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This Brief is based on the Future Melbourne Consultation Draft (May 17 – June 14, 2008) and the revised Wiki version as of June 4, 2008.  References to “The Plan” refer to the Future Melbourne Consultation Draft.  For ease of comparison, all page numbers reference the web site Consultation Draft.  The term “Pathways” has been removed from the Wiki version.  The Brief continues to use the term “Pathways” to help orient the reader.
In preparing this Brief, the author has reviewed Future Melbourne Consultation Draft, Wiki version, Council Plan 2005-2009, and Melbourne City Plan 2010.  Through prior work the author is familiar with Melbourne 2030, Audit Expert Group Report, and the Victorian Government’s response Planning for all of Melbourne.  Suggestions also reflect over 30 years experience with strategic plans at the City of Vancouver, Canada.  Even so, there are clearly significant gaps in the author’s understanding of Melbourne.  Consequently, there are several sections where assumptions are identified and questions asked to clarify areas of uncertainty.  
Comments related to the overall planning process are based on the City of Melbourne Integrated Planning Framework (Attachment 1).

Unless otherwise noted, all references to “Melbourne” are to the City of Melbourne.  Any references to the larger metropolitan area are referred to as Metropolitan Melbourne.

In the following sections the terms “Recommendations” and “Considerations” are used.  “Recommendations” highlight significant issues which are recommended for change.  “Considerations” identify less significant issues which may or may not warrant changing. 
OVERVIEW COMMENT

The City of Melbourne Future Melbourne Plan covers a broad range of topics essential to guiding City decisions.  The topics covered are reflective of issues addressed in the plans of other “best practice” cities.  Indeed, the range of goals is broader than found in many traditional city plans. This suggests Melbourne is thinking in a comprehensive way about the issues and needs of residents, businesses, and visitors.  The few changes through the Wiki process suggest most stakeholders see their needs addressed in the Plan.
Melbourne could adopt the updated Future Melbourne Plan as is and continue, following the November election, to establish a four year Council Plan and subsequent Annual Budget and Branch Business Plans. 

However, there is a fundamental flaw in any plan in which all the Goals are seen to be of equal value.  The Plan could falter if Melbourne is forced, through significant external events, to make difficult choices, in the heat of the moment, between equally valued Goals.  

What if, for a variety of reasons, the next 4 to 10 years are not “business as usual”?  

· Melbourne has already recognized that, as the City Center becomes more livable not everyone benefits equally from success. To respond to “An Affordable Place to Live” will require significant funds.  Difficult choices will need to be made in the competition for limited resources.

· One of the biggest challenges facing Metropolitan Melbourne is servicing a very low density region.  Activity Centers and Transit Cities, described in Melbourne 2030 and Pathway 3.5 Future Melbourne, will take some time to assemble, service, and build. An argument could be made for the City of Melbourne moving forward development plans to take a larger than expected share of metropolitan growth. 
· Adapting to Climate Change may well require significant resources. This could result in delaying some of the “Outcomes” listed in other sections of Future Melbourne.
Any of these events could result in the “Goals” identified in Future Melbourne being in conflict and “Outcomes” being delayed.  Plans which do not address choices “up front” are less resilient when challenges arise. Unless there is broad public recognition of priorities for action there will be disappointments when Future Melbourne results are monitored.
The remainder of this Brief identifies suggested amendments to Future Melbourne to develop a more resilient Plan.
RECOMMENDATION 1: FUTURE MELBOURNE TIMEFRAME 

It is always a challenge to establish the time frame for a Plan.  Set too far into the future means people may not immediately relate.  Set with too short a time frame expectations are raised for changes which are unlikely to be realized within the current Plan.  Experience suggests even with the rapid growth Metropolitan Melbourne is experiencing, significant land use change may take 20 – 30 years to implement.  

2020 as a Plan date has the advantage of spanning more than one Council.  The notion of each Council developing their four year Plan is positive.  As an illustration, the Council Plan 2005-2009 does a good job of identifying 4 Major Initiatives and, while rather ambitious, other strategic actions.  

There are references in Future Melbourne to longer time frames.  Page 29 recognizes the time it will take to achieve key objectives: 

“Melbourne is complex and constantly changing. Many initiatives in Future Melbourne may take time to have effect. The full extent of some benefits achieved by Future Melbourne may not be realized until well after 2020. However, by this time our city will have laid solid foundations for becoming a successful city in the 21st century, ensuring a sustainable city for future generations.”
Despite this caution, the overriding impression conveyed by Future Melbourne is that the identified “Outcomes” are expected by 2020.  

Time Frame Recommendations:

1.1 Make it clearer throughout the Plan that many of the objectives are either ongoing or will take longer than 2020 to be realized.

1.2 Infrastructure investments and maintenance should be clearly identified as ongoing commitments.  It is helpful if infrastructure expenditures are identified as multi-year commitments in Annual Budgets. Interestingly, the “life-cycle” of many infrastructure services and buildings closely approximates the life expectancy of today’s children.  This analogy is a good way to achieve understanding of, and buy-in to, longer term plans and “life-cycle” infrastructure replacement funding.

1.3 Continue the 4 year Council Plan tied to the Annual Budget, Branch, and Individual Performance Plans.  Make it clearer in Future Melbourne that each Council will conclude which parts of the Plan to advance during their term of office.  
RECOMMENDATION 2:  GROUPING GOALS & PATHWAYS
In developing a Plan there is no “right” or “wrong” way to proceed.  This is particularly true for grouping Goals and Pathways. Each grouping will raise questions about why particular actions are referenced in one section rather than another.  The identification of “Related Goals” in each section helps.  That said, there are several groupings which stand out for reconsideration.
Separating the jobs, housing, and transportation goals between “People”, “Prosperous”, “Connected”, and “Ecocity” results in four interrelated areas where local government has considerable influence being, in effect, disassembled.

The Ecocity Goal draws together, but does not adequately draw attention to, the links between housing, jobs, and transportation.  This is a topic which should be given a higher profile.
Goals and Pathways Groupings: Recommendation

2.1 The relationship between jobs, housing, and transportation needs to be clearly articulated either as a separate section or as a key point in the Conclusion (see Recommendation 6). 
Goals and Pathways Groupings Considerations:

2.2 Goal 1.1 People (page 35).  Starting with “Great Place to Visit” seems out of place.  Suggest adding a Goal 1.1 “A Great Place to Live” to focus on those who make Melbourne their home.  Move “Great Place to Visit” to Goal 2 “Prosperous” highlighting tourism as a key part of the economy.  If a City is a “Great Place to Live” then by extension it becomes a “Great Place to Visit”.
2.3 Goal 5 - Bold and Inspirational. Overall there are not significant differences between 5.1, 5.2, 5.3, and 5.4. (“Resident Artist” fits better under 5.2.) Either Pathways need to be more clearly differentiated or incorporated as parts of other Goals 1 (People), 2 (Prosperous) and/or 3 (Knowledge).  The Plan could, for example, identify some values which are common to all Goals. “Bold and Inspirational” works as an underlying value for all Goals.  

2.4 Goal 4 – Knowledge faces some of the same dilemmas as Goal 5.  Both include items which might well be placed under other goals.  Pathway 4.4 (Wired City) also fits well under Goal 6 “Connected”. Pathway 4.2 (Synergies between universities and the economy) also fits under “Prosperous”.  “Knowledge” could be considered as an implementation “tool” common to all Goals.
RECOMMENDATION 3: MAKING DIFFICULT CHOICES

Robust plans require making difficult choices.  As of June 4, very few changes appear to have been made through the Wiki process. This suggests that there is little to argue about in the “Goals” and “Pathways” outlined in the Draft Plan.  In reality this is not likely to be the case.
Goals are likely to collide as a city grows. Pressure mounts for changes to long established ways of doing business.  Goals also collide when many needs face limited funds.

Page 4 states that:

“Future Melbourne is a ….community plan for the future of Melbourne that aims to:

· Engage citizens in creating a vision for the future, setting priorities and contributing to decision-making…

· Connect the top-down and bottom-up policy processes that influence resource allocation.”
It is not clear from the Draft Plan or the process to date where the citizen engagement in “Setting Priorities” occurs.  It is all very well to outline a broad range of values, goals, and desired outcomes. For a Plan to be robust requires direction on what to do when valued goals collide. If choices are left to be made when the need arises decisions will be made in the heat of a specific issue without the benefit of time to consider broader consequences. 

Reviewing the Draft Plan, there are 5 areas where the Plan would benefit from a specific choicing exercise.  Attachment 2 provides a brief illustration of an example strategic planning choicing process.
1.  Responding to Metro Melbourne’s Growth pressures.  

For Melbourne to build on and enhance its local and international reputation, it must retain and improve its diverse mix of land uses in designated areas, whilst minimising the potential for land use conflict. Page 57.
According to information in Future Melbourne, Metropolitan Melbourne's population is expected to grow by one million people over the next 20 years. The City of Melbourne's population will increase about 30,000 in the same period. About 620,000 new homes will be created in the metropolitan area of which 16,000 (or 38%) are expected to be located in Melbourne City.  Future Melbourne references an estimated City capacity of approximately 100,000 dwelling units to be achieved by 2030.
As noted in the Overview comment, Activity Centers and Transit Cities, described in Melbourne 2030 and Section 3.5 Future Melbourne, will take some time to assemble, service, and build. An argument could be made for the City of Melbourne moving forward development plans to take a greater share of Metropolitan growth in the short term. 
“The daily visitors who come to the City of Melbourne for work and recreation outnumber its residents 10 to 1. … A greater increase in the proportion of resident population would provide a more balanced mix of residents and visitors and could reduce the daily metropolitan-visitor transport load.” Page 75    
The idea of Melbourne taking a larger share of Metropolitan growth over the next decade was raised in the Melbourne 2030 Audit Expert Group Report. The idea would require considerable discussion of choices and consequences. To date redevelopment in the inner city has been on vacant sites or sites where buildings have reached the end of their lifespan.  As the City grows, redevelopment will place pressure on lower density uses where existing buildings may still be serviceable.

2. Maintaining a Diverse Economy
The Port of Melbourne is Australia's busiest port. The Port is planning substantial growth in the next 30 years. It is unclear from the Plan whether the land and transportation improvements required to support the Port can be achieved with minimal impact on other City land uses. 
On another economic issue, experience in Vancouver suggests that as higher order economies grow (for example high technology in response to Melbourne’s focus on “Knowledge” industries) redevelopment pressure will be placed on strategically located lands near the city core. Often these lands provide sites for warehousing and other services for the inner city.  If these sites are lost the cost of doing business in the City increases. This topic is not adequately addressed in the Plan though it may become an issue of considerable significance and difficult choices.
3. Transportation

Following from the previous issue, it is clear that the Connected City Goal will require making some difficult choices:

“The transportation of goods to, from and through the City of Melbourne has become a significant issue as the city’s volumes of freight have increased with the growth of its commercial and industrial sectors and the expansion of the Port of Melbourne’s capacity…. Resolving this will require a multi-faceted approach targeting: 
· the logistics of accommodating an increase in freight movements.

· the impact on the liveability of the City of Melbourne’s local areas.

· management of current freight routes and precise planning of future routes.

· the amenity of established, developing and planned future residential areas.” Page 104
While the Plan recognizes these concerns it needs to be clearer about how and when the choices will be addressed
4.  
Increasing demand for a broad range of social services including affordable housing.  
The Plan identifies a number of requirements to ensure the needs of a broad range of people are met.  Meeting these objectives will require considerable public dialogue about the cost and priority of social sustainability initiatives such as:

Established communities

The challenge is to maintain socio-economic, cultural and land use mix as land prices rise and to ensure residents can access adequate social and physical infrastructure.

Transforming lower income communities

The challenge is to improve socio-economic, cultural and land use mix as well as educational and employment options without losing affordable housing.

Emerging communities

The challenge is to rapidly develop infrastructure, particularly social infrastructure, to accommodate this rapidly growing population.  Page 50
5.    Responding to Climate Change
Climate change and the need for adaptation strategies may well become the biggest issue facing large cities for the foreseeable future.  Clearly this is a big issue for Melbourne. What is not clear from the Plan is how choices raised by climate change and the impact of declining non renewable resources will be addressed.  This is a topic which requires broad buy-in and commitments by individuals to alter their daily patterns.
These are example topics which would benefit from clearer discussion of how, when Goals collide, they will be addressed.
Making Difficult Choices: Recommendations
3.1 Future Melbourne would benefit by adding a section, or including as a key point in the Conclusions, a discussion about challenges which arise when goals collide resulting in difficult land use and funding choices as the City grows.  (See Recommendation 6).
3.2 
Establish a planning process (or if one is established incorporate details in the Plan) to engage citizens in discussions of significant choices facing Melbourne.  

RECOMMENDATION 4: IMPLEMENTING GOALS
Several topics, which will likely be central to achieving the Plan, are vague in their actions for implementation.  There is a saying “The Devil is in the details”.  This is particularly true in implementing Plans in the context of a complex urban environment.  All too often people buy-in to a Goal or Outcome only to find that, when the details of implementation are tabled, they are unwilling to pay the price. 
Some example actions are included in the Plan. For example MacroMelbourne and the cross-organisational intelligence program to support businesses to adopt more sustainable practices.  However, these are exceptions.
Throughout the Plan questions can be asked: “How will the Goals be accomplished?” and “Who pays?”  
Four areas where the absence of implementation details are of particular concern follow.
1. Paying for Growth related Infrastructure & Services 

· “All new residential developments address community needs and provide necessary infrastructure and community services”. Page 37.

· “A key challenge is responding to a growing and rapidly changing population. This includes residents, workers and visitors, who will place pressure on our existing parks, sporting fields and facilities as their numbers and demands grow”. Page 52

Various forms of Development Cost Charges are used by cities to cover growth related services.  They have met with varying success depending on the economy and size of the development.  It is easier to make the provision of services a condition of development on larger sites. 
An example Financing Growth Strategy can be found at www.city.vancouver.bc.ca/commsvcs/cityplans/fg
It is unclear from the Plan whether Melbourne has a Financing Growth Strategy to ensure all new development contributes to the capital and operating costs of growth related services.  It is also unclear as to the process to handle infrastructure backlogs ($66.9 m page 50).  If growth related services are funded through taxes on existing residents this can generate considerable antagonism against change.

2. Providing Affordable Housing
 “Long term homelessness in Melbourne is eliminated”. Page 39. 
3. Supporting the Business Community
 “Space in the city is more affordable for business”. Page 59
One idea to promote in the business community is encouraging businesses to incorporate the City’s Goals in their Mission statements.  

4. Meeting Sustainability Goals
· “Reduce greenhouse gas emissions in the municipality by 60 percent from

2006 levels by 2020. Page 67

·  “A significant proportion of the existing commercial and residential building stock in the City of Melbourne has been retrofitted to cut greenhouse gas emissions and improve water efficiency.” Pages 67 and 71.
Accomplishing Outcomes: Recommendations

4.1 The Plan would benefit by including a section on “Tools” available to implement the Plan.  This section should include basic information about Melbourne’s revenue base, funding requirements, and regulatory processes. This could be an Appendix to the Plan.


(See Recommendation 6 for a discussion about adding sections and topics for a Concluding Chapter.) 
4.2 If the City of Melbourne has a Financing Growth Strategy to ensure all new development contributes toward the capital and operating costs of growth related services then this should be explained in the “Tools” section of the Plan.  If not, this is a significant tool for implementing a Strategic Plan and should be developed. 
RECOMMENDATION 5: MONITORING THE PLAN

The Plan is to be commended on the attention to setting targets and proposals for monitoring progress.  If anything, the Plan is much too ambitious in setting expectations for results by 2020.  For example on page 31 is it reasonable to expect that:

1.   By 2020, all visitors to and residents of the City feel welcome, safe and engaged.

2.   By 2020, all residents, businesses, and visitors can easily and affordably access electronic 
information.

3.   By 2020, at least 110,000 people will live in the City.


4.   By 2020, at least 20% of our housing will be affordable or social housing.

5.   By 2020, total employment in the City has exceeded 500,000. 

6.   By 2020, we have zero net emissions.

7.   By 2020, we have a 40% reduction in potable water use per resident and per employee (from 2000 
levels) in the city.

8.   By 2020, Melbourne we are ranked in the world’s top 10 research centres.

9.   By 2020, Melbourne we are ranked in the world's top 5 cities for international higher education.

10. By 2020, 90% of people will get to work in the City of Melbourne by walking, bike riding and public 
transport. 

These are laudable targets to aim for.  They are highly unlikely to be achieved by 2020.

Monitoring the Plan: Considerations
5.1 “Promise Less Deliver More”.  With reference to the page 31 targets suggest:

i. Removing the “By 2020”
ii. Removing target number #1 which is hard to measure.  
iii. Questioning whether #2 is as significant as the other indicators.

iv. Adding “By 2020 we will assess progress toward meeting these targets – establishing new targets where they have been achieved and identifying further actions to realize the targets by the completion of the next Plan (2030)”.

5.2 Reduce the Number of Indicators.   A quick tally suggests there are about 170 “indicators” to be monitored.  Some numbers are readily accessible. Others require user surveys (“Establish new and effective measures of community well-being”). Some sections have a reasonable number of indicators (2 or 3 maximum) others (see page 91 5.2) have an excessive number (15).  Suggest doing an evaluation of the resources necessary to assess the Indicators included under each Goal.  Then conclude whether these resources are best spent monitoring or implementing the Plan.  
RECOMMENDATION 6: CONCLUSIONS OR NEW SECTIONS

The Plan currently ends with Goal 6 – “Connected”.  Assuming there will be a Conclusion, several topics are identified which either could be assembled into a conclusion or discussed in separate sections.

Several previous recommendations referenced as candidates for discussion in the Conclusion are:
2.1  The relationship between jobs, housing, and transportation needs to be clearly articulated either as a separate section or as a key point in the Conclusion.

3.2 Future Melbourne would benefit by adding a section, or including as a key point in the Conclusions, a discussion about challenges which arise when goals collide resulting in difficult land use and funding choices as the City grows. 

4.1   The Plan would benefit by including a section on “Tools” available to implement the Plan.  This section should include basic information about Melbourne’s revenue base, funding requirements, and regulatory processes. 

Further recommendations for inclusion in the Conclusions section of Future Melbourne follow.
Conclusions/ New Sections:  Recommendations
6.1 Throughout the Plan there are references to roles for the City, State of Victoria, other municipalities, businesses, agencies, associations, and institutions.  Most are listed as “Responsibilities” under “Outcomes”.  The importance of Partnerships warrants a separate discussion (possibly under Tools) or a key point in the conclusion outlining how Partnerships will be cultivated to implement Future Melbourne.  

6.2 Reference expectations from Melbourne 2030 which provide a context for Future Melbourne and shared commitments outlined in the Inner Melbourne Action Plan.  Provide a concluding comment on how Future Melbourne moves the City toward meeting Melbourne 2030 Directions. 
6.3 Add a Section or Concluding Comment on “Next Steps” to clarify:

a. The role Council will play in identifying a 4 Year Action Plan
b. How funding is tied to implementation.

c. How choices and priorities will be established

Conclusions: Consideration

6.4 Consider whether there are Governance issues (delegated responsibilities, funding amounts/time frame) which need to be reconsidered to assist Melbourne to implement the Future Melbourne Plan.
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