Centre to coordinate these programs in the region through a paid coordinator. The centre would
assist coordination among agencies and community groups as well as transfer information from
researchers, managers, and regulators to community groups and visitors and the knowledge
portal.
Importantly, the RED Centre will share and link knowledge from research occurring in Gippsland
through such methods as a knowledge portal, community forums, interpretive displays, fact
sheets, environmental health scorecards, workshops and webinars. Community forums will allow
citizen scientists to see how their work is being used by agencies and researchers.
The knowledge portal will provide a place-based searchable repository for knowledge gathered
from the Gippsland Lakes region. Data from various agencies, as well as community and citizen
science programs, will be integrated within the knowledge portal, with reports and scientific
papers accessible by keyword search. The portal will be managed by the RED Centre; however,
agencies will manage their own content. User guides will be made available for both contributors
and users of the knowledge portal. Training workshops will be offered for partners and
collaborators. Further information on the knowledge portal is available in Appendix B.
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5.2

Education

The RED Centre will provide a broad range of educational opportunities from early childhood right
through to higher education, in partnership with local education providers. An Education Officer
will be embedded in the RED Centre to develop age-appropriate education materials both for
inclusion in school programs using the pop-up RED Centre kiosks and school visits to the Centre
itself. This material will also be made available to other education-focused small businesses.
State of the art education programs based on the Lakes, including kayak tours, water sampling,
bird watching, aquatic vegetation mapping and invertebrate sampling, will be developed in liaison
with existing programs, such as WaterWatch, Enviro Stories, Atlas of Living Australia, Museum
Victoria and BugBlitz. The Centre will encourage the development of longitudinal study programs,
where successive generations of students can contribute to the knowledge base of their region,
by following clearly explained scientific principles and adding their data to the knowledge portal.
The RED Centre will have targeted education opportunities for socially and/or economically
disadvantaged local students, such as experiential learning and nature-based play. Summer
camp programs will also be developed focussed on and around the Lakes, as well as school
holiday activities. The RED Centre will seek funding for a bus and kayak fleet to support these
programs and to ensure the costs to participating students is kept to a minimum. These facilities
can also be made available to other education providers and environment groups when not in
use by the RED Centre, on a cost-recovery basis. Ultimately, the RED Centre will work with the
Education Department to develop an aquatic-focussed Victorian Science Educational Resource
Centre.
The RED Centre will also provide information on existing environment-relevant training programs
through TAFE and explore the development of new sector and employment options as well as
pathways to higher education and research (e.g. aquaculture, sustainability, environmental
management, forestry, horticulture, Indigenous studies, agriculture). Opportunities for local
professionals and business owners/managers involved in the Gippsland Lakes and their
catchments to visit schools and talk about their career pathways will be provided, aiming to inspire
local students’ careers and to continue their education. Ultimately the integrated education
program will encourage local students to seek education and training opportunities in and around
the Gippsland Lakes region.
The RED Centre will provide support programs for higher education students in the region
providing placement opportunities, especially for environmental and applied science and outdoor
education students. This will be provided in multi-tiered partnership so as to enable the smooth
transition from secondary school, Adult and community education or TAFE to higher education.

5.3

Discovery

Knowledge sharing through discovery is a key tenet of the RED Centre. The Centre and kiosks
will provide interactive high- and low-tech displays and engaging activities which celebrate the
physical and cultural aspects of the Gippsland Lakes for all ages throughout the year. The RED
Centre will host scientists in residence who will actively undertake research onsite, as well as
assist with interpretation of materials. Each of the Centre’s sites will be hosted by a combination
of volunteers and RED Centre staff, who will provide tours and interpretation, as well as advice
on utilising the knowledge portal. Local community and citizen science groups, such as Estuary
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Watch, Birdlife Australia and Landcare, will be encouraged to utilise the RED Centre for meetings
and public events.
The RED Centre will run community fostering activities such as eco-walks, kayaking tours and
public talks by local and visiting researchers, to promote knowledge sharing throughout the
community. The primary goal of the RED Centre is to celebrate the unique living laboratory of the
Gippsland Lakes region and to share this knowledge with the broader community to ensure
informed and proactive future management of the Lakes for the best environmental and social
outcomes.
The discovery aspect of the RED Centre provides local government and other government
agencies an opportunity to pool their resources to develop outreach documents, such as fact
sheets and visitor information about environmental features of the region, as well as to coordinate
citizen science programs. This will ensure both efficient allocation of resources as well as
combining full integration of shared information for the best public outcome.

5.4

Attributes and Benefits by Sector

The attributes and benefits of the RED Centre are in part bound only by the imagination and
resources of the partner organisations. Below is a brief table of the key sectors and activity types
they may see as beneficial. These are further described in Appendix A.
Table 1. Attributes of the RED Centre per sector and activity type.
Knowledge
Portal

Citizen
Science

Education and
Training

*

*

Natural
Resource
Management

*

*

Community

*

*

Gunaikurnai

*

Tourism

*

Industry

*

Researchers

Agriculture
and Fisheries
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Economic
Development

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*

*
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5.5

Benefits to the Region

There will be a range of social, economic and environmental benefits to the Gippsland Lakes
region from the presence and activities of the RED Centre. Although largely dependent on the
mix of activities that are carried out by the Centre, these benefits will include:
Social benefits
• Increased awareness of the Gippsland Lakes and their environmental value;
• Increased pride in the region, its identity and the role that individuals play in the Gippsland
Lakes;
• Youth wanting to follow education and employment pathways and establish careers
associated with the Gippsland Lakes;
• Increased opportunities for involvement in citizen science program, providing a range of
new skills and knowledge.
• Legitimate new tourist attraction that does not detract from existing business and
compliments other future economic development and social needs that the region will
need, such as the coming RAAF Pilot Training Contract and Base Expansion;
• Volunteering, industry placement and trainee opportunities; and,
• Awareness of Gunaikurnai culture and traditions by indigenous and non-indigenous
peoples, in collaboration with GLaWAC.
Economic benefits
• Direct jobs at the Centre: 3-4 in the first year and expanding to 10-12 by 5 years;
• Discovery displays and programs at Centres will encourage more visitors to the region;
• Indirect jobs through small business involved in supplying goods or services to the Centre
as well as potentially jobs through the increased tourism traffic caused by the RED Centre
activities and opportunities;
• Ability to provide new industry sector employment and investment that leverages the
regions natural assets;
• Better investment decisions by utility and government and water authorities into asset
development, maintenance and social responsibility programs;
• Ability to provide a visitor economy via a corridor passing through the region providing
benefit to local government areas; and,
• Business model has the ability to organically grow and be modified as its needs and those
of the region evolve.
Environmental benefits
• Availability and accessibility a range of knowledge, including local knowledge, research
and agency knowledge for better environmental management, better investment and risk
management strategies and remedies;
• Evidence-based environmental management built on latest research findings;
• Coordinated citizen science activities to augment local government agency activity; and,
• Improved environmental outcomes and enhanced climate change management capability.
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5.6

Services and Revenue Streams

In addition to the establishment and ongoing costs, there will be a range of work types and
revenue streams that will build the capacity of the RED Centre through time. The variety of work
types and funding sources allows the growth of the RED Centre to be staged and sustainable.
These will be dependent on partner priorities and involvement, the strategic plan of the Board
and successful grant outcomes from government and philanthropic schemes. The range of
projects and work undertaken will develop organically as the partners and collaborators work
together and ideas, needs and issues arise. In fact, to have a fixed proposal of the types of work
or projects would be counter-productive at this stage of the RED Centre development.

Table 2. Market Segments by Work Type
Category

Type of Work

Customer Type

Funding Source

Knowledge
Portal

Data management
and knowledge
brokering

Natural Resource
Managers,
Councils, Industry

Subscription

Citizen
Science
Research

Coordination

Community,
Natural Resource
Managers

In-kind, Grants

In kind
$10K to $50K

Philanthropy

$10K - $150K

State & Federal
Schemes and
Grants

$50K - $500K

Dept. Education

In kind
$10K to $100K

Grants such as
RPFF

$200K - $2M

Philanthropy

$10K - $150K

Council

$10K - $500K

Philanthropy

$10K - $150K

State & Federal
Schemes and
Grants

$50K - $100K

Education
Programs

Discovery
Programs

Education

Outreach

Schools, TAFE

Community (local
and tourist),
Council,
Community groups

Potential Revenue
$100K - $150K

There are various sources of funds the RED Centre could apply for such as State and Federal
Government grants, industry support and philanthropic funds, including Regional Development
Victoria (RDV), Regional Partnerships Facilitation Fund (RPFF), Foundation for Rural & Regional
Renewal (FRRR), Hugh Williamson Foundation, Helen MacPherson Smith Trust, Ian Potter
Foundation, RE Ross Trust, Andrews Foundation, Norman Wettenhall Foundation, etc.
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6. RED Centre Governance and Operational Requirements
6.1

Organisational Structure

During the Feasibility Study a number of organisational structures were presented to the
stakeholders as options for the RED Centre (see Feasibility Study for details). The option
favoured by the stakeholders, many of which are potential partners in the RED Centre, was the
model where the RED Centre is run as an incorporated not-for-profit association limited by
guarantee. It is envisaged this could be set up utilising the model rules and adapting as required.
The model rules incorporate the establishment of a Board which would deliver the strategic
management of the organisation in consultation with a Contractor who would enact its vision and
mission. Thus, the proposed operational model for the RED Centre is as below. The letters
symbolise partners that will make up the RED Centre.

Figure 1: Organisational structure of the RED Centre
Through this model, organisations join the RED Centre as partners by way of an annual
subscription. Every endeavour will be made to make the annual subscription cost effective and
tiered to appropriate levels. A skills and representative based board of membership will be
appointed from the partners, comprising 8-10 people. A board executive team will then be elected.
This Business Plan proposes that a Contractor be installed to establish and manage the RED
Centre for a fixed term, of initially five years. The Contractor would be responsible for undertaking
establishing and running the RED Centre. They would be responsible for resourcing, bearing the
risk of its implementation and the business systems required. The Contractor would be paid
based on the work outlined in this Business Plan. The Contractor would also seek external grants
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on behalf of the RED Centre and in partnership with the partner organisations, to establish
revenue streams for expanding activities.
One of the benefits of this governance model is that the RED Centre organisation is able to share
the risk of start-up, and the initial costs to establish the organisation and the RED Centre itself
are reduced. Through this arrangement the RED Centre and its management can control costs
and performance, whilst leveraging resources, expertise and infrastructure that it does not have
from day one. This will save the Centre significant costs and time which it would otherwise have
to develop from scratch. The Contractor would have an established set of key milestones and
review processes. Should the need arise the Contractor can be changed by the Board at the end
of the contract. In addition, this structure overcomes stakeholder partner issues that may arise
including conflict of interest.

6.2

Roles and Responsibilities

The roles and responsibilities are based on the assumption that the Partners of the RED Centre
have established an incorporated association limited by guarantee and therefore established a
Board in accordance with the constitution of the RED Centre. Specifics of the roles and
responsibilities will be in the constitution and the following provides a general guide for the roles
and responsibilities of the parties.
Board
• To establish the RED Centre as a company association limited by guarantee and be the
corporate entity legally responsible for the management of the organization;
• To appoint a Contractor;
• Provide an advisory function to the Management Contractor; and,
• Develop a strategic plan for the RED Centre in association with the Contractor and its
Board members.
It is envisaged that the Board Leadership would be paid a stipend (Chair, Secretary and
Treasurer) while other Board members would be reimbursed travel expenses to meetings.
Management Contractor
•
•
•
•
•
•
•
•
•
•
•

Negotiate and sign agreed contract with Governance Entity for the RED Centre;
Establish RED Centre offices;
Appoint Business Operations Manager of RED Centre;
Organise the appointment of RED Centre Staff;
Assist the Board to develop a strategic plan for the RED Centre;
Manage and coordinate citizen science programs;
Manage grants and other funding received;
Provide a central point for enquiries and information dissemination;
Seek external funding opportunities;
Provide updates to the Board of the RED Centre on a regular basis; and
Provide business delivery systems and processes including financial services, information
technology support, legal services, work health and safety procedures and human
resources.
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Partners
•
•
•
•
•
•

Sign Partner agreement;
Pay agreed establishment contribution;
Contribute annual subscription fee;
Nominate appropriate staff, based on expertise, as potential Board Members;
Suggest activities for the RED Centre to undertake; and,
Contribute to knowledge sharing.

A list of potential partners is included in Appendix C.
Collaborators
•
•
•
•
•

Sign Collaborator agreement;
Contribute to Centre “In-Kind” as agreed with Contractor;
Jointly apply for funds to undertake programs;
Nominate appropriate staff to participate in activities; and,
Contribute to knowledge sharing.

Friends of the RED Centre
• Support the RED Centre;
• Organise volunteer activities; and,
• Share knowledge and contribute to knowledge gathering.

6.3

Sites

The RED Centre acknowledges the diversity of environments, communities, impacts and
priorities across the Gippsland Lakes region. Although the Centre will have a centralised
management, it will have multiple sites situated in key locations in the region, highlighting the
major areas of environmental interest and concern to those communities. The RED Centres will
provide a thread through Gippsland, encouraging locals to find out more about their local
community and visitors to work their way through region via the Centres, discovering the contrasts
in environment throughout the region and the role they each play in the Gippsland Lakes system.
The Centre will work with local council and government agencies to roll out the sites and pop-up
kiosks throughout the region.
In this Business Plan, it is envisaged that the RED Centre will have at least four physical locations.
These are geographically spread throughout the region and have the ability to reflect the unique
environmental attributes and concerns of each site. Locations under consideration include Sale
(Gateway Information Centre), Paynesville (yet to be determined) and Lakes Entrance (SEAMEC
or Information Centre). A temporary site may also be established in Traralgon (EPA building),
with the view that it is moved when a more permanent location in the LaTrobe Valley becomes
available. Where possible, RED Centres will be established in pre-existing buildings to keep costs
to a minimum.
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The larger RED Centre sites will be activity hubs for tourism and education and school holiday
experiences and citizen science activities. Staffing will be shared across the RED Centres in the
initial years, with a full time business operations manager and other fractional appointments.
Staffing will increase in subsequent years across the sites as the activities increase. SEAMEC is
an appropriate facility for school holiday activities, given the pre-existing infrastructure, such as
lecture theatres, teaching labs and office space. The scale of involvement at SEAMEC (e.g.
laboratory access and public access) will depend on the space available for RED Centre
activities. The Centre will work closely with Fed Training, GLaWAC, Industry and other local Adult
and Community Education providers to determine the most appropriate use of resources.
The Centre will encourage the use of the RED Centre sites by environment-based community
and volunteer groups for purposes such as meetings and storing of equipment. This will
encourage communication and collaboration between the groups as well as sharing and
celebrating knowledge. Citizen science activities will be coordinated across the region and in
partnership with the local government agencies.
Much of the outreach education and discovery aspects of the sites can be portable trailermounted, thus allowing the greatest possible access throughout the community for pop-up kiosks
which will operate throughout the year for school activities or at community events across the
region. The pop-up kiosks and sites will be staffed by volunteers, and supported by RED Centre
staff. Both the trailer and the kayaks can also be utilised by local small businesses and volunteer
organisations for education, ecotourism and environmental monitoring activities, when not being
utilised by the RED Centre, for a negotiated fee on a cost-recovery basis for maintenance and
insurance.

6.4

Skills and Resources

Board
The RED Centre will have an appointed board of 8-10 members established under a constitution.
Membership will be from across the region, with members selected on the basis of relevant and
appropriate expertise from the Centre’s partner organisations, including local council, relevant
government agencies, GLaWAC, environment-based community groups, industry, education and
tourism. Thus, the Board will be both representative and expertise based. A leadership team from
within the board will be elected by the Board members.
Staff Resources
The day to day operations of the RED Centre will be undertaken by an onsite Business
Operations Manager employed by the Contractor. Other salaried positions at the RED Centre will
include a Citizen Science Coordinator, Education Officer and Community Engagement Officer. It
is envisaged these positions will commence on a fractional basis, shared across the localities,
incrementally increasing to full time appointments within five years with economic development.
In addition to the key roles at the RED Centre a skeleton support staff will be required to carry
out day-to-day operations. These include an administration assistant, finance, legal and
marketing support. These positions will ideally be supplied by the Contractor as part of their
organisational structure. The RED Centre will have the potential to host a Scientist in Residence
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program at one or more of the venues, dependent upon funding and researcher availability.
Scientists external to the Contractor, funded by their host institution, may be seconded to the
RED Centre for a specific period of time to fulfil this role.
Volunteers
The Centre and pop-up trailers will be supported by the salaried staff of the Contractor, but in the
first 1-2 years be supported by volunteers. Volunteers will be provided with basic training from
the salaried staff regarding the information they will be delivering or role they will be carrying out.
It is expected that volunteers will be sought from pre-existing environment-focused community
groups, visitor information volunteers, pre-service teachers, environmental science students and
other environmentally-minded locals. All volunteers will be required to undertake two days training
and have a working with children clearance prior to commencement. Volunteers will be supported
throughout their time with the RED Centre by ongoing updates, training opportunities and
recognition and celebration of their work.
It is envisaged the Centre will be staffed at least one week day and one day per weekend and 35 days/week during the school holidays within the first year at each of the operating sites; this
may be revised, if funding permits. It is anticipated that there will be paid part-time positions
utilising the pop-up RED kiosk for education and discovery programs off-site within the first three
years. This may increase to full time within five years. There will also be opportunities for
volunteers at the RED Centre to participate in school holiday and school incursion programs both
onsite and at various locations throughout the region. The Centre would encourage pre-service
teachers and outdoor education students to undertake these volunteer opportunities to help
support their scientific and environmental literacy and strengthen their teaching experience.
Equipment
Where possible, RED Centre sites will be located in pre-existing buildings. The larger RED Centre
localities will require a substantial display area, meeting space with video-conferencing facilities
as well as manned counter, access to public amenities and office space for salaried staff. The
facilities required for the other sites will depend on the size available, the required activities at
each site and the needs of the groups that are partnering with the RED Centre. An interactive
touchscreen information portal, engaging noticeboard and storage area are the minimum
requirements. The RED Centre will also host a trailer, equipped with interactive education
materials around the environmental information and value of the Lakes that will act as a pop-up
kiosk at community events and be used for schools’ programs. To assist with both education and
ecotourism activities, as well as school holiday programs, the RED Centre will have a minibus
(22 seater) and fleet of kayaks (15) to assist schools to access hands-on programs. The facilities
may also be made available to local groups and businesses for hire, at a fee that will cover running
costs and maintenance.
Future developments of the RED Centre (beyond 5 years) would see fully equipped laboratory
facilities and class rooms for immersive environment-based educational opportunities. This is
subject to the support of the Department of Education.
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Communication
Communication is integral to the success of the RED Centre. Communication and dissemination
of achievements will be encouraged in a variety of ways. These include messaging though the
knowledge portal, media engagement, posts on social media platforms (Instagram, Twitter,
Facebook), face-to-face conversations, notices on the message board and discussion groups,
press releases, staff blogs, webinars and community forums as well as the development of fact
sheets and newsletters distributed via the mailing list and the knowledge portal. Incoming
communication will be managed by the knowledge portal and administrative staff in the first
instance and then referred to the relevant person. Citizen science activities will be coordinated
through the centre via, but not limited to, management of a detailed mailing list of the various
groups.
Quarterly community information sessions will be held with updates on RED Centre activities,
highlighting the latest research. These public forums will be used as an opportunity to seek input
from the community about knowledge gaps or recent events, as well as being able to address
questions of concern. These meetings will also encourage knowledge sharing between citizen
science groups and look at how the information they are generating is being utilised by local
government agencies and researchers. The forums will also provide opportunities to make
suggestions regarding future operations and activities of the RED Centre and review the success
of current programs.

7. Key Success Factors
The success of the RED Centre will be measured at various stages throughout the initial five
years of the project. In order for the RED Centre to meet its vision and objectives the following
success factors will be required to be achieved:
Year 1-2
• Governance structure in place – partners determined, partners signed up, board formed
and incorporated, steering committee established;
• Knowledge portal platform established and operational with initial datasets in place.
• At least one site and plans for 3 or more;
• Establishment of core motivated and highly skilled staff, including co-option of trained
volunteers;
• Identification of citizen science programs and teams in the area (ongoing);
• Establishment of research partnerships between agencies and citizen science groups
through the RED Centre;
• Community engagement activity calendar established, including public forums and
outreach activities (ongoing);
• Ecotourism and education initiatives commenced;
• Social media plan established and,
• RED Centre launch and community celebration.
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Year 3-4
• At least four sites established and operational.
• Expanded staff opportunities in education programs, ecotourism, and community
engagement;
• Attracted and retained a highly skilled and passionate workforce;
• Range and depth of activities and services extended including citizen science programs
and groups, outreach activities, educational and tourism programs;
• Education Department on-board for development of a Victorian Specialist Science Centre
focussed on aquatic sciences;
• Development of good relationships with local small business, including provision of facilities
and services;
• Consolidating position and finances – working towards self-sufficiency and,
• Attracting substantial funds for the development of research, particularly citizen science
programs, education and engagement programs from competitive grant schemes and
philanthropic funds, in partnership with community organisations.
Year 5
• Sites fully staffed and operational throughout the year;
• Financially independent, with all profits returned to the development of programs at the
Centre;
• Winning awards in ecotourism, education and community engagement;
• Tourism destinations, with key activities in peak periods and engaging displays for yearround indoor and outdoor discovery and,
• Well-established part of the Gippsland community.
Aspirational
In addition to the clear metrics that the RED Centre will be measured against over the first five
years, there are longer term aspirations that it is envisaged the Centre will be able to provide into
the future.
One of the key motivations for the RED Centre is to provide new educational and employment
pathways for youth from the Gippsland Lakes region, to stay within the region. In particular, this
includes increasing opportunities in the environmental sector including aquaculture and healthy
fisheries, environmental management, innovative horticulture and agriculture, safe waste
reclamation and provision of high quality water services. Other opportunities rest in ecotourism,
outdoor education and adventure sports within the region.
Our vision is that students who visit the RED Centre in primary school will be inspired by the
opportunities that the natural world on their doorstep presents and encourage them to complete
year 12 and continue on to higher studies in a field which can only bring benefit to their region.
Further, the RED Centre could provide laboratory space and support in partnership with other
education providers for distance education students who require a local space to enable them to
complete the practical components of their studies. This is a future aspiration for the RED Centre
that would require significant investment from the Department of Education as part of the
development of an Aquatic Sciences Education Centre. The Gippsland economy will see a
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change over the next two decades and new opportunities will arise, particularly related to the
Gippsland Lakes, through eco-tourism, fisheries, aquaculture, and other nature based activities.
The RED Centre will be at the forefront of enabling this transition to ensure a prosperous
community.
A further measure of success will see the various natural resource management agencies
throughout the region undertaking a coordinated approach to the management of the region from
the top of the catchments to the Entrance for the best environmental outcomes. This will be
facilitated by the RED Centre Knowledge Portal, which will allow easy access to data, and high
quality data acquisition being undertaken by citizen science programs under the RED Centre and
its partners and collaborators. Healthy lakes and catchments achieved by evidence-based
decision making will be a key performance indicator.
The communities of Gippsland are passionate about their corner of the world, and rightly so.
Many citizens are keen observers of nature, through fishing, bird watching, field and game,
revegetation programs, private land and vegetation management or through boating, paddling,
hiking and riding. The RED Centre also acknowledge the deep knowledge of the Gunaikurnai
people and the long custodianship they maintain over these lands. The RED Centre will celebrate
community knowledge and act as a portal to share information, ask questions and seek answers.
It will be a key part of the community and act as a home to environment-based community and
citizen science groups.

8. Business Objectives
Business objectives need to reflect the Vision and Mission of the RED Centre; however, these
will be reviewed and refined by the appointed board and management in the first year of
operation. The following objectives are provided to support the initial establishment of the Centre.
They are listed in the table below in four areas:
•
•
•
•

Client relationships;
Finance;
Internal excellence; and,
Innovation and delivery excellence;

The Key Performance Indicators have been arranged using the Balanced Scorecard approach
so that the strategic intent of the Business Plan can be tracked consistently for the next three
years.
This approach has been adopted due to its ability to provide transparency regarding the internal
and external factors affecting the RED Centre in addition to ensuring that changes in strategic
direction are not taken in isolation and without reflection on the triple bottom line. These items
are addressed in the SWOT analysis (Appendix D) with further information on risk and risk
management described in Appendix E.
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Table 3. Business objectives with measures and targets for the first three years.
Strategic
Perspective

KPI Objectives

Measure

Target
FY01

Client Relationships

Governance structure
supports client
relationships
RED Centre regarded as a
trusted service provider

RED Centre regarded as a
leader in the sector
Knowledge portal platform
established and
operational with initial
datasets in place
Victorian Specialist
Science Centre
established focussed on
aquatic sciences
Finance

Financial performance
targets
Establish clear and
efficient financial reporting
systems
Physical locations
operational

Centre is gaining
additional funds for
program outside partners.
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Communication pathways
in place
Effective customer
relationships within
12 months
(Customer surveys)
Leadership recognised
within 3 years
(Customer surveys)
Centre for eResearch
and Digital Innovation
(CeRDI) completed
website
Education Department
on-board to support
development of
Education Centre within 3
years.
Meet or exceed agreed
targets over the next 3
years
System established and
operational within 6
months of operation
At least one physical
Centre and plans for 3 or
more others in Year 1
At least four sites
established and fully
operational in Year 3
Substantial funds for
research, education and
engagement programs
from competitive grant
schemes and
philanthropic funds, in
partnership with
community organisations
within 3 years.

FY02

FY03

X

X

X

X

X

X

X

X

X

X

X

X
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Strategic
Perspective

KPI Objectives

Measure

Target
FY01

Internal Excellence

Innovation and
Delivery Excellence

Staff recruited with high
level skills

Number of staff, training
level and experience

Expanded staff
opportunities, including
education programs,
ecotourism, research
associates, lab staff and
community engagement;
Attracted, retained and
motivated highly skilled
and passionate workforce

Number of staff, training
level and experience
increase in Years 2 and 3

High level of innovation
and demonstrated

Turnover rate in year 3
Staff survey indicates
high concordance with
Centre’s values and
objectives
Advice sought from
partners in year one

Centre(s) regarded as a
tourism destination(s)
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Research support plan
developed with partners
in year one.
Research support plan
developed for whole
system including uptake
of data collected by
external stakeholders in
year 3
Key activities in peak
periods and engaging
displays for year-round
indoor and outdoor
discovery.

FY03

X

X

X

X

X

Advice sought from
external stakeholders in
years 2 and 3
Support research agenda
both within the Lakes
region and beyond

FY02

X

X

X

X

X

X

X
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9. Implementation Activities
The commencement date on the implementation activities will be dependent on securing partners
and committed funding. However, the table below outlines an indicative roll out plan for the RED
Centre.

Table 4. Implementation activities and estimated start and finish dates.
Key Task

Start Date

End Date

Undertake legal establishment of organisation

Sep 2016

Oct 2016

Partners appoint Board Chair

Sep 2016

Oct 2016

Establish Board Charter and Constitution

Sep 2016

Oct 2016

Board appointments

Sep 2016

Oct 2016

Appoint RED Centre Service Agent Contractor

Oct 2016

Nov 2016

Contractor to reconfirm services roll out plan and delivery
details and formulate detailed implementation plan

Oct 2016

Nov 2016

Contractor to establish services team

Oct 2016

Nov 2016

Contractor to establish finance, IT and communications
systems for RED Centre

Nov 2016

Feb 2017

Contractor undertakes establishment of Centre infrastructure Nov 2016
and sites

May 2017

Refresh organisation project development plan

Dec 2016

Feb 2017

Contractor and Board to create branding, marketing and
communications plan for the RED Centre

Dec 2016

Feb 2017

Contractor to undertake establishment of revenue streams
and funding plan

Dec 2016

Feb 2017

Briefing to community and industry stakeholders on
business implementation activities and progress

Nov 2016

Ongoing

Monthly reporting to board

Dec 2016

Ongoing

RED Centre research, education services commence

Mar 2017

Ongoing

RED Centre discovery services commence

May 2017

Ongoing

Business marketing plan implementation

Mar 2017

Ongoing

Strategic planning with Board by Service Contractor for
period beyond start up commences

May 2017

Ongoing

Business Initiation/Start Up

Business Planning/Development

Business Delivery
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10. Marketing, Communication and Engagement
The marketing and communication strategy for the RED Centre is focused on achieving the RED
Centre’s primary goal to celebrate the unique living laboratory of the Gippsland Lakes region and
to share this knowledge with the broader community to ensure informed and proactive future
management of the Lakes for the best environmental and social outcomes. Thus, the overarching
aim of the marketing and communication strategy is to increase the knowledge of the Gippsland
Lakes community and beyond about the Lakes and their catchment and provide a range of
mechanisms for knowledge sharing between researchers, managers, community groups and
citizen scientists, and industry.
It is critical that the marketing strategy builds ownership of the RED Centre in the Gippsland Lakes
community so that the community, agencies and industry support and use the Centre, are keen
to ensure its continued success and thus are active in ensuring its sustainability in the region for
the long term.
An overarching aim is to inspire local students to aspire to careers related to the Gippsland Lakes,
such as environmental science, natural resource management, fishing, aquaculture, tourism, and
thus, encourage them to continue their education. This will be achieved through a range of
marketing and communication strategies aimed at providing experiential learning opportunities in
the living the laboratory of the Gippsland Lakes, as well as providing opportunities for local
professionals to talk to school students about their career pathways and jobs. In addition, the
RED Centre actively encourages life-long learning and community engagement through citizen
science programs. This both enables skill development and contributes to the ongoing healthy
management of the Lakes’ environment.
There are a number of specific marketing and communication objectives that will drive the
marketing and communication activities of the RED Centre. These are described in the table
found in Appendix F, along with suggested strategies for achieving these objectives.
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11. Finance
11.1 Funding Model
The funding model includes establishment funding sought from the Gippsland Lakes Coordinating
Committee and other key financial partners. This will be used to leverage funds from a number
of Federal and State funding and grants programs that currently exist, connected with Innovation,
Technology, Education and Regional Jobs. Funding for ongoing staffing and operational costs
will be sourced primarily by annual subscription from financial partners and from revenue for
services provided by the Centre. All revenue will be reinvested into the RED Centre.

11.2 Establishment
An initial commitment from partners of the RED Centre including the Gippsland Lakes
Coordinating Committee and other major financial partners in the order of $500,000 will be
sought. This will be used to attract matched funding from both Federal and State Government
bodies such as Regional Development Victoria. Infrastructure establishment costs for the RED
Centre are outlined in Table 5.

Table 5. RED Centre establishment costs.
Description of Cost

Breakdown

Establishment costs for company

Contracts, incorporation

Set-up and fit out of Centres

Dependent on available sites
Multi-purpose trailer with
mobile laboratory

$50,000

Trailer and fit out
Design

Sites and displays

$30,000

Signage and branding

Graphic design and printing

$30,000

Vehicles

2 x 4WD including operations

$160,000

Minibus

24 seater minibus

$100,000

Kayaks

Fleet of 15 double kayaks +
life jackets & wetsuits

Knowledge portal

Initial establishment costs

TOTAL
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$3,000
$250,000

$30,000

$130,000
$783,000
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11.3 Ongoing
There will be an annual subscription for financial partners of the RED Centre, scaled to the level
of interest and availability of funds of the partner organisation. These funds will be used to cover
the running costs of the RED Centre. The base subscription fee is $10,000. This will entitle
partners to:
•
•
•
•
•
•

Nominate a member to the Board;
Promote materials through the RED Centre;
Display their logo in the Centre and associated knowledge portal;
Access to all facilities and resources;
Request citizen science activities and basic discovery products; and,
Contribute to stakeholder workshops to set research support, education, and discovery
priorities and participate in knowledge sharing activities.

The top subscription tier ($25,000) will entitle access to password protected sections of the
knowledge portal and ability to access RED Centre staff expertise to develop collaborative
projects and programs, which would be dependent upon subsequent funding. The lower tier
($1,000) is targeted to not-for-profit organisations to become recognised partners of the RED
Centre and access all facilities, as per the base subscription. There is also provision for
community members to become Friends of the RED Centre. A list of likely partners and
subscription level is given in Appendix C.

Table 6. Levels of annual subscription for financial partners
Level

Subscription amount

Tier 1

$25,000

Tier 2

$10,000

Tier 3

$1,000

Indicative operational costs per annum for the first two years are broken down in Table 7. Further
details on staff costings are available in Appendix G.

Table 7. Estimated operational costs per annum for the first two years.
Description of Cost

Breakdown

Board positions and costs

$10,000 p/a for executive + $1,000 p/a per
person for expenses

Staffing

See Appendix G for details

$275,000

Business systems and processes

Includes all back office operations, IT, HR, etc.

$100,000

Rent

Indicative only – may be provided in-kind

$50,000

Running costs - utilities

Electricity, telephone, gas, water

$10,000
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Marketing

Print and social media

TOTAL

$25,000
$500,000

Additional funds for provision of services will be sourced as a fee (5%) applied to all work through
the Centre, such as development of facts sheets and educational resources. To increase the
capacity of the Centre over the five-year period, funding will be sought through grants and industry
opportunities. One of the primary operations of the RED Centre would be to seek and apply for
further funding. The services and footprint of the RED Centre will expand only when fully financed.

12. Conclusions
The key factors in achieving the RED Centre Vision, Mission and Business Plan objectives are:
• The right governance structure in place;
• Willing partners ready to support the RED Centre (financially and in-kind);
• Knowledge portal platform established and operational with initial datasets in place in the
first 6 months;
• At least one physical Centre and plans for at least 3 more, in the first year;
• Establishment of core motivated and highly skilled staff, including trained volunteers;
• Establishment of citizen science groups and programs through the RED Centre;
• Sharing of research activity in the area, through community and stakeholder workshops;
• Establishment of a partnership with the Gunaikurnai people and celebration of their
knowledge of the system, through consultation;
• Community engagement activity calendar established, including public forums and
outreach activities (ongoing);
• Ecotourism and education initiatives commenced; and,
• Community and regional group "ownership" of the Centre.
Over time this will lead to:
• More sites being established and fully operational;
• Expanded staff opportunities, in education programs, ecotourism, research and technical
areas as well as community engagement;
• Increased range and depth of activities and services;
• Being regarded as a trusted service provider by partners and the community;
• Attracting substantial funds for the development of further programs;
• Becoming financially independent, with all profits returned to the development of
programs at the Centre;
• Winning awards in ecotourism, education and community engagement;
• New direct and in-direct jobs in the region (up to 10-12 associated with the Centre);
• Regional economic development associated with the RED Centre through tourism,
nature-based activities, and opportunities in the environmental sector including
aquaculture and healthy fisheries, environmental management, innovative horticulture
and agriculture, safe waste reclamation and provision of aquatic services;
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• An Education Department supported Victorian Specialist Science Centre focussed on
aquatic sciences;
• Improved environmental and social outcomes;
• Increased awareness of the Gippsland Lakes and their environmental value; and,
• Increased skills and knowledge of community through citizen science programs.
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Appendix A: Value Proposition Statements
The benefits that partners and collaborators would achieve are set out in the following fields:
•
•
•
•
•
•

Natural Resource Management Agencies
Industry
Community
Gunaikurnai
Economic Development
Tourism

These benefits indicate the type of values as well as the types of projects and programs could
be developed; but the actual programs developed would not be limited to this list.

Natural Resource Management Agencies
• Access to knowledge portal – subscriber section;
• Ability to share information across region and agencies and set agenda for mutually
beneficial outcomes;
• Work closely with GLCC;
• Liaison with LGAs;
• Enable another avenue for interaction with researchers, ensuring that knowledge is
shared with the region for best outcomes;
• Enable greater interaction with community and citizen science groups, permitting a more
coordinated approach to environmental management;
• Interaction with schools, promoting environmental values and operations of the agencies;
• Education programs, materials and activities, for a range of ages, such as science camps
in collaboration with local schools and education providers;
• Possibility to contribute to ongoing monitoring through citizen science and value add
research proposition on longitudinal studies of impact/response;
• Portal for research opportunities across region.

Industry
• Access to existing knowledge database, searchable through site of interest – climate, soil,
water quality, etc.;
• Greater coordination with agencies;
• Ability to pose industry-relevant research questions, either via data-mining from existing
knowledge base or contributing to new knowledge;
• Can have a password protected section on portal for relevant group (i.e. Dairy, VegGrowers, Fisheries) and link harvest/yield/pricing data;
• Links with Fisheries industry – between commercial and recreational;
• Coordinate soil and climate monitoring programs and integrate with other monitoring
networks;
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• Education/extension/discovery for school students – citizen science programs,
Waterwatch, Estuarywatch leading to “FishWatch” (this would be a new program);
• Links with tourism through Discovery aspects and pop-up kiosk activities to provide or
facilitate programs such as water-based tours, walking/cycling tours and cultural heritage
tours, in association with local small businesses.

Community
•
•
•
•
•
•
•
•
•
•
•
•
•

Access to existing knowledge database, searchable through site of interest;
Access to journal articles and other materials not readily available;
Ability to contribute citizen science knowledge;
Ability to coordinate data from various groups;
Access to physical locations for meeting, knowledge sharing, store equipment;
Volunteer opportunities through kiosks;
Forum for asking questions – voice for concerns;
Fact sheets on latest research;
Integrated activities at centres in school holidays;
Possibility to network with other groups and agencies;
Social research projects – e.g. environmental history of the lakes (photos, journals);
Opportunities to contribute knowledge;
Hear and engage with latest research through knowledge sharing events.

Gunaikurnai
• Work with Gunaikurnai to help realise the Whole of Country Plan;
• Proudly acknowledge and respect the Gunaikurnai as the traditional owners of the lands
and waters covered by the RED Centre;
• Celebrate the vibrant living culture as well as cultural heritage of the Gunaikurnai;
• Include Gunaikurnai people in research and management programs through the
GLaWAC, promoting knowledge sharing, inclusion and employment;
• Encourage pathway programs for Gunaikurnai people through school, TAFE and Higher
Education;
• Share traditional knowledge as deemed appropriate by Gunaikurnai and encourage the
practice and protection of culture;
• Support the return to healthy country by sound environmental practices, in consultation
with GLaWAC;
• Consult with Gunaikurnai extensively to ensure appropriate signage and representation;
• Seek input from GLaWAC for educational activities;
• Enable access to research and a knowledge portal for exclusive use by Gunaikurnai, if
needed;
• Close connection with ForestTECH to promote shared values and objectives.
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Economic Development
•
•
•
•
•
•
•

Greater coordination with agencies;
Access to research – social and environmental;
Tourism opportunities (environmental, educational, cultural);
Small business opportunities – economic development;
Access to environmental attributes;
Venues for events – community, tourist, etc.;
Go to place for information sounding board, such as climate change impact and
mitigation/adaptation;
• Use of pop-up kiosks and trailer at community festival and other events;
• Small business and community groups use of kayaks for tours for a fee;
• Job creation expected – 3-8 direct and 10-12 indirect jobs in first 3 years.

Tourism
• Development of an Eco-trail of RED Centres drawing visitors through Gippsland;
• Small business opportunities co-located with Centres;
o Café, kayak hire, gift shops, paddle boats, fishing charters;
• Location for wet weather activities;
o Freaky fish, guest lectures, info nights, school holiday programs, school holiday
camps (environmental education);
• Increased accommodation due to school camps;
• Can be co-located with tourist information;
• Informative walking trails;
• Knowledge portal for local environmental values – one stop shop;
o Vegetation, cultural heritage, geology, fish, birds, issues, history;
• Ecotourism opportunities;
o School camps, lead tours, cultural heritage tours, water-based tours, walking/cycling
tours, fishing tours, in association with local small businesses.
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Appendix B: Knowledge Portal Outline
The RED Centre Knowledge Portal will be used to collaborate with RED Centre research and
for industry and community partners to take advantage of the eResearch tools to:
• Interoperably integrate data (open data, research data, big data, sensor data, legacy data,
crowdsourced data, any data)
• Answer frequently asked data/information questions
• Dynamically generate conceptual and predictive models
• Make new research discoveries
• Measure the impacts on decision making and facilitate practice change

RED Centre Knowledge Portal

Generic outline structure, from application to agribusiness
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Appendix C: Partners
Organisation
Gippsland Lakes Coordinating Committee
East Gippsland Catchment Management Authority
West Gippsland Catchment Management Authority
Gippsland Ports
Environmental Protection Authority, Victoria
Gunaikurnai Land and Water Aboriginal Corporation
Southern Rural Water
Gippsland Water
East Gippsland Water
Dept. Environment, Land, Water and Planning
Museum Victoria
Dept. Economic Development, Jobs, Training and Resources (Fisheries Victoria and
Agriculture Victoria)
Department of Education
Parks Victoria
East Gippsland Shire
Wellington Shire
Latrobe Shire
Baw Baw Shire
Lakes Entrance Fisherman’s Co-Op
Victorian Recreational Fisheries
South-East Trawl Fishing Industry Association
Dairy Australia
East Gippsland Food Cluster
Macalister Irrigation District
Southern Farming Systems
Australian Paper
FedTraining
Gippsland East Local Learning and Employment Network
Committee for Gippsland
Lakes Entrance Business and Tourism Association
East Gippsland Marketing
Destination Gippsland
Wellington Regional Tourism
Business and Tourism East Gippsland
Gippsland Coastal Board
Bairnsdale Field Naturalists
Latrobe Valley Field Naturalists
East Gippsland Rainforest Conservation
Birdlife East Gippsland
Sale Field and Game
Bugblitz
Fishcare
Landcare
Waterwatch
Estuarywatch
EnviroStories

Partner
***
***
***
***
***
***
***
***
***
**
**
**
**
**
**
**
**
**
**
**
**
**
**
**
**
**
**
**
*
*
*
*
*
*
*
-

Key: *** tier 1, ** tier 2, * tier 3, - non-financial partner
NB: This classification is just indicative (and assigned to estimate the possible income from subscriptions)
and not limiting, as organisations can join at any level they wish. The assignments have not resulted from
any detailed agreements and would be subject to discussions with each organization.
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Appendix D: SWOT Analysis of RED Centre
Strengths

Weaknesses

• Strong support in community for RED Centre

• Funding not yet secured

• Strong local focus involving local people

• Sites for the centre not yet secured

• Focus on the aquatic environments and their
relationships with land and people,
concentrating on the Gippsland Lakes, their
catchment and communities

• Education programs and community
engagement activities not developed

• Partnership model with partners from
agencies, research institutions, education
institutions, community and industry

• Partial reliance on volunteers

• Organisational structure that reduces risk to
partners and ensure broad participation in
strategic planning
• Multiple locations (sites) across the region
with a virtual presence and pop-up trailer for
events Broad focus of centre on research,
education, knowledge sharing and discovery

• Initially small staff numbers

• Lack of public transport around the
region
• Distance from Melbourne to eastern
Centre locations
• Some dissention between east and
west Gippsland

• Knowledge portal and interactive web
presence
• Knowledge sharing through portal, centres
and other forums
• Brokering and coordinating research in the
region
• Interpretation of research
• Partnership with Gunaikurnai
• Attractiveness of Gippsland Lakes region as
a living laboratory for education, for visitors
and researchers
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Opportunities

Threats

• Nature based tourism (i.e. kayak tours of the
lakes system)

• Loss of motivation and support from
community or partners

• Availability of shared facilities in a number of
locations (i.e. SEAMAC and Port of Sale)

• Lack of volunteers

• Strong need in the community for an
education facility to help build a culture of
education in the community
• Strong need in the community for a vehicle
for coordinating and collating research and
making it available to the wider community

• Loss of staff
• Loss of paid members or subscriptions
• Funding cuts to the region, or to
education and research budgets
• Upcoming election and potential change
in focus of government funding

• Need for an aquatic science focussed
education centre in Victoria

• Visitors concentrated in summer months

• Availability of interoperable technology for
knowledge sharing

• Potential negative impact of increase
visitor numbers on ecosystems

• Development of a knowledge portal for
Gippsland Lakes

• Schools programs not supported/utilised
by local schools

• Summer camps, school field trips, summer
activity programs for locals and visitors
• Living laboratory for experiential and naturebased learning across a range of
environments
• Coordinate opportunities across Gippsland
Lakes region
• Bring Gippsland Lakes region together
• A range of successful citizen science and
school education programs
• Active community groups
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Appendix E: Risk Analysis of RED Centre Plan
Risk

Consequence

Mitigation

Lack of stakeholder
availability

Delays in time, cost, project
delivery, project quality
compromised

Confirm stakeholder
availability during selection

Stakeholder/community
engagement not undertaken
causing discord

Project aims, objectives
jeopardised long term
sustainability at risk

Undertake briefings, design
and implement
Communications plan
(social media, forums,
newspapers, newsletters
and stakeholder networks),
establish progress charter
and terms of reference

Unable to collaborate with
subject matter experts
(SME) to deliver on key
priorities

Delays in time, project
outcomes at risk

Identify backup SMEs,
confirm or lock in SME
ability to commit at time of
selection and periodically
review with SME availability,
interchanges possible

Project funding reduced/lost

Project not able to progress.
Project scope and
deliverables reduced or
jeopardised

Project sponsor confirms
and maintains financial
commitment

Project member team lost

Delays in time, project
scope, deliverables, cost
impact jeopardised

University identifies
contingency, interchange
project team member,
review regularly, project
team reserve availability

Natural disaster occurs

SMEs not available, results
in project time delays, scope
and deliverables reduced or
jeopardised

Identify SMEs most at risk,
look at
interchange/contingency,
Monitor and adopt a watch
and brief

Data loss – data access

Project delivery lost,
impacted

Establishment of project
document, control systems
and register, back-ups

Inability to access data
industry/market information
required for project

Options analysis not able to
fully undertaken. Project
outcome jeopardised

Confirm/ensure access to
SMEs/project resources,
maintain watching brief,
identify contingency within
project planning
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Appendix F: Marketing Strategy
Aim 1: Build ownership of the RED Centre in the Gippsland Lakes community
Objectives

Strategies

• Build awareness in the Gippsland Lakes
community of the RED Centre and what
it offers

• Develop branding and branding
protocols for the RED Centre

• Build partnerships and collaborations
with agencies, industry, researchers and
community

• Seek out media opportunities to
showcase the RED Centre and it many
activities

• Increase role of partners and
collaborators in decision-making for RED
Centre to build ownership

• Promote the range of services and
activities the RED Centre provides to the
partners, collaborators and wider
community

• Build opportunities for partners,
collaborators, and the wider community
to be involved with or led RED Centre
activities

• Promote the RED Centre as a site for
community groups and citizen scientists
to utilise facilities

• Increase awareness with community
groups and citizen science programs
that the RED Centre is a place for them
to meet and utilise facilities.

• Ensure partners and members are up-todate with all RED Centre activities
• Ensure partners and collaborators and
wider community, where needed, have
input into directions of the RED Centre
and have opportunities to be involved or
led RED Centre activities

Aim 2: Increase the knowledge of the Gippsland Lakes and provide mechanisms for
knowledge sharing
Objectives

Strategies

• Have a virtual RED Centre which
includes a knowledge portal for sharing
knowledge on the Gippsland Lakes and
its catchments

• Use the ‘Love our Lakes’ website as a
link to the RED Centre or the virtual
home of the RED Centre and its
knowledge portal

• Produce a Gippsland Lakes and
catchment knowledge portal

• Build the Gippsland Lakes and
catchment knowledge portal

• Include in the knowledge portal all
research data and reports, agency data,
citizen science and community group

• Broker with researchers, agencies,
citizen sciences and community groups
access to their data and information to
be included in the knowledge portal
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Objectives

Strategies

information and other information
relating to the region
• Increase the number of knowledge
sharing opportunities in the region, for
locals and for visitors to the region

• Develop a number of activities for
knowledge sharing for researchers,
agencies industry and community groups
such as community forums and webinars

• Have a calendar of community
engagement activities that celebrate the
Gippsland Lakes and build knowledge
about the Lakes in the community

• Develop ecotourism opportunities in
collaboration with local tourist operators

• Have a range of relevant educational
materials available online for schools to
access

• Develop a range of community
engagement activities designed to build
celebrate the Gippsland Lakes and build
knowledge about the Lakes in the
community

• Increase the availability of opportunities
for community and visitors to learn about
the region through nature based
activities and interactive displays at the
RED Centre

• Develop online education materials for a
range of primary and secondary
education levels on the region
• Develop discovery activities and
interactive displays to increase
knowledge of community and visitors at
each RED Centre location and for the
pop-up trailer

Aim 3: To inspire local students to aspire to careers related to the Gippsland Lakes and
inspire them to continue their education
Objectives

Strategies

• Have a range of educational programs
and materials available for school
children for incursions in the region and
RED Centre visits

• Develop education programs including
science camps, and living laboratory
incursions and promote them within local
schools initially, and then to schools
throughout Victoria

• Increase the number of professionals
visiting schools to talk about career
opportunities in the region

• Develop age-appropriate educational
materials for both incursions utilising our
pop-up RED Centre trailer and school
visits to the RED Centre

• Increase awareness of youth about
existing environment-related training and
education programs available in the
region
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Objectives

Strategies

• Increase the experiential and naturebased learning opportunities for
social/economically disadvantaged youth
in the region

• Contribute to building a culture of valuing
education in the region through providing
a range of programs to support or
encourage youth to continue their
education

schools and talk about their career
pathways
• Provide information on existing
environment-relevant training programs
through TAFE programs, as well as
pathways to higher education and
research
• Targeted educational opportunities for
social/economically disadvantaged local
students, such as experiential learning
and nature-based play

Aim 4: To coordinate the answering of research questions and filling of knowledge gaps
related to the Lakes, their catchment and their community
Objectives

Strategies

• Increase awareness of research
occurring in the region to answer
important knowledge gaps and pressing
issues in the region

• Develop a register of current research
projects and associated researchers in
the region

• Enable opportunities to identify important
problems, questions or knowledge gaps
for the region

• Coordinate with researchers active in the
region to promote and share their
research using the knowledge portal and
other engagement activities

• Through the knowledge portal provide
access to research information to
partners and the wider community

• Develop opportunities for agencies,
industry and community to raise
knowledge gaps, develop research
questions and project proposals through
a range of forums

•

• Coordinate citizen science programs in
partnership with researchers and
agencies

Augment environmental data collection
by local government agencies and
encourage community participation
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Appendix G: Roll Out Schedule
Below is the projected roll-out plan in terms of salaried positions at each of the four proposed
locations through years one, three and five.
Year 1
Position

LaTrobe
Valley

Sale

Centre Manager
Knowledge Portal
Support
Community
Engagement
Citizen Science
Coordinator

Paynesville

1.0
0.2
0.2

0.6

0.2

0.4

Education Officer
Administrative
Assistant

Lakes
Entrance

0.2
0.4

0.2

0.2

Estimated Total Expenditure for Year 1 = $274,200 + on-costs

Year 3
Position

LaTrobe
Valley

Sale

Centre Manager
Knowledge
Portal Support
Community
Engagement
Citizen Science
Coordinator
S
i
Education
Officer
Administrative
Assistant

Lakes
Entrance

Paynesville

0.4

0.2

1.0
0.4
0.4

0.6
0.6

0.4

0.6

0.4

0.2

0.4

0.6

0.4

0.2

Estimated Total Expenditure = $432,400 + 20 % on-costs
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Year 5
Position

LaTrobe
Valley

Sale

Lakes
Entrance

Paynesville

0.6

0.4

0.6

0.5

0.5

0.4

0.6

0.6

0.4

0.4

1.0

1.0

0.4

Centre Manager
Knowledge
Portal Support
Community
Engagement
Citizen Science
Coordinator
Education
Officer
Administrative
Assistant

1.0
0.6
0.4

Estimated Total Expenditure = $651,000 + 20 % on-costs
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