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Summary Victoria’s Tackling Weeds on Private Land
initiative seeks to influence a range of key stakeholders
to take responsibility for weed management. Municipal
Councils play a key role in the management of weeds
in Victoria as an educator, priority setter, advocate and
land manager. Partnership based projects built around
strategic weed management themes have supported
local government investment and increased their ca-
pacity to undertake long term and best practice weed
management.

This paper presents results from a working pro-
gram and is an example of how engagement with
Municipal Councils on a statewide level is building
partnerships, organisational capacity and creating
change. This paper showcases the activities of Mu-
nicipal Councils from baseline analysis through to the
development and implementation of strategic projects,
exploring their progress along a continuum of aware-
ness, acceptance to action in fulfilling their weed
management roles and responsibilities. The program
promotes the concept of creating partnerships and
knowledge sharing, and manages issues associated
with delivering practice change and capacity build-
ing programs for weed management, as core business
considerations.
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INTRODUCTION
Victoria has 79 Municipal Councils (MCs) covering
regions that vary in size, population, demography
and climate. Although weed issues and management
techniques differ, the need for weed management is
a concern they all share. Collaborative action enables
more effective management of weeds.

The Victorian Governments Tackling Weeds on
Private Land (TWoPL) initiative is a three year $9
million program and includes a grant program com-
ponent that is focused on building the capacity of MCs
to understand their roles and responsibilities and to
develop and use new skills and knowledge to more
effectively manage weeds on land that they manage.
Over an 18 month period, 35 MCs and the Municipal
Association of Victoria (MAV) have developed weed
management projects with the assistance of TWoPL
funding, resulting in improved partnerships and weed
management efficiencies across neighbouring mu-

nicipalities and with other agencies and industries.
The range of projects includes local law development,
mapping and GIS, weed identification and vehicle
hygiene training, weed management strategy devel-
opment, community engagement and development of
extension material.

MCs have realised this opportunity and have been
proactive in creating practice change in their organisa-
tion. Collectively, MCs are now beginning to under-
stand the overall benefits of working collaboratively
and the economic and environmental advantages of
partnership projects and information sharing.

APPROACH

TWOoPL has four sub-projects. The objectives of one
of these, the Partnerships sub-project, is to work
collaboratively with key stakeholders to increase un-
derstanding of their roles and responsibilities relating
to weed management. The Local Government Grants
program provides opportunities for MCs to develop
strategic weed management projects that are integrated
and aligned with other State and regional strategies
and programs, and importantly with other Council
projects. This has created a partnership base amongst
MCs that is shaping how weed management will be
tackled in the future.

The Grants program is aimed at improving the
capabilities of all Victorian MCs, but is focused on
the 62 rural and peri-urban MCs, recognising that
these have the greatest influence on weed prevention
in regional Victoria. The first round of Grants was
approached cautiously and most MCs had some dif-
ficulty adjusting their project development to include
strategic outcomes. In most cases previous funding
opportunities had been for on ground works and had
not included many strategic elements. Many MCs at
this time were aware or accepting of their weed man-
agement responsibilities but were unable to resource
active programs.

TWOoPL has adopted a model that measures stake-
holder progression along a continuum of ‘Awareness’
to ‘Acceptance’ to ‘Action’. Recognising that the
adoption of new practices is a staged process, this
‘triple A’ continuum allows the program to gauge
each stakeholder’s level of participation in active weed
management.

Through a process of targeted communication and
project development assistance MCs have been able to
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progress through this continuum. Table 1 summarises
the progression through the ‘triple A’ continuum over
the life of TWoPL to date (March 2006).

GETTING MUNICIPAL COUNCILS INVOLVED
Under Victorian legislation, Local Government is not
the lead weed management agency in Victoria, as is
the case in other states. Local Government is; however,
in a prime position to work with and influence private
landholders. In the past, most MCs have undertaken
weed management independently. Some innovation
has been required to address the challenge of getting
MC:s to see the benefits of tackling weeds on a col-
laborative level.

In 2002, MAV commissioned a representative
survey of Victorian Councils (Atkinson et al. 2003),
which found that almost half (46%) of Victorian MCs
recognised weeds as a high priority issue and a major
activity for their Council.

The provision of information to MCs in November
2004 regarding the TWoPL program, weed manage-
ment and the Local Government Grants program,
aimed at creating a baseline of overall awareness with
respect to weed management roles and responsibilities.
Initial contact with MCs at this time indicated that 69%
were ‘accepting’ the need for Council to undertake
weed management and 39% were actively undertak-
ing significant weed management. Most ‘acting’
MCs had reactive on-ground control work programs
in place. Very few had long term weed management
procedures that supported on ground works or had
well developed weed management systems or current
weed strategies.

Initially, most MCs were unable to identify the
benefits of projects that did not directly treat weed
infestations. It was perceived that strategic style
projects were not a practical way to combat weeds. To
overcome this, a structured campaign of communica-
tion and project development assistance was completed
over a two month period comprising meetings, project
development kits, fact sheets and hands on develop-
ment of ideas that MCs considered important. This
campaign not only introduced the TWoPL initiative
to MCs, but also introduced them to each other and to
other agencies, allowing partnerships to be developed
and additional funding opportunities to be explored.
Consequently, the first round of grants (2004/05) had
applications from 33 MCs resulting in 20 strong and
strategic focused weed management projects.

The first application round (2004/05) was domi-
nated by MCs that were well resourced or who had
proactive support from their executive level (CEO and
Council). Grants totalling $759,000 were allocated to
22 MCs for one-three year projects.
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Table 1. Progression of municipal councils through
the triple ‘A’ continuum.

Aware Accept Act
November 2004 100% 69% 39%
November 2005 100% 97% 60%

PRIORITISING MUNICIPAL COUNCILS
To increase the participation of MCs in subsequent
rounds of the Grants program, MCs were prioritised
based on their participation, support from their execu-
tive level and position on the ‘triple A’ continuum. This
process identified 34 priority MCs. These MCs were
provided with further assistance to identify gaps in
their current weed management program and develop
these ideas into projects. Round 2 (2005/06) of the
Grants program attracted 28 applications from mostly
rural MCs. Fourteen of these were new participants
and projects demonstrated a significant increase in
partnerships between neighbouring municipalities and
inter-municipal information sharing and sharing of re-
sources. Grants totalling $405,000 were allocated to 22
MCs and to the MAV in Round 2. In 2005/06, 31 MCs
were actively undertaking TWoPL funded projects
with four additional MCs continuing to benefit from
their increased capacity to manage weeds, developed
during their completed Round 1 projects.

The priority setting process was refined further
after Round 2 (2005/06) and focused on non-partici-
pating rural and periurban MCs. It was recognised that
support from the executive level of Council needed
to be improved and the TWoPL concept and Local
Government Grants program needed to be reintroduced
at this level. In late 2005, 23 executive level meetings
were held between DPI senior management and the
CEO, Mayor and Environmental Officer from the
priority MCs. The meetings allowed weed management
gaps, potential barriers and future opportunities to be
discussed with the DPI. They also facilitated discus-
sion between levels within the Council organisation,
which in some cases created greater awareness at the
senior level of Council regarding current projects.

By gaining the support of the executive level of
Council and identifying partnership opportunities
to overcome resourcing limitations, MCs that had
formerly only been interested in on ground works
identified long term projects that could complement
and improve their recurrent on ground programs.

LOCAL GOVERNMENT GRANTS PROGRAM
The Local Government Grants program provides fund-
ing to Victorian MCs and to the MAV for strategic and
innovative projects that are aligned with the Victorian



Pest Management: A Framework for Action (VPMF),
the Victorian Weed Management Strategy (VWMS),
Regional Weed Action Plans (RWAPS) and municipal
policies and strategies. They are designed to financially
assist and support MCs effectively manage weeds by
recognising gaps for additional training and to build
partnerships and processes for sharing information
so that weed management is more efficient and cost
effective.

The application process is succinct and assess-
ments are based on project objectives, alignment with
the VPME, VWMS, RWAPs and other Council strate-
gies and policies, capacity building, partnership de-
velopment, value adding to other projects, innovation
and evaluation. Project milestones provide measurable
outcomes for the life of the project.

Funding is allocated to successful applicants
based on recommendations from an assessment panel.
Grants are evaluated across the suite of projects to
ensure consistency. Grant recipients are required to
submit a December report that provides an update of
progress and identified any barriers experienced. An
annual report in June collects additional information
regarding milestone achievements and expenditure. A
detailed Completion report at the end of the project
provides further information relating to future goals
and benefits to the organisation. All reporting has an
evaluation component that provides feedback to the
TWoPL program.

To maintain Council executive support for a
project, the CEO must sign off on the application,
project agreement, and reporting. This provides a
financial and resource commitment from Council for
the duration of the project.

TYPES OF PROJECTS

The first 18 months of the Grants program has seen a
considerable change in the style and type of projects
being submitted. Initially MCs struggled with scoping
strategic projects and considerable effort was required
to create change. Current projects comprise multiple
components that fill current and future gaps whilst
adding value to existing projects and works programs.
This significant change has resulted in an increase in
joint projects between neighbouring Councils. The
willingness for geographically separated councils
to collaborate on similar projects and an increase in
information sharing between organisations is leading
to greater consistency of data collection and produc-
tion of education material. Projects can be categorised
into six main themes:

1. Local law development

2. Weed Management Strategy development or up-
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Mapping and GIS systems

Education and resource material

Vehicle hygiene and weed identification training
. Community engagement

These types of projects comprise many and varied
components, and the application and importance of
these components varies between MCs. MCs now
have the confidence to combine components to form
strong projects.

Sukw

RESULTS

The improved development of weed management
projects are provides significant advantages to MCs
and their communities, and contributes to statewide
weed management. MCs are building robust and
enduring strategic projects that set the framework
for future direction whilst ensuring their staff and
community can implement practical weed manage-
ment and control. The weed management concepts
that MCs are integrating into their projects indicate
they are thinking more proactively and now have the
confidence to combine weed management compo-
nents that would have previously been considered too
unrelated to tackle together, into robust and practical
projects. This has been supported anecdotally by MC
Environmental Officers during the development of
their project submissions and by MC executive staff,
who recognise the long term benefit to core business
activities. This integrated thinking indicates that the
capacity of MCs to collaboratively and strategically
manage weeds is achievable and is effective.

Table 2 summarises the types of projects that are
currently underway and shows where partnerships have
been formed. MAV is also undertaking two projects
that will benefit all Councils, effectively increasing the
capacity of MCs to manage weeds collaboratively.

DISCUSSION

Building the capacity of local government has been
guided by the TWoPL initiative, but essentially MCs
have themselves provided the motivation to work
collaboratively. The Grants program has provided the
necessary basis for MCs to think differently about how
weeds are managed and gain financial assistance to
turn these ideas into projects and carry them out.

A rural decline in some municipalities has lim-
ited the capacity of some Councils to maintain the
resourcing levels required to meet their responsibilities
for weed management. The TWoPL Grants program
seeks to assist MCs to work smarter with the limited
resources available and provide them with the skills,
tools and projects that can be carried on and used as a
basis for attracting additional resources from multiple
sources in the future.
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The snowball effect of MCs learning from each
other and being willing and able to share information
is rapidly progressing MCs through the ‘triple A’
continuum levels from awareness to acceptance and
then to action.

The Local Government Grants program is cur-
rently assessing (April 2006) Round 3 applications
for projects to be undertaken in 2006/07. The process
of assisting MCs to develop projects has contributed
to an overall increase in partnership projects and MCs
are more willing to contact other agencies and each
other to share ideas and information.

During three application rounds of the Local
Government Weed Management Grants program, 53
Victorian Municipal Councils (67%) have submit-
ted applications for strategic and capacity building
projects. Ofthe 62 rural and peri-urban MCs, 48 (77%)
have recognised the benefit in developing strategic
projects for the long-term protection of regional assets
and have submitted project applications.

Funding committed to MC project grants to date
(March 2006) is $1.15 million. Co-investment from
MCs totals $2.36 million. This considerable investment
of cash and resources from MCs demonstrates their
willingness to invest in cost saving practices for the
long term, recognising that the investment in weed
management strategies will enable their Council to un-
dertake more cost effective programs in the future.
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Table 2. Weed management projects being under-
taken by Victorian Municipal Councils. Numbered
project themes are described in the text. Matching
symbols indicate joint projects.

Municipal Council Project themes

1 2 3 4 5 6
Ararat Rural City Council °

Alpine Shire Council ° °

Banyule City Council

Baw Baw Shire Council

Brimbank City Council

Campaspe Shire Council °
Cardinia Shire Council ° L
Central Goldfields Shire Council °

City of Greater Bendigo

City of Whittlesea °

Colac-Otway Shire Council v
Corangamite Shire Council v
Gannawarra Shire Council e o
Golden Plains Shire Council L

Hume City Council

Indigo Shire Council o o o
Kingston City Council L4
Loddon Shire Council

Macedon Ranges Shire Council
Manningham City Council L4
Maroondah City Council

Mildura Rural City Council A
Mitchell Shire Council

Moorabool Shire Council L

> o o o o
" e > o o
L 2
H ¢ > o

Mornington Peninsula Shire
Mount Alexander Shire Council
Moyne Shire Council
Nillumbik Shire Council

Rural City of Wangaratta

South Gippsland Shire Council
Strathbogie Shire Council °
Swan Hill Rural City Council

> o o o
[ ]

Towong Shire Council

Wellington Shire Council e o o
Yarra City Council °

MAV °

e o o o )






