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PART A – BACKGROUND, PROPOSED COLLABORATION ACTIVITIES AND
RECOMMENDATIONS
1. BACKGROUND
The Asset Planning Business Case Analysis (BCA) Project is an initiative of the Murraylands and
Riverland Local Government Association (MRLGA). It seeks to identify opportunities for greater
collaboration between member Councils in meeting their asset management obligations.
Of the eight Councils that are members of MRLGA, seven participated in the project.
Over 20 potential collaboration opportunities were identified. Five of the opportunities were selected
to progress and are detailed in the following section.
The Project was undertaken by Jeff Tate of Jeff Tate Consulting Pty Ltd and Britt Gowing, working with
staff of the Councils involved. The assistance of the staff involved in completing surveys and actively
participating in the workshops is greatly appreciated.

2. PROPOSED COLLABORATION ACTIVITIES AND RECOMMENDATIONS
The five collaboration activities and recommendations are listed below.
Collaboration 1.

Establish a Regional Asset Management Group auspiced by the MRLGA

The Regional Asset Management Group would be auspiced by the MRLGA and include representatives
from each Council. It would have clear terms of reference (including a requirement to report to the
MRLGA CEO Network Group) and meet (at least twice a year) with a formal agenda based on a forward
program of issues and activities.
The role of the Group would be to collectively work towards efficiently delivering improvements in
asset management outcomes for the Councils in the region.
Potential issues for consideration could include:
•
Development of an assets hierarchy
•
Consistent approach to data collection – what is collected and how it is used
•
Joint procurement of external services
•
Training and development
•
Uniform approach to asset valuations
•
Service levels – a few categories at a time
•
Shared service opportunities - street sweeping was one opportunity discussed.
The Group could also have guest speakers, hold seminars or workshops on relevant topics, and possibly
have an independent asset management advisor attend some or all meetings.
It would also serve as an ongoing resource on asset management matters for MRLGA and member
Councils.
Recommendations:
1) That a Regional Asset Management Group be formed.
2) That the initial Terms of Reference of the Group be as detailed in item 14 (pages 17 – 19) and
considered at the first meeting of the Group with any proposed changes reported back to the CEO
Network Group.
Collaboration 2.

Develop a Regional Road Hierarchy plan to enable the Councils to adopt a
consistent hierarchy

A project, to be administered by the MRGLA, to develop a Regional Road Hierarchy plan (the Plan) to
enable the Councils to adopt a consistent hierarchy. There may also be an opportunity for consistent
road and maintenance service levels to be developed as part of the Plan. The idea of approaching the
LGA for funding was mentioned, noting that a roads hierarchy plan was completed for the Adelaide
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metropolitan area in 2009 funded by the LGA Research and Development Scheme to support the
Special Local Roads Program and assessment/prioritisation of funding applications.
Recommendations:
1) That a Regional Road Hierarchy Plan be developed in line with the details listed in item 15 (pages
19 – 20).
2) That funding for the development of the Plan be 50% MRLGA and 50% for the participating Councils
distributed on the basis of overall road length.
Collaboration 3.

Review Asset Management systems currently in use and whether there are
better alternatives that the Councils could consider using

Review of Asset Management systems currently in use and whether there are better alternatives that
the Councils could consider using. The capabilities of existing systems used by each Council need to be
compared and the pros and cons of each documented. One possible outcome could be Councils have
the choice of using one or two existing systems, noting that five of the seven Councils are using
Conquest or Assetic in some form (and KEM currently has no formalised system).
Recommendation:
That the MRLGA commission and fund the development of an asset systems self-assessment tool for
completion by member Councils and hold a workshop to present the findings and identify interest in
further collaboration for change.
Collaboration 4.

Identify potential Asset Management governance arrangements to ensure
the right skills, information and knowledge are applied in a corporate way
within the Councils

Potential Asset Management governance arrangements to ensure the rights skills, information and
knowledge are applied in a corporate way within the Councils. This could include the roles of senior
management and the interactions between the engineering and finance functions.
Recommendation:
That each Council consider having an asset management cross functional staff group, either as:
• a formal part of the organisation structure reporting to the senior management group; or
• a less formal arrangement.
Collaboration 5.

Consider opportunities for 'leveraging' of assets with a commercial value

Most Council assets don’t have a ‘commercial’ potential. However, a small percentage do, through
their current use (eg tourist parks) and/or location. Asset management is (rightly) generally more
focused on the creation, maintenance, renewal and eventual redundancy of assets than on potential
commercial opportunities.
A potential collaboration is to build understanding within the Councils of how to identify and activate
commercial opportunities.
Recommendation:
That MRLGA fund and arrange a seminar/workshop on identifying and activating Council assets with
commercial potential.

3. PREPAREDNESS
In any potential regional collaboration, it is important that arrangements are either in place, or can be
put in place, for implementation and that the partnering Councils are well aligned. A preparedness
assessment was undertaken (see Section F) which concluded that, between MRLGA and the Councils,
arrangements can relatively easily be put in place to implement the proposed collaboration
arrangements and that there is a high level of alignment between the participating Councils around
what is required to be done to improve asset management.
4

PART B – INTRODUCTION
4. STRUCTURE OF THE BUSINESS CASE ANALYSIS
The BCA has been developed in six sections:
PART A – Background, Collaboration Opportunities and Recommendations
PART B – Introduction
PART C - Regional Collaboration in Local Government
PART D – Situational Analysis
PART E – Collaboration Design
PART F – Assessment and Recommendations.
The BCA was developed through workshops with staff of the seven participating Councils in October
and November 2017.

5. PROJECT GOVERNANCE
Overall project governance was the responsibility of Peter Bond, CEO of MRLGA.
It was initially proposed that a small Project Steering Group (PSG) be formed at the first project
workshop to oversee development of the BCA, assist the consultants to source information from
participating Councils and beyond if required, and approve the draft BCA for consideration by the CEO
of MRLGA. However, it was decided at the first workshop that a PSG was not required and that
representatives of all participating Councils would remain involved in the project.

6. PROJECT METHODOLOGY
6.1. Survey
A survey of the seven participating Councils was conducted in September and October 2017. The
purpose of the survey was to build a shared understanding of the current asset management practices
of the Councils and the challenges they are facing, and identify potential areas for collaboration.
The survey was in three parts:
• A questionnaire with 14 questions under headings of Information Management, Levels of
Service for Assets, Asset Data Collection and Condition Assessment Status, Asset Management
Plan Status, and Asset Management Challenges.
• An Asset Inventory and Valuation Summary spreadsheet to collect data for asset groups of
Buildings, Structures and Land; Infrastructure; Waste and Environment; and Operating.
• An email or phone call asking for information about governance arrangements for asset
planning.

6.2. Workshop 1
The first workshop of participating Councils was held at Berri Barmera on Wednesday 25 October 2017.
Agenda items were:
• Background to the project
• Briefing Paper on the survey results
• Discussion paper, Overview of Asset Management in Local Government and Potential Areas of
Collaboration for MRLGA (a copy of the Discussion Paper is included as Attachment 1 to
provide additional context to the project)
• Identification of collaboration opportunities.
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6.3. Workshop 2
The second workshop of participating Councils was held at Coorong on Wednesday 22 November 2017
with the following agenda:
• Consideration of the draft Business Case Analysis report
• Detailed review of Parts E (Collaboration Design) and F (Assessment and Recommendations).

6.4. Workshop attendees
Council

Workshop 1

Workshop 2

Berri Barmera

Karen Burton, Greg Perry

Coorong

David Mosel

David Mosel

Karoonda East Murray

Peter Davis, Ben Rasigatale

Peter Davis, Ben Rasigatale

Loxton Waikerie

Tim Tol

Tim Tol

Mid Murray

Greg Hill, Russell Pilbeam

Greg Hill, Russell Pilbeam

Murray Bridge

Matt James

Matt James

Renmark Paringa

Paul Day

Paul Day
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PART C – REGIONAL COLLABORATION IN LOCAL GOVERNMENT
7. DEFINITIONS
This Business Case Analysis recognises a hierarchy of Councils working together, whereby:
• regional collaboration refers to arrangements between two or more Councils to work together
on specific matters with or without a formal structure in place;
• resource sharing is a form of collaboration where the Councils commit resources to pursue a
particular outcome (an example might be planning together for, say, recreation facilities); and
• a shared service is a form of resource sharing usually underpinned by a contract or written
agreement of some kind where resources are committed to the provision of a particular service
either within the organisations (for example, payroll) or to the communities of the Council areas
(for example, waste management).

8. LEARNING FROM THE EXPERIENCES OF OTHER COUNCILS
A 2015 report1 by Jeff Tate Consulting for the Local Government Association of South Australia
reviewed several previous reports on collaboration between Councils (whether provided through
recognised regional structures or otherwise). It identified common drivers for collaboration along with
challenges faced and lessons learned from other experiences. Those common drivers and lessons have
been confirmed and added to through other ‘collaboration’ projects undertaken by Jeff Tate
Consulting since.

8.1. Drivers
In summary, the drivers for considering collaboration included:
•
Improved ability to respond to regional strategic planning issues, promote economic
development and achieve a regional strategic direction and infrastructure
•
Stronger advocacy capacity, improved relationships with other levels of government and
greater ability to leverage funds
•
Better planning and consistency of approach across the region in relation to decision making
and strategic direction
•
Cost savings, efficiencies in service delivery, economies of scale, reduced duplication of effort
and resources
•
Increased organisational capacity
•
Better risk management
•
Meeting skill shortages and a means for attracting locally based resources in regional areas.

8.2. Lessons
A number of challenges and lessons were identified. The key lessons are requirements for:
• Commitment and passion to a regional approach
• Political and community will to pursue a regional approach
• Equity across each council
• Robust business case including a clear value proposition
• The right governance model
• Alignment of culture and common purpose between parties.
These challenges and lessons are very important considerations for Councils contemplating
collaborative projects or arrangements, including potential shared services. They are the basis of a
preparedness assessment of the proposed shared service collaboration at section 18 of this report.

1

Jeff Tate Consulting, Report: Governance Models for Regional Collaboration and Partnerships projects for the
Local Government Association of South Australia, 2015, p5
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8.3. Types and forms of shared service collaboration
It is important that a proper analysis of a potential shared service is undertaken to give it the best
chances of success. The type of collaboration and the form it should take are key considerations in the
analysis. The adage form follows function most certainly holds true with shared services.
There are various types and forms of shared service collaboration as shown in the following table.
Type
1.Information
sharing

2.Common
specifications

3.Resource
sharing

Description
Information about services is shared
between Councils. This information may
be in relation to service levels, costs,
delivery methods or it may involve
sharing of service/contract specifications.
Common specifications are used by
multiple Councils for a service. The
specifications may apply to a service
provided in-house but are more likely to
relate to services provided by external
parties under contract or other
agreement.
Sharing of resources (staff, consulting
advice, equipment, plant etc).

4.Joint tenders

A form of resource sharing. Similar to
type 2 with an additional step of
combining resources to jointly seek
tenders for works and services.

5.Joint provision

Combining resources to provide a service
often with one Council acting as host
employer or party to a contract with an
external provider.
A service is fully managed by a separate
organisation of which the participating
Councils are members.

6.Separate
authority

Suitable forms
Ad-hoc or ongoing arrangements, often
with low level of formality.

May be ad-hoc or ongoing arrangements
with low or medium level of formality
such as exchange of letters or written
agreement.

May be ad-hoc or ongoing arrangements
with low or medium level of formality
such as exchange of letters or written
agreement.
May be ad-hoc or ongoing arrangements
with medium level of formality such as
exchange of letters or written agreement.
Contracts are between individual Councils
and the service provider.
Formal arrangements such as a written
agreement or contract.

Formal arrangement involving
membership of the organisation.

Examples are a Subsidiary formed under
the Local Government Act 1999 and a
Joint Planning Board formed under the
Planning, Development and Infrastructure
Act 2016.
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PART D – SITUATIONAL ANALYSIS
9. ASSET MANAGEMENT IN LOCAL GOVERNMENT
All Councils in South Australia are required through legislation to have Infrastructure and Asset
Management Plans. The Plans must be updated every four years.
The Local Government Association of South Australia (LGA) provides guidance and support to assist
Councils in meeting their legislative obligations towards achieving sustainable asset management
which includes asset management planning.
In 2005 the LGA initiated a Financial Sustainability Program (FSP) and has created a page on its website
as an index for Councils to key information developed as part of the program. The FSP page includes
access to the Independent Inquiry into Financial Sustainability of Local Government report completed
in 2005. Following the inquiry, and with the support of the LGA, the SA Parliament in 2007 made
changes to the financial management provisions of the Local Government Act 1999. These changes
were in accord with key recommendations of the inquiry and supported the LGA's work in this area.
The changes included requiring each Council to:
• update its Strategic Management Plans every four years (within two years after each periodic
election);
• have a Long-term Financial Plan as part of its Strategic Management Plans; and
• have an Infrastructure and Asset Management Plan, also as part of its Strategic Management
Plans.
A complete re-make of the complementary Regulations came into effect in May 2011.
The LGA engaged with the Institute of Public Works Engineering Australasia (IPWEA) to provide support
which included the development of Asset Management Plan templates prepared by the IPWEA for use
by Councils. NAMS.PLUS was developed by the IPWEA to assist organisations write and keep their Asset
Management Plans up to date. NAMS.PLUS resources and tools are available to Councils via
subscription and include the AMP templates. The IPWEA also offers a Professional Certificate in Asset
Management Planning to assist asset planning practitioners develop and be recognised for their
professional skills.
In 2016, the LGA commissioned the IPWEA to produce a Concise Asset Management Plan template.
The NAMS.PLUS Concise Asset Management Plan Template was released in June 2017 (refer LGA
Circular 22.6) and is available free of charge to LGA members.
Developing and maintaining service levels and standards for assets remains a key to Councils
understanding the financial sustainability implications of providing assets to their communities. It is
important that Councils understand the whole of life cost implications of providing a given level of
service when committing to that service level. Asset service levels should neither over nor under
service community need.
ISO 55000 was launched in January 2014 and provides an overview of asset management, its principles
and terminology and the expected benefits from adopting asset management. The ISO 55000 series
comprises three standards:
• ISO 55000 provides an overview of the subject of asset management and the standard terms
and definitions
• ISO 55001 is the requirements specification for an integrated, effective management system
for asset management
• ISO 55002 provides guidance for the implementation of such a management system.
While compliance with ISO 55000 is not a legislated requirement industry guides such as the
International Infrastructure Management Manual (IIMM) have been updated to fully align with the
new ISO standards in asset management. A number of Asset Management software suppliers are also
updating their systems to align with the standards. As referred to within the IIMM, a core Asset
9

Management Plan (AMP) is developed to meet minimum legislative and organisational requirements
for sustainable service delivery and long-term financial planning and reporting. Core asset
management is a ‘top-down’ approach, where analysis is applied at the system or network level.
Advanced asset management uses a ‘bottom-up’ approach; it will gather asset information for
individual assets to support activities and programs at agreed service levels in a financially sustainable
manner.
Progression of the asset management agenda for any Council is resource intensive and a ‘walk before
you run’ approach is suggested rather than practitioners being drawn prematurely towards advanced
asset management practices.

10. HOW MRLGA COUNCILS ARE POSITIONED
The results of the survey discussed at 5.1 above are summarised below.
Information management
Most of the Councils are accessing dedicated asset management systems, managed internally or
externally under management agreements. Systems vary between Councils.
Most Councils are at least partially mapping the location of their assets, again managed internally or
eternally under management arrangements. While systems vary the majority are using MapInfo.
The finance systems used by each Council also vary.
Levels of service for assets
Service levels are partially documented for each Council.
Asset data collection and condition assessment status
Data collection and condition assessment varies between Councils and asset classes, the best
information available is for road assets, acknowledging there are still some gaps.
Asset management plan status
Asset Management Plans have been progressed by most Councils acknowledging legislative
requirements, with road assets being the most advanced. There are gaps for some asset classes with
the preparation of plans underway. For some asset classes plans have been prepared but not updated
within the required four year time frame.
Asset inventory summary
The survey also sought information on each Council’s asset inventory with the responses summarised
in the following table.
Asset Group

BB

CDC

KEM

LW

MB

MM

RP

Totals

$74m

$34m

$1.9m

$147M

$94.6m

$55m

$50m

$456.5m

- Buildings
(number)

42

149

26

135

67

84

121

624

- Other
(number)

492

-

-

805

154

-

-

1,451

- Land (number
of parcels)

252

69

285

388

402

183

1,579

428

1,257

669

Buildings,
Structures and
Land

- Land (ha)

1,375

1,397

10

5,126

Infrastructure

$102m

$232m

$28.7m

$155m

$251.4m

$94m

$93m

$956.1m

0

0

0

2

25

21

6

54

103,203

16,875

10,891

317,539

36,700

42,926

528,134

- Jetties,
Wharves and
Piers

8

12

-

15

10

46

3

94

- Playgrounds
(number)

14

14

1

20

20

18

8

95

- Sealed Roads
(length in kms)

274

401

130

414

464

345

307

2,335

- Unsealed
Roads (length in
kms)

196

1,462

996

1,889

531

2,525

173

7,772

$22m

$18m

$1.3m

$12m

$1.7m

$17m

$17m

$89m

- CWMS
(number)

1

4

4

4

2

28

2

45

Operating

$6m

$1.4m

$7m

$8m

$9m

$5m

$36.4m

$33.3m

$321m

$355.7m

$175m

$165m

$1,538m

- Bridges
(number)
- Footpaths
(length metres)

Waste and
Environment

Total value of
assets (Current
replacement
cost)

$204m

$284m

11. CHALLENGES
The survey of the participating Councils also sought indications of the challenges they face, with
common themes reflected in the responses.
Current challenges were noted as availability of resources, condition assessment, systems and
balancing service level sustainability. Future challenges were the same plus cost pressures (staff and
asset upgrades), change in use of assets, responsibility shifting from other agencies and increase in
data standards.
Suggested opportunities for collaboration included resource sharing, joint condition assessments
including 3rd party procurement and network modelling, joint Council system access agreements.
Challenges faced by the Councils were also discussed as part of the 25 October workshop focusing on
the collaboration opportunities identified in the Discussion Paper (see section 12).
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12. ASSET MANAGEMENT COLLABORATION OBJECTIVES AND WEIGHTINGS
The Councils identified potential objectives for asset management collaboration as:
• Value for money in relation to asset management
• Legislative compliance
• Access to suitably qualified staff
• Access to suitably qualified external service providers
• Learning from other Councils’ experiences
• Testing ideas and approaches with other Councils
• Improvements to asset management systems and decision making.
In any potential collaboration considerations, each of the Councils will have its own needs and
priorities which will be reflected in weightings they give to each of the objectives. The weightings of
each Council for each potential objective were identified by staff of the seven Councils. The results are
included in the following table where the extent of alignment can be seen by comparing weightings
for each objective.
Objective

BB

CDC

KEM

LW

MMC

RCMB

RP

Value for money in
relation to asset
management
Legislative
compliance
Access to suitably
qualified staff
Access to suitably
qualified external
service providers
Learning from
other Councils’
experiences
Testing ideas and
approaches with
other Councils
Improvements to
asset management
systems and
decision making
Regionally based
resource
Standardised
approach
Total

20

10

10

20

10

10

15

5

20

10

5

10

5

15

10

10

10

10

5

10

15

10

5

10

15

10

10

20

20

15

15

10

10

10

20

20

15

25

20

10

25

20

15

20

15

10

15

10

10

15

5

5

5

10

100

100

100

100

100

100

100

10

5

13. COLLABORATION OPPORTUNITIES
13.1. Opportunities identified in the Discussion Paper
The results of the survey of the MRLGA Councils identified a number of key issues and challenges which
have been included in the following table, along with potential opportunities for collaboration, in focus
areas of:
•
resourcing;
•
systems;
•
asset planning; and
•
governance.
12

Focus area

Issue/challenge
(Points in italics are drawn from the
survey results)

Potential collaboration opportunities

1.1 Budgets for asset
planning

Other priorities for Council funds.
Resourcing for asset condition
assessment

Joint approach to selling the benefits of
asset planning.
Find efficiencies to manage with small
budgets.

1.2 Budgets for asset
maintenance, renewal

Other priorities for Council funds.
Funding for asset upgrades.

Joint approach to ‘leverage’ strategic
assets to fund other assets.

1.3 Staffing numbers and
skills

Limited staff numbers and/or
experience.
Staff resources, expertise,
knowledge.

Resource share key asset planning
positions.
Joint training and development.
Common position description wording.
Sharing of staff.
Share ideas.

1.4 External advice and
assistance

Combined procurement of asset
services may be more efficient.

Joint specifications/tenders.
Regional consultant assisting councils.

2.1 Finance

Charter of accounts and different
system capabilities. Integration with
asset systems.

Investigate opportunities to migrate to
a single system.

2.1 Asset Management

Cost of access, initial set up, ongoing
data management and staff skills
Software, lack of one central
database

Investigate opportunities to migrate to
a single system.
Adopt a wide area licence agreement to
use specific software where each
participating Council agrees to be a
user.
Concern with preparation costs for
Councils to change systems.

2.3 Mapping

Cost of access, initial set up, ongoing
data management and staff skills
GIS resources and systems.
Large council area, road network
and many buildings

Investigate opportunities to migrate to
a single system.
Adopt a wide area licence agreement to
use specific software where each
participating Council agrees to be a
user.

2.4 Mobile system access

Accessing and recording information
while in the field, more difficult for
rural authorities.
Lack of electronic data collection

Integrate with Asset Management
system. One council tests before all
consider adopting.
Adopt a wide area licence agreement to
use specific software where each
participating Council agrees to be a
user.

1. Resourcing

2. Systems
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3. Asset Planning
3.1 Asset Hierarchy

Not specifically considered however
reasonably consistent approach
across the MRLGA Councils. There
may be value in agreeing on a
consistent hierarchy.

Agree on a consistent asset hierarchy.

3.2 Inventory data

Inventory not fully recorded.
Significant resource implications to
collect.
Meeting increase in data standards
difficult to achieve and maintain.

Agree on what to collect. Joint data
collection projects which confirm
inventory details and asset condition.
Map the inventory.
Joint approach to condition assessment.

3.3 Condition
assessment

Not known or not up to date. Taking
a consistent approach and high cost
of coordinating collection.
Cost of condition assessments and
ensuring consistency and
repeatability.

Agree on what to collect. Joint data
collection projects which confirm
inventory details and asset condition.
Map the inventory.
Joint approach to condition assessment.

3.4 Service Levels

Service levels based on historically
what’s been provided. Resourcing
implications to review and agree on
changes.
Balance of service levels – what
community wants vs preparedness
to pay.
Using condition information to
inform maintenance and renewal
budgets / LTFP. Directing resources
to minimise future financial shocks
and manage risks.
Collaboration re network modelling.

Agree on service levels for the
management of assets. Reviewing of
service levels should test for efficiency
gains.
Collaboration regarding useful life and
valuations.

4.1 Strategic framework

A fit for purpose, easily understood
framework can provide greater
clarity of asset management to EMs,
staff and communities.

Develop and adopt/adapt a common
framework for managing assets.

4.2 Policy/strategy

For example, positioning asset
planning – core vs advanced.

4.3 Internal integration

Consistency of approaches to asset
management across the
organisation and support of asset
‘planners’.
Raise the profile of asset
management and build the
confidence of senior staff and EMs
in the planning process.
Comparing data to lead to potential
improvements.

Develop and adopt/adapt common
position such as achieve core, pursue
advanced by exception based on risk
and opportunity.
Jointly develop model approach such as
a cross functional staff group chaired by
CEO or nominee; draft model terms of
reference.

3.5 Budget Forecasting

Investigate/test where consistent
condition information is available for a
given asset category.
Network modelling.

4. Governance

4.4 Measures/indicators
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Develop common set of
measures/indicators.
Use measures/indicators to benchmark
together and against other published
benchmarks.

13.2. Opportunities selected at the first workshop
From discussion at the first workshop the following opportunities were selected for further
consideration through this BCA:
•
Establish a Regional Asset Management Group auspiced by the MRLGA (this would be a type
1 ‘Information Sharing’ and could potentially lead to type 2 ‘Common Specifications’, and type
4 ‘Joint Tenders’ from the list of types and forms of collaboration at 7.3 above).
•
Develop a Regional Road Hierarchy plan to enable the Councils to adopt a consistent hierarchy
(this would be a type 2 ‘Common Specifications’, and type 4 ‘Joint Tenders’ from the list of
types and forms of collaboration at 7.3 above).
•
Review Asset Management systems currently in use and whether there are better alternatives
that the Councils could consider using (this would be a type 1 ‘Information Sharing’ and could
potentially lead to type 2 ‘Common Specifications’, and type 4 ‘Joint Tenders’ from the list of
types and forms of collaboration at 7.3 above).
•
Identify potential Asset Management governance arrangements to ensure the right skills,
information and knowledge are applied in a corporate way within the Councils (this would be
a type 1 ‘Information Sharing’ and potentially type 2 ‘Common Specifications’ from the list of
types and forms of collaboration at 7.3 above).
•
Consider opportunities for 'leveraging' of assets with a commercial value (this would be a type
1 ‘Information Sharing’ and could potentially lead to type 2 ‘Common Specifications’, and type
4 ‘Joint Tenders’ from the list of types and forms of collaboration at 7.3 above).
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PART E – COLLABORATION DESIGN
14. PROPOSED COLLABORATION 1 - REGIONAL ASSET MANAGEMENT GROUP
14.1. Description
The Regional Asset Management Group would be auspiced by the MRLGA and include representatives
from each Council. It would have clear, formally adopted terms of reference including purpose,
meeting frequency, agenda and minute preparation, and reporting.
The role of the Group would be to collectively work towards efficiently delivering improvements in
asset management outcomes for the Councils in the region.
Potential issues for consideration could include:
•
Development of an assets hierarchy
•
Consistent approach to data collection – what is collected and how it is used
•
Joint procurement of external services
•
Training and development
•
Uniform approach to asset valuations
•
Service levels – a few categories at a time
•
Shared service opportunities - street sweeping was one opportunity discussed.
The Group could also have guest speakers, hold seminars or workshops on relevant topics, and possibly
have an independent asset management advisor attend some or all meetings.

14.2. Draft Terms of Reference
The following is proposed as the terms of reference for the Group:
Introduction
The formation of a Regional Asset Management Group was an initiative identified via the MRLGA Asset
Management Collaboration Opportunities project conducted in October and November 2017. Auspiced
by the MRLGA, the Group is open to representation from each of the member Councils.
Objectives
The objective of the Group is to collectively work towards efficiently delivering improvements in asset
management outcomes for the Councils in the region.
To achieve this objective the Group will:
• Endeavour to bring the various asset management stakeholders, particularly Planning,
Engineering and Finance, closer together to improve whole of life asset management outcomes
and financial sustainability
• Seek to raise the asset management knowledge and skill levels within member Councils
• Develop greater consistency in approach to asset management between Councils
• Develop a forward works plan which includes tasks and responsibilities for each item (the
forward works plan will be a standard inclusion on each meeting agenda)
• Be available as an ongoing ‘knowledge and experience resource’ to the MRLGA and member
Councils.
Membership
Membership is open to all MRLGA Councils with the relevant Council Managers responsible for asset
management in their organisation forming the core membership group. The core membership group
will invite and encourage other relevant staff involved in asset management to meetings and events.
The involvement of member Councils’ Finance staff in meetings and events will be particularly
encouraged.
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Executive support
Meetings will be convened, and agendas prepared by, the MRLGA. The MRLGA CEO is also to be invited
to act as the chair of the Group.
Meeting frequency
Meetings of the Group will be held as required to meet the TOR objectives being no less than twice per
annum. The Group may also host guest speakers, hold seminars or workshops on relevant topics, and
possibly have an independent asset management advisor attend some or all meetings.
Funding
Administrative costs of conducting meetings including preparation of agendas, distribution of minutes
and meeting notes, participation of any independent advisors and costs to hold seminars and
workshops will be borne by the MRLGA.
Projects initiated or overseen by the Group would have their own budgetary requirements. Any projects
that arise from the Group’s activities would be the subject of negotiations for funding between the
MRLGA and the member Councils.
Reporting
The Group will report to the MRLGA CEO Network Group
Review
The Group will conduct an annual value and efficiency review and report to the MRLGA CEO Network
Group to confirm interest and support from member Councils for continuation of activities.

14.3. Budget and administration
The main cost of the Group would be staff time to arrange and attend meetings. Other costs may be
incurred in holding workshops or seminars including (potentially) payments to guest presenters.
Projects initiated or overseen by the Group (such as the proposed Regional Road Hierarchy plan) would
have their own budgetary requirements.
Any projects that arise from the Group’s activities could be the subject of negotiations for funding
between the MRLGA and the member Councils.

14.4. Benefits and risks
This would be a type 1 (information sharing) collaboration that could lead to activities or projects of
other types, including type 2 - common specifications, type 3 - resource sharing, type 4 - joint
tendering, type 5 - joint provision).
Benefits are seen as being:
•
Sharing expertise, ideas, experiences, skills and knowledge
•
Building greater collaboration between the participating Councils
•
The connection of asset planning staff between Councils to support each other
•
Improved efficiencies in the delivery of services
•
Providing a forum to jointly pursue opportunities.
Risks have been identified as:
•
Asset management not seen as a high priority as individual Councils react to day to day
issues and pressures
•
Resources for asset management and planning, including funding, being limiting. The
benefits of improved asset management planning will not be fully realised if funding for
the renewal and maintenance of assets is not provided
•
While the opportunity for general discussion on asset management is valuable, time
management is important, and the Group will need to stay focused to deliver value for the
resources being committed to convening and managing the Group.
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14.5. Recommendations
The staff attending the second workshop make the following recommendations:
1) That a Regional Asset Management Group be formed.
2) That the initial Terms of Reference of the Group be as detailed in this item and considered at
the first meeting of the Group with any proposed changes reported back to the CEO Network
Group.

15. PROPOSED COLLABORATION 2 - REGIONAL ROAD HIERARCHY PLAN
15.1. Description
To be administered by the MRGLA, this project is to develop a Regional Road Hierarchy plan (the Plan)
to enable the Councils to adopt a consistent hierarchy. There may also be an opportunity for consistent
high-level road service levels to be developed as part of the Plan. The idea of approaching the LGA for
funding was mentioned, noting that a roads hierarchy plan was completed for the Adelaide
metropolitan area in 2009 funded by the LGA Research and Development Scheme to support the
Special Local Roads Program and assessment/prioritisation of funding applications.
Other work undertaken by the Councils, including a recent Heavy Vehicle Road Audit, will be factored
into the project specification.

15.2. Methodology
This potential collaboration arises from discussion at the 25 October 2017 workshop regarding a desire
to coordinate management of the road network across council boundaries. Heavy vehicle impacts were
specifically discussed.
The project methodology would include:
• The MRLGA would lead and manage the project with the CEO acting as Project Manager
• The proposed Asset Management Group would act as the project steering committee
• Project specification preparation by an external consultant
• Project specifications to include development of a regional road hierarchy and high-level
service level statement to guide the desired form of each road category within the hierarchy
• Via open tender, seek submissions from firms with the suitable road planning, road and traffic
management, mapping skills and resources to complete the project
• Existing road network information will be required in consistent compatible formats including
mapping details. Acknowledging asset and mapping information varies between Councils there
may be some supplementary mapping and data collection required. This provides the
opportunity for road network mapping gaps to be completed for relevant Councils as part of
the project.
Funding for preparation of the Plan be split with 50% paid by the MRLGA and 50% apportioned
amongst the participating Councils
Any supplementary road network mapping and data collection requirements would be a separate cost
paid by the relevant council.

15.3. Budget and administration
Funding for the project is estimated to be up to $73,000 with funding proposed as follows:
• Tender administration – by the MRLGA
• Assistance to the MRGLA for preparation of a project specifications - $3,000
• Regional Road Hierarchy Plan consulting cost estimated at $50,000 to $70,000 (cost may vary
subject to the final scope of the project and the approach taken to completing road network
mapping gaps for the individual Councils being determined)
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•

Supplementary road network mapping and data collection would be additional costs to the
relevant Council. The tender specification will need to explore how this information is collected
and apportioned. Options include a flat charge plus an allowance for the size of the individual
Councils network balanced against the quality of any information currently available.
Supplementary mapping and data collection could form a preliminary first step before the
main part of the project gets underway.

15.4. Benefits and risks
The primary objective would be to develop a consistent Regional Road Hierarchy Plan for use by the
MRLGA Councils that informs the future management of the road network assets.
The Plan can also be of assistance with:
• Regional road funding applications and the Special Local Roads program
• Collaboration on works projects which cross council boundaries
• Working towards achieving consistent service levels between Councils
• Completion of road network mapping and road asset information gaps to improve individual
Councils data sets.
Risks may include:
• Limited interest by member Councils. Given the interest shown in this project at the 25
October 2017 workshop there would appear to be sufficient interest to proceed
• Road asset and mapping information varying between Councils and adding time and costs to
fill in the gaps. The project specification may be able to minimise this risk to some extent
through staging and hold points to manage how any additional data required by the
consultants is provided
• Exceeding project time lines. Clear project specification documents and strong project
management will minimise this risk.

15.5. Recommendations
The staff attending the second workshop make the following recommendations:
1) That a Regional Road Hierarchy Plan be developed in line with the details listed above.
2) That funding for the development of the Plan be 50% MRLGA and 50% for the participating
Councils distributed on the basis of overall road length.

16. PROPOSED COLLABORATION 3 - REVIEW ASSET MANAGEMENT SYSTEMS
16.1. Description
The collaboration would involve a review of Asset Management systems currently in use and whether
there are better alternatives that the Councils could consider using. The capabilities of existing systems
used by each Council need to be compared and the pros and cons of each documented. One possible
outcome could be Councils have the choice of using one or two existing systems, noting that five of
the seven Councils are using Conquest or Assetic in some form (and KEM currently has no formalised
system).

16.2. Methodology
During the collaboration investigations the Councils it was evident that different asset management
software solutions are used across the region with interest shown in investigating other options, more
cost-effective asset management software system access, and shared/consolidate services.
For a single Council a change in asset management software system is a major, complicated and
potentially costly decision. For a group of Councils looking to collaborate on the joint use of systems
the complication factor increases significantly. As a result, strong long-term commitment for change is
required in order to be successful.
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Acknowledging the above, for this collaboration opportunity, the following initial methodology is
proposed:
• MRLGA funded project with the MRLGA CEO acting as Project Manager
• Engage a consultant to develop a self-assessment template for each Council to complete
detailing the pros and cons of the system they current use, the level of current utilisation and
the areas where utilisation could be improved.
• Hold a workshop where each Council presents their findings, interest in making changes to
existing systems is tested and confirmed. For efficiency the workshop could follow one of the
proposed Regional Asset Management Group meetings.
• Should there be sufficient interest in pursuing changes as a group of Councils further actions
can be considered at that time.

16.3. Budget and administration
A budget in the order of $4,000 (funded by MRLGA) should be sufficient to engage a consultant to
develop a self-assessment tool, liaise with Councils and participate in the subsequent workshop. The
workshop would be managed through the MRLGA.

16.4. Benefits and risks
There are a number of options available to member Councils to jointly procure and use single or
perhaps dual asset management software solutions thereby reducing access costs and management
resources for managing assets in the long term.
The risks for such a move include high initial change over costs and resourcing implications and being
able to secure Council support for the long term benefits of a change in asset management software
systems. Ultimately a fully functioning and utilised asset management system will deliver real whole
of life asset management cost savings. However, once commenced Councils need to stay on course for
a number of years and keep up the resourcing to realise those benefits.
The capacity to predictively model future asset management renewal and replacement requirements
provides a valuable tool for a Council to consider its asset management funding strategies while
working towards requirements for sustainable asset management.

16.5. Recommendation
The staff attending the second workshop make the following recommendation:
That the MRLGA commission and fund the development of an asset systems self-assessment tool
for completion by member Councils and hold a workshop to present the findings and identify
interest in further collaboration for change.

17. PROPOSED COLLABORATION 4 - ASSET MANAGEMENT GOVERNANCE ARRANGEMENTS
17.1. Description
Potential Asset Management governance arrangements to ensure the rights skills, information and
knowledge are applied in a corporate way within the Councils. This could include the roles of senior
management and the interactions between the engineering and finance functions.

17.2. Methodology
This potential collaboration is proposed by the consultants in response to some of the challenges
identified during the project and in recognition of the importance of good asset management to the
financial sustainability of Councils. It was noted during the project that Renmark Paringa was the only
Council to indicate that it has an internal working group (chaired by a Director) that brings together all
the relevant disciplines (finance, building, infrastructure, and community services staff). This is a
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relatively informal working arrangement introduced to improve communication between the various
interests within the organisation.
A formalised cross functional working group of Council staff would be a way of bringing the right skills,
knowledge and perspectives of staff from various disciplines together to drive asset management in
their Council. It would be an ongoing part of the corporate structure, reporting to the senior
management team and possibly chaired by a member of that team. Terms of reference could include:
• Developing, implementing and monitoring plans for asset management
• Building understanding between key staff involved in asset management (eg engineering and
finance) to improve asset management outcomes
• Improving consistency in asset management between different categories of assets
• Building understanding within the organisation (and with Elected Members) of the importance
of asset management and the role it plays in the financial sustainability of the Council.

17.3. Budget and administration
No budget is required for this collaboration. It could be a topic of discussion at a MRLGA CEO Network
Group meeting or referred to the proposed Asset Management Group of MRLGA.

17.4. Benefits and risks
The benefits of this collaboration are that it would allow Councils to hear of the Renmark Paringa
experience and consider how a similar model could assist them with asset management.
As with any proposed structural change, the main risk identified is that the cost (staff time) of having
such a cross functional group exceeds the benefits

17.5. Recommendation
The staff attending the second workshop make the following recommendation:
That each Council consider having an asset management cross functional staff group, either as:
• a formal part of the organisation structure reporting to the senior management group; or
• a less formal arrangement.

18. PROPOSED COLLABORATION 5 - OPPORTUNITIES FOR ‘LEVERAGING’ OF ASSETS WITH
COMMERCIAL POTENTIAL
18.1. Description
Most Council assets don’t have a ‘commercial’ potential. However, a small percentage do, through
their current use (eg tourist parks) and/or location. Asset management is (rightly) generally more
focused on the creation, maintenance, renewal and eventual redundancy of assets than on potential
commercial opportunities.
A potential collaboration is to build understanding within the Councils of how to identify and activate
commercial opportunities.

18.2. Methodology
A proposed first step is for MRLGA to organise a seminar/workshop for relevant staff of the Councils.
It would require presenters who can talk with experience about identifying commercial opportunities,
what investors are seeking, going to the market, bringing communities along, managing risks etc.

18.3. Budget and administration
A budget in the order of $4,000 should be sufficient to engage speakers. The event would be managed
through the MRLGA.
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18.4. Benefits and risks
The benefits of the collaboration are that it would provide a learning opportunity for relevant staff and
a focal point for considering and workshopping potential opportunities to leverage assets with
commercial potential.
There are few risks with holding a seminar/workshop. It is more likely that the risks would come at
future stages if decisions are made to pursue commercial opportunities.

18.5. Recommendation
The staff attending the second workshop make the following recommendation:
That MRLGA fund and arrange a seminar/workshop on identifying and activating Council assets with
commercial potential.
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PART F – ASSESSMENT AND RECOMMENDATIONS
19. ASSESSMENT AGAINST OBJECTIVES
An assessment of the potential shared service against the objectives established in section 10 was
undertaken by each Council representative at the second workshop. A simple rating of Low (L),
Medium (M) and High (H) was applied. The results are shown in the following table (note that W =
weighting applied by each Council for each objective and R = the rating applied).
BB

Objective
W

CDC
R

KEM

LW

MMC

RCMB

RP

W

R

W

R

W

R

W

R

W

R

W

R

10

M

10

M

15

M

10

M

5

L

10

L

5

L

5

L

Value for money in
relation to asset
management
Legislative
compliance
Access to suitably
qualified staff
Access to suitably
qualified external
service providers
Learning from
other Councils’
experiences
Testing ideas and
approaches with
other Councils
Improvements to
asset management
systems and
decision making
Regionally based
resource
Standardised
approach

20

10

H

10

M

20

M

5

20

H

10

H

5

M

15

10

M

10

H

10

L

10

15

M

10

M

5

M

10

15

H

10

H

10

H

20

M

20

H

15

H

15

10

H

10

H

10

H

20

M

20

H

15

H

25

20

H

10

M

25

H

20

H

15

M

20

H

15

H

10

M

15

H

10

M

10

M

15

H

5

M

5

M

5

M

10

M

Total

100

100

100

100

10

100

L

100

100

The assessment results indicate where the staff from the Councils consider how well the potential
collaborations meet the objectives they determined for them.
The objectives with relatively high weightings and High or Medium ratings are:
• Value for money in asset management
• Learning from other Councils’ experiences
• Testing ideas and approaches with other Councils
• Improvements to asset management systems and decision making
• Regionally based resource (this could include the proposed Asset Management Group being
seen as a resource for MRLGA and the Councils on asset management matters, plus a ‘centre’
of knowledge and expertise in asset management)
• Standardised approach (potential for the Councils to follow similar approaches in relation to
asset management).
Conversely, the objective of “access to suitably qualified staff” (admittedly, at the lower end of
weightings at either 5 or 10) received a majority of Low ratings. This aspect could be explored further
through the proposed Asset Management Group as a potential area of its activities is training and
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development. Building the skillsets within the Councils could help to provide the ‘access to suitably
qualified staff’.

20. PREPAREDNESS ASSESSMENT
The second workshop assessed the proposed collaboration against the lessons identified at section 7.2
of this report, also using a simple rating of Low (L), Medium (M) and High (H). For ratings of Low and
Medium, potential actions to improve alignment with the relevant lesson were added. The results are
shown in the following table.
Lesson

Rating

Potential Action
Action

Commitment and
passion to a regional
approach
Political and community
will to pursue a regional
approach

Equity across each
council

Reason

M-H

Not seen
to be
relevant
for this
project
M-H

Robust business case
including a clear value
proposition
The right governance
model (and
‘infrastructure’ in place)
Alignment of culture
and common purpose
between parties

M-H

OVERALL RATING

M-H

Any potential Asset
Management projects should
consider the most appropriate
funding formula between
participating Councils.

A view was expressed (during
discussion about the funding
formula for the proposed
Regional Roads Hierarchy Plan)
that capacity to pay could also
be considered.

Councils participating in joint
Asset Management activities
need to participate actively,
meet due dates and other KPIs
etc.

If all Councils involved are not
actively participating the
likelihood of failure increases.

M-H

M-H

The preparedness assessment concluded that, between MRLGA and the Councils, arrangements can
relatively easily be put in place to implement the proposed collaboration arrangements and that there
is a high level of alignment between the participating Councils around what is required to be done to
improve asset management.
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