GMW Water
Efficiency Project
Pre-project consultation overview

Pre-Project Consultation Overview
1 Introduction
The Australian Government’s Water Efficiency Program has made $1.5 billion in funding available for
water efficiency projects. The Murray Darling Basin Plan requires that all projects that recover
additional water for the environment have neutral or positive socio-economic outcomes and comply
with the socio-economic criteria agreed to by Basin Ministers.
In line with the criteria, Goulburn-Murray Water (GMW) have consulted with the community, local
government and industry during development of the Water Efficiency Project. An overview of preproject consultation undertaken to date is provided in this report.

1.1 Project Overview
The Goulburn-Murray Water (GMW) Water Efficiency Project presents an opportunity to recover
additional water for the environment through investment in efficiency measures to further
modernise the Goulburn Murray Irrigation District (GMID). This proposal comprises two subprojects, the Backbone Transformation Project (BTP) and Shepparton East Project (SEP). Together,
these works will provide 15.9 GL of water savings at a total cost of $177.5M.
Detailed business cases have been prepared for each sub-project. The BTP and SEP will provide
several beneficial social, economic, and environmental outcomes, including:
•
•
•
•
•

enhanced service standards to GMW customers with consequential beneficial agricultural
output and flow-on economic impacts.
generation of up to 15.9 GL long term annual average yield water savings.
contribute to GMW’s objectives by further rationalising the channel network.
reduced accessions to regional water tables and unseasonal outfalls to natural waterways.
economic stimulus to the regional GMID during the construction phase.

The business cases and socio-economic impact assessments provide further detail for both subprojects.

2 Pre-Project Consultation
2.1 Purpose of the Consultation
Funding for the Water Efficiency Project is being sought through the Commonwealth Government’s
Water Efficiency Program. This means the projects must meet the socio-economic criteria agreed by
the Murray-Darling Basin Ministerial Council, to ensure water recovery projects have neutral or
positive socio-economic outcomes.
The Victorian Government has established a process through which DELWP and GMW work together
to develop water efficiency project proposals that comply with the agreed socio-economic criteria,
this can be found at https://www.water.vic.gov.au/mdb/mdbp/commonwealth-water-efficiencyprogram.
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An important part of the criteria is the requirement that stakeholders are consulted during project
design. The public will have the opportunity to comment on the socio-economic outcomes of the
project once the project is submitted to DELWP for assessment against the criteria.

2.2 Pre-project Consultation
GMW undertook pre-project consultation with key stakeholders between July and August 2020. As
part of this consultation, GMW presented details of the proposed Water Efficiency Project, the
expected project benefits and requested feedback.
As part of this process, GMW engaged with more than 200 individuals representing more than 50
organisations and associations. Including:
•
•
•
•
•
•

Water Service Committees for each irrigation area in the GMID.
Stakeholder Consultative Committee for the existing Connections Project.
Horticulture, dairy and agriculture industry groups.
Government agencies, including Catchment Management Authorities and Councils.
Local contractors and suppliers.
Local politicians and leaders.

A copy of the presentation used as the basis of these discussions is included as Attachment 1.
Following positive feedback and discussions from key stakeholder groups, GMW expanded the
engagement to the public, and provided a forum for irrigators and local community members to
understand details of the proposal, ask questions, and provide feedback. Consultation with irrigators
and local community members was achieved through:
•

•
•

•

Letters were sent to customers whose properties are serviced by GMW assets that may be
considered as part of the project scope, notifying of the upcoming completion of the
Connections Project, while noting that a proposal for further works had been developed.
Details of the proposal, including registration links for the webinar sessions, were published
on the GMW website through the ‘Your Say’ page (Attachment 2).
An opinion piece was published in local newspapers, providing an overview of the proposal
and advertising the opportunity for the public to find out more details through the ‘Your Say’
portal and webinars (Attachment 3).
A series of Webinars were conducted (14th August and 17th August). These sessions were
attended by customers, where details of the proposal were presented, followed by a
questions and feedback opportunity.

If the project proceeds to the Commonwealth and is approved for funding, further detailed
consultation will be undertaken with each impacted customer through the eight step Landowner
Engagement and Reconfiguration process, which includes channel level meetings and one-on-one
site visits by a project representative.
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2.3 Overview of feedback
GMW recorded the outcomes of consultation undertaken and have prepared a concise outline of the
key feedback received in this report.
The proposal attracted open support from many stakeholders for the positive socio-economic
outcomes perceived, with some stakeholders being guarded about their level of support pending
further detail, and no stakeholders openly hostile to the projects.
Throughout the consultation, GMW noted key themes across multiple stakeholders which arose and
were discussed. A high-level summary of some of the more regular discussion points is provided in
the below table.
Topic Discussed

Feedback Provided by GMW

How will GMW ensure that the
proposed works will consider the
best holistic outcome for the
irrigation district?

The scope of the Water Efficiency Project has been determined from a desktop level and
involved discussions with the GMW operations team responsible for each irrigation
district.

Why was this work not completed
as part of the Connections
Project?

As part of the Reset Delivery Plan, the Connections Project adopted ‘efficiency
optimisation approach’ to identify the best fit-for-purpose solutions to enable the
targeted water savings to be achieved within the remaining timeframe and on budget.
This resulted in only some of the works originally identified as being necessary to
complete the Connections Project. The Connections Project is on target and on budget
to be successfully completed by October 2020.

If this proposed project receives funding, the works to be completed for each channel
section will be determined following consultation with the customers and the irrigation
area management and will consider recent historic water use as well as any planned
future development.

The Water Efficiency Projects will allow for further modernisation and rationalisation
works to be pursued. These remaining available opportunities represent less than 5% of
the total water savings proposed to be recovered from efficiency projects in the GMID.
Will undertaking these projects
finish the modernisation of the
GMID?

Connections has ensured that the system is around 88% modernised. These projects will
get that figure up further. However, there will be still some small amount of
unmodernised channel to ensure there is contingency in scope for these projects and
given that in some cases in may be unviable to proceed due to very low use and very low
loss channels.
The works undertaken by the Project will continue to follow the efficiency optimisation
solution principles. This approach will not result in all channels and meters being
modernised; however, it targets strategic investment in higher-loss and usage assets to
achieve cost effective water savings.

Will customer fees be impacted
because of the Project?

No, customer fees will not change because of the Water Efficiency Project. The Project is
to be fully funded by the Commonwealth Government which will include
implementation and management costs. No funds are required to be contributed by
irrigators.

Will there be opportunities for
locals?

Yes - delivery of the project will be undertaken by dedicated contractors with knowledge
and experience of managing similar scopes of work and through sourcing of local skills
and experience. An added benefit of this delivery method will be improving the local
economy and the skills of local contractors. The project will be delivered by direct
engagement between GMW and contractors and suppliers, including locally based
companies.
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Who will get the water
entitlements from the water
savings delivered by the Project?

All the water savings delivered by the Water Efficiency Projects will be provided to the
environment.

Will this result in a reduction to
the amount of water available to
Water Entitlement holders?

Water savings are generated by reducing conveyance losses in the GMID channel system.
The conveyance losses include evaporation, seepage and leakage in open channel and
meter error and leakage in legacy meter outlet. Conveyance losses are provided for in
GMW’s bulk entitlement. As a result of the Water Efficiency Projects, there will be no
reduction in the amount of water available within the consumptive pool.

Are the water savings real?

Yes, the Water Efficiency Projects will adopt the Victorian Government’s water savings
calculation method. To support this process the Victorian Government has developed a
Water Savings Protocol and technical manual for calculating water savings. The Water
Savings Protocol requires water savings to be independently audited to verify works
have been completed and the water savings estimates have been calculated consistent
with the methods described in the Protocol.

Will the Environmental values be
protected?

Yes. The Connections Project was established on detailed environmental conditions to
ensure that the environment is appropriately considered and protected through the
works. This involved the development of an Environmental Management Framework and
detailed assessments completed for each package of works prior to commencing. It is
proposed that this framework will be leveraged and applied for these works.

How will you determine if outlets
are to be replaced or retained?

Outlet treatments will be completed in accordance with the Operational Rules,
developed as part of the Connections Project. Typically, outlets on channels which are
proposed to be decommissioned have to be either relocated and modernised, or
rationalised. If the channel is to be retained and the outlet has low use, wherever
possible, it will be rationalised or retained. Low usage outlets will not be upgraded unless
the exception criteria in the Operational Rules can be demonstrated. Outlets to be
replaced with be designed in accordance with the Operational Rules.

2.4 Consultation Outcomes
The pre-project consultation process has shown support from key stakeholders for further
investment into the modernisation and upgrade of the Goulburn Murray Irrigation District.
Stakeholders were engaged in the presentations provided by the representatives, often referring to
lessons learned from the roll out of the Connections Project Reset to provide context in their
feedback.
Overall, there appears positive feedback and support for the Water Efficiency Project.

2.5 Actions Arising
The consultation undertaken included several stakeholder groups with generally a high degree of
historical interaction and knowledge of the irrigation network and modernisation projects.
Accordingly, several discussions focussed around topics broader than the water efficiency project
proposals themselves, and some actions arose during discussion.
GMW have captured specific actions and developed an action plan in the table below.
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Action
No.

Stakeholder
Group

1

WSCs

Increase understanding of water savings calculations
and BE losses.
Provide further information to GMW customers on
the water recovery
1. Water savings protocols and BE loss
provisions
2. Example calculations for modernising
channels and meters as part of the
proposed projects
3. System losses review (Torrumbarry)

DEWLP
and GMW

Ongoing

2

WSCs

GMW to
coordinate

Commencement
of project
(subject to
funding)

3

CMAs

Provide specific details for the scope of works which
will be completed by these projects
1. Project funding required to complete
detailed planning stage
2. Detailed planning completed in consultation
with each GMW irrigation district operations
team
3. Presentations to WSCs can be prepared at
this stage on the specific channel sections
targeted
Identify potential ‘value-add’ opportunities between
GMW and CMA programs of work

GMW to
coordinate

October 2020

4

Landholders

Commence detailed engagement for each channel
section which forms part of the project

Project
team

Commencement
of project
(subject to
funding)

5

Contractors

Provide the opportunity for local contractors who may
not have completed works on the Connections Project
to tender on the works, including working with
contractors and suppliers to understand tendering
requirements

GMW to
coordinate

Commencement
of project
(subject to
funding)

Action

Assigned

Action By

2.6 Next Steps
The pre-project consultation is only one step in the process for ensuring the socio-economic impacts
of the proposals will be positive or neutral.
The next step to be completed involves making project details available to the public and seeking
feedback on expected socio-economic outcomes. This will be completed through the Engage Victoria
website.
More information on the socio-economic impact assessment criteria and process is available at:
https://www.water.vic.gov.au/mdb/mdbp/commonwealth-water-efficiency-program
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Attachment 1. GMW Presentation for
Stakeholders
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W a t e r

E f f i c i e n c y

P r o j e c t s

Water Efficiency Program –
Victorian position
•

The Commonwealth Government introduced the
$1.5bn Water Efficiency Program to provide
funding to upgrade water infrastructure in the
Murray‐Darling Basin.

•

Victoria has identified further works within its
irrigation systems for Commonwealth Government
investment through its northern Victorian water
recovery prospectus.

•

Victoria’s consistent commitment at the Murray‐
Darling Basin Ministerial Council is to develop
projects that deliver neutral or positive socio‐
economic impacts.

•

To proceed, every project needs to have positive
outcomes for communities and be transparently
presented with community feedback.

G M W

W a t e r

E f f i c i e n c y

P r o j e c t s

The Proposals
• GMW has submitted two projects to be funded by the Water
Efficiency Program:
o Backbone Transformation Project (BTP) which will rationalise
and modernise channels and meters throughout the GMID;
o Shepparton East Project (SEP) which will modernise
infrastructure in the Shepparton irrigation area.
• These projects will support Victoria’s Commitment to the Basin Plan
and have positive social and economic outcomes for the community.
• Total estimated water savings of 15.9GL.
• Total estimated cost of $177.5m.
• GMW are well positioned to deliver these works by leveraging the
processes and systems developed for the Connections Project. This
includes governance arrangements, statutory approvals,
management systems, operating procedures and procurement
arrangements.

G M W

W a t e r

E f f i c i e n c y

P r o j e c t s

Context with Connections
Project
• Separate Project – the Connections Project is on schedule to
achieve 429 GL water recovery by October 2020. These
projects are separate opportunities.
• Connections completion – the Connections team will
continue to provide close out services through until Dec
2021.
• Additional opportunity – Connections Project achieved the
required water savings using the ‘efficiency optimisation
approach’. These projects present further opportunities to
invest in additional efficiencies.
• No delay to 75GL – these projects will not affect the
Connections Project completion or distribution of water
recovery.

G M W
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Scope of the Backbone
Transformation Project (BTP)
•

Modernisation and rationalisation of channels and meters
will be undertaken across the entire GMID.

•

An indicative assessment of the Reconfiguration Plans
(RPs) and water savings is shown in the table.

•

The final scope for the plans will be determined following
project commencement and detailed planning.

•

Existing processes developed during the Connections
Project will be used, including:
o The reconfiguration and efficiency optimisation
solution processes; and
o The eight‐step process developed for landowner
engagement.

•

Not all channels and meters will be modernised following
these projects. The efficiency optimisation approach
targets strategic investment in higher‐loss and usage
assets to achieve cost effective water savings.

•

Completion of works expected by December 2022 subject
to timely securing of funding.

Irrigation Area

Reconfiguration
Plans (no)

Indicative
Water
Savings (GL)

Central Goulburn

42

3.9

Loddon Valley

12

0.8

Murray Valley

18

2.8

Rochester

8

1.5

Torrumbarry

24

5.7

Total

104

14.7

Note: Shepparton Irrigation Area shown in following slides
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Backbone Transformation Project –
indicative works
Number of outlets to be
decommissioned

148

Kms of channel to be
automated

81

14.7 GL
of water
savings

694

Number of meters to
be upgraded

800 customers expected to be treated

149

Kms of channel to be
decommissioned

G M W
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Scope of the Shepparton East
Project (SEP)
• Works will complete the modernisation of the
Shepparton Irrigation Area.

Proposed Work

• The efficiency optimisation approach has been applied
to all 64 unmodernised channel sections for the No. 10
and 11 channels in Shepparton East.

Automation

21.6

Decommissioning

1.0

• A small number of Reconfiguration Plans will be
developed for channel sections with proposed on‐farm
works.

Replace with a pipeline

1.7

Retain without
modernisation

5.1

• Channels West of Doyles Road will be retained without
modernisation.

Total

29.4

• Completion of works expected by the end of 2021
subject to timely securing of funding.

Channel
length (km)
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Shepparton East Project – expected
works
Kms of channel to be
automated

21

2.7

1.2 GL

of water
savings

179

Kms of channel to be
decommissioned

Number of meters to be
upgraded or rationalised

200 customers expected to be treated

G M W

W a t e r

E f f i c i e n c y

P r o j e c t s

Project Delivery

• Project Team ‐ dedicated team within GMW.
• Leveraging Connections – successful governance
structure, organisation of the project team,
management processes, systems
• Strong Governance ‐ PCG and Stakeholder Consultation
Committee governance structure
• Statutory Reconfiguration ‐ Intention to continue use
the statutory reconfiguration process to provide
consistency in engagement
• Operating Rules ‐ Similar model, with opportunity
taken to review in current context and adopt any
learnings
• Direct Procurement ‐ Works delivered through direct
engagement between GMW and contractors and
suppliers, including locally based companies

G M W

W a t e r
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Project Benefits
• Irrigation Network ‐ Further modernisation and rationalisation of
the GMID
• Customers ‐ Expected to treat up to 1,000 customers
• Local Employment ‐ Expected to create more than 1,000 Full Time
Equivalent (FTE) jobs in the region (direct and indirect)
• External Funding ‐ No impact to GMW customer fees – fully funded
by the Commonwealth Government
• Basin Plan objectives – helps meet Victoria’s objectives through
works, rather than purchasing of water shares. Investing in efficiency
projects will have a positive contribution to the local economy
• Business sustainability – these projects will fast‐track GMW
Transformation and make a significant contribution to GMWs
Strategic Goals – contributing to sustainable business and water
security objectives
• Water Entitlement ‐ No reduction in the volume of water available
to irrigators

G M W
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Stakeholder Feedback

• Would you support GMW putting
forward these projects to secure
additional funding?
• Are there any benefits we have not
captured or clearly defined?

Discussion

Attachment 2. GMW ‘Your Say’ Website
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Attachment 3. Newspaper Opinion Piece
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