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INTRODUCTION

Sarah Eggleton Melbourne Water
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Project Context (0.1)

3 objectives:

Bulleen catchment drainage 
outfall;
Improve the quality of 
stormwater; and

Provide alternative source of 
water for irrigation.

Project Funding Partners:

Melbourne Water;
Manningham City Council;

The City of Boroondara;
Carey Grammar School; and

The Commonwealth 
Government of Australia 
(Melbourne WaSSH).

Project was initiated 
approximately 6 years ago.

Freeway Golf Course 
(Boroondara)

Distribution Pipeline

Carey Grammar

Bulleen Park (MCC)

WSUD Works

- The Bolin Bolin Billabong Wetland Project is an Integrated Water Cycle Management 
Project on the eastern banks of the Yarra River in Bulleen;

- 3 objectives catchment outfall, improve stormwater quality and source for 
irrigation;

- Project has 5 funding partners;
- The project commenced nearly 6 years ago and has undergone feasibility and 

detailed design so far
- The objectives of the project have evolved significantly over the 6 years, some of our 

experiences and what we feel are relevant learnings that could be applied to other 
IWCM projects are contained in this presentation;
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Learning 1 Memorandum of Understanding 
(1.1)

Develop a Memorandum of 
Understanding (MoU) 
between the project partners;

Needs to be put in place early 
in the project concept 
development;

Ensures individual and 
collective objectives are 
documented and agreed;

Can and should contain 
caveats, given the early stage 
of project development;
It is the framework for 
progressing the project;

Proposed Wetland & Storage Site

Any form of IWCM will likely involve multiple stakeholders sporting clubs, 
community groups, Councils, water authorities etc;
For example on Bolin we had: 2 Councils, Melbourne Water, Federal Government, 
Parks Victoria, DSE, 3 Schools, Wurundjeri Council, Sporting Associations and Local 
Community Groups all party to the project.
Develop an MoU at the very beginning of the project;
All objectives are outlined;
It should contain unknowns, list risks etc;
It ensures that all parties to the project have an appreciation of what everyone else 
wants out of it;
Provides a framework on which future coordination can be based;
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Learning 2 Strong Business Case (2.1)

MoU should be supported by a 
strong business case and 
feasibility study;
Feasibility study should build upon 
the principles agreed in the MoU;
Forms the basis on which parties 
will assume risk and commit to 
short term and long term goals;
Should contain realistic caveats 
reflective of the stage of project 
development;
The business case is the lynch pin 
that enables parties to commit to 
the project; and
Business case should reflect the 
savings that can be achieved 
through combined action, as 
opposed to individual solutions.

Irrigation (www.yuzuak.com)

Building on the MoU a strong business base needs to be developed;
It must be supported by a feasibility study;
A business case for an IWCM project can be complex, for example in our project we 
initially were providing water to the Billabong to achieve ecological outcomes how 
do you quantify the value of such an approach let alone include it in a business case? 
I don t know, but it must be attempted and must be quantified in someway.
Forms the basis on which parties will take onboard risk and provides the financial 
framework to guide the detailed design;
The business case is the lynch pin;
Particular to IWCM is the concept of achieving value through combined action , for 
example: If all the irrigators acted unilaterally they would each have to build pumps, 
pipelines, lakes, tanks etc.  There are savings in undertaking a project together;
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Learning 3 Shared Risk Approach (3.1)

Business case should include a 
shared risk approach between 
project partners;
There are significant risks and 
costs associated with the design 
of a project;
Should include:

Construction risk allocation;
Design risks;
Funding risks Capital & 
Operational;
Water quality risks;
Management arrangements;

This approach assists in binding 
parties to the project and helps to 
foster inter-organisational trust;

Proposed Irrigation Pipeline Alignment

The most important lesson that we found was the need to take a shared risk 
approach;
Ideally risk apportionment should be proportional to benefit;
Risks are present at all stages, in particular in design, and of course construction;
Ensures stakeholders have skin in the game and helps to foster trust between 
organisations;
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Learning 3 Shared Risk Approach (3.2)

An example of the need to take a 
shared risk approach to project 
development was:
During the design significant 

geotechnical issues were discovered;
A large sand layer with high 

conductivity to the adjacent Yarra 
River was found to underlay the site;
The sand layer meant that the 

proposed water bodies required 
raising to avoid conflict with the sand 
layer hydrostatic pressure and water 
retention;
Ultimately the geotechnical issues 

resulted in a large increase in costs, 
both design and construction;

Original Design Layout 
(GHD Pty Ltd)

Sand Layer Contour Map (Coffey 
Environmental Pty Ltd)

We have two examples of why this shared risk approach is a good idea;
During detailed design we identified a highly conductive sand layer under laying the 
site which was well connected to the Yarra River;
Presented major design restrictions and had implications on constructability;
Geotechnical investigation was expensive, design changes were expensive, it assisted 
in having the other stakeholders share these liabilities;
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Learning 3 Shared Risk Approach (3.3)

Another example of the need to 
take a shared risk approach was 
encountered when the decision 
was made to exclude the supply 
of water to the Billabong;
Parks Victoria/DSE was a non-
capital funding partner, but would 
have contributed to the OM&R 
costs;
The resulting shortfall in OM&R 
funding towards the project placed 
a greater burden on the other 
parties;
The approach taken distributes 
this risk amongst all and it is not 
shouldered by a single entity.

2nd example As you would ve seen in the previous presentation, the project 
originally was planned to supply water to the Bolin Bolin Billabong;
Due to a combination of factors, including the breaking of the drought and financial 
realities, the decision was made to not include supply of harvested stormwater to the 
Billabong;
In this case: PV/DSE was not a capital funding partner so the capital implications of 
effectively losing a stakeholder were limited;
They would ve have been an operational cost funding partner and as such their 
withdrawal presented a shortfall in the OM&R funding which needed to be addressed 
by the other stakeholders
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Learning 4 Development of Partnerships (4.1)

IWCM projects do not fit neatly 
within many organisations core 
business or regulated boundaries;

This is particularly relevant when 
operational, governance and 
maintenance outcomes are being 
considered;
The project involves:

Wetland;
Sedimentation Basins;

Pump Stations;
Reticulated Irrigation Mains;

Electrical & Telemetry 
Control Infrastructure; and

Public Open Space.

Intrinsic in all the previous learnings is the need to develop strong partnerships 
between organisations;
IWCM doesn t fit neatly as a core business for many organisations;
This is particularly relevant to operation, governance and management 
arrangements;
Our project involved: wetland, sed basins, pump stations, reticulated mains, complex 
electrical and telemetry equipment and public open space
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Learning 4 Formalising Partnerships (4.2)

Other considerations:

Land tenure Multiple owners, 
leases and directly assigned 
management responsibility;
Eventual asset ownership;

Maintenance access rights;
Leases, Licences or Crown 
Land Committee of 
Management (CoM);

Legal liabilities;
Financial arrangements;

Administration and governance;
Security of ongoing funds:

Deeds and/or traditional 
contracts;

Developing partnerships is only part of the way the agreements between parties 
need to be formalised to give legal backing to parties to protect their interests but 
also to ensure long term viability of shared assets;
Considerations we came across included: land tenure, asset ownership, maintenance 
access rights, liabilities, financial arrangements, governance and security of funding 
into the future
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Learning 4 Formalising Partnerships (4.3)

Arrangements between all the 
parties should be finalised and 
endorsed through a Binding Legal 
Agreement, including details on 
items such as:

Funding arrangements;
Governance arrangements;

Land tenure and access 
arrangements for 
maintenance;

Ongoing routine 
maintenance arrangements 
and replacement of assets at 
end of useful life;
Decommissioning asset

To formalise the partnerships we engaged solicitors to develop a draft heads of 
agreement and circulated it for comment and feedback;
We found the most productive way was to put something down on paper as opposed 
to speak in general principals;
At a minimum a heads of agreement needs to include: funding, governance, access 
arrangements, asset custodial responsibilities and address 
decommissioning/resetting;
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Learning 5 IWCM Projects are Multifaceted 
(5.1)

In order to address these issues, a 
Governance Options paper was 
prepared;
The starting point was based on the 
land and governance issues;
The paper concluded that a single entity 
should manage the project operation 
and financial arrangements;
The paper suggested a governance 
structure & land tenure/access 
arrangements:

Manningham City Council (MCC) 
Asset Manager;

MCC enter into CoM
arrangements to access Crown 
land;
MCC enter into licences with 
other parties to access assets 
built on their land

Crown Land Committee of 
Management

Licence (s)

Land Tenure/Governance Arrangements 
(The Public Land Consultancy)

Due to legal and land tenure complexities with our project we hired a consultant to 
prepare a governance options paper;
Findings: single entity run the asset not a board or incorporated body, CoM for 
Crown land, licenses for access to access assets on freehold land;
Indicate structure diagram Manningham asset manager, CoM to PV/DSE and 
licenses to Boroondara and Carey
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Learning 6 Capital Commitments vs. Ongoing 
Operational Commitments (6.1)

The reality is that IWCM projects 
have many and wide reaching 
benefits, therefore their 
operational costs are likely to be 
higher than traditional 
approaches;
In order to sustain a project 
throughout its useful life span, 
ongoing financial/in-kind 
contributions are required;
An important principal of the 
proposed governance structure 
was that it would be cost neutral 
to Manningham City Council (ie. 
the Council only pays its 
contribution); and
As the asset manager, Council, 
would collect funds from the 
project partners to fund the 
administration and operation of 
the assets.

Sedimentation Basin Maintenance 
(WSUD Engineering Principals CSIRO)

No party will sign up to a long term agreement without knowing their liabilities;
IWCM projects have higher operational costs than traditional approaches this is 
because they are more widely beneficial;
In our management structure, Council was happy to explore Manningham functioning 
as the asset manager on the basis that the Council would not shoulder an 
unacceptable level of risk;
Important to quantify the costs of operating the asset into the future;
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Learning 6 Capital Commitments vs. Ongoing 
Operational Commitments (6.2)

After detailed design, a cost estimate for 
operation was prepared:

Operational Electrical charges, 
telecommunication charges, 
accounts, auditing etc;
Maintenance Pump servicing, 
wetland replanting, sedimentation 
basin desilting etc; and
Renewal (Capital) Resetting of 
wetland, replacement of pumps etc.

The purpose of the OMR schedule was to 
determine what contributions the project 
would require to function as an ongoing 
asset;
The costs identified were separated into 
two categories and apportioned 
accordingly:

Drainage authority costs 
Manningham City Council; and
Harvested stormwater supply costs:

Manningham City Council;
The City of Boroondara; and
Carey Grammar School.

After detailed design, consultant put together a cost estimate for the operation, 
maintenance and renewal costs for the life of the asset;
This formed the basis on which contributions could be determined;
MW s expertise in this area was of great assistance, in particular to the wetland, sed
ponds etc;
Made sure to separate out costs that were not a shared responsibility Council is the 
drainage authority, PV/DSE is the land manager, Boroondara owns the golf course 
etc;
The OM&R schedule also proved helpful when we found a shortfall in meeting our 
operational liabilities, it clearly showed where the low hanging fruit was to make 
savings through design changes to reduce the OMR liability;
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Summary

Water leadership requires collective learning and collective 
commitment to common objectives and action

Lessons learnt:
Develop a memorandum of understanding at an early 
stage of project concept development;
Develop a strong, robust business case with realistic 
caveats to account for unknowns;
Take a shared risk approach through the design, 
construction and maintenance;
Develop partnerships with stakeholders with a clear 
understanding of individual requirements;
Formalise partnerships with a binding agreement;
IWCM is a multi-faceted endeavour;
Consider operational requirements from an early stage 
as they are often complex to fund/administer.

Read from the slide.
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