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Importance of the Winton Wetlands to the Traditional Owners

The Winton Wetland has a rich Aboriginal Cultural history.  Communities of many hundreds of people lived around the shallow swamps 
creeks/river wetlands and associated foothills of the area where food, water and material were available to support the needs of our lives 
and the relationships associated with our creation stories, lore and customs of social and ownership business being conducted by the 
Yorta Yorta Nation Traditional Owners of the Winton Wetland area over many thousands of years.

The Yorta Yorta Nation continues to keep an ongoing dialog with neighbouring traditional owners regarding these boundary areas; it 
also has partnership arrangements with the major generic Aboriginal organisations throughout the region.  

This notion of broader community responsibility is not unusual to the Yorta Yorta people, the Yorta Yorta people have been conducting 
business on all social and economic matters for thousands of years in this region and is held in the same reverence and regard by the 
Nation today as it has done for many generations of their people. 

The Yorta Yorta people will continue to engage with their neighbours and the more recent wider community members in related social 
matters in the interest of positive social and economic development for the region as all of community.

Achieving a positive fair and equitable existence to achieve tangible reconciliation is an outcome that is beneficial for the wider 
community and the Yorta Yorta Nation. 

Acknowledgement of Country

The Winton Wetlands Committee of Management Acknowledges the Traditional Owners of the Country, their ancestors and Elders Both 
Past and Present.
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Foreword

This document is a Master Plan prepared for the Winton Wetlands Committee of Management (WWCoM) to 
guide the future development of the Winton Wetlands site, formerly known as Lake Mokoan.

It identifies potential site development opportunities and locations for these based on market research, 
community and stakeholder engagement and investigation of the site itself.

As a planning document the Master Plan is not intended to convey detailed landscape or other design 
and the scale of plans and diagrams used to represent the concepts and overall direction of future site 
development reflects this. 

The Master Plan presented here provides the basis not only for future business planning and partnerships 
to be explored in pursuit of those opportunities, but also for detailed design to be developed and 
implemented in order to achieve the goals set out in this document.
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Executive Summary

Winton Wetlands represents a unique opportunity 
to develop a significant nature-based tourist 
attraction for the benefit and enjoyment of the 
Benalla, Wangaratta and associated communities 
in the first instance and, progressively, for people 
state-wide and from across Australia.  This Master 
Plan outlines what is potentially a $57 million 
project for North East Victoria. This investment, 
along with the outputs that it will bring through a 
two-stage process of development, are summarised 
in the accompanying table.

The wetlands, currently undergoing restoration 
after some 40 years of inundation as Lake Mokoan, 
comprise a surface area of some 3,000 hectares 
at full capacity, and these are set within a further 
5,750 (approximately) hectares of Crown land, 
mainly grassland and woodland, of which a portion 
is under long-term agricultural use. It is a place 
of striking natural beauty and, with a detailed 
restoration strategy now in place, it will continue 
to recover much of its ecological integrity in the 
coming years, which is expected to present a range 
of opportunities for research and education into 
wetland and environmental restoration. Provided 
the necessary infrastructure and amenities are put 
in place, it will be an attraction for bird watchers, 
star gazers, bush walkers, cyclists, campers, wildlife 
and landscape photographers, and for those simply 
wishing to experience the vastness and remoteness 
of such a place. 

To become a destination that many people will 
want to visit – particularly those travelling from 
Melbourne – the site will need enhancement 
to provide the amenities and attractions which 
together create a critical mass that constitutes 
a major nature-based tourism destination.  This 
Master Plan sets out the necessary guidelines that 
provide a foundation for developing such a facility, 
recommending a two-stage approach. The first 
stage is primarily a recreational facility for local 
and regional communities, and the second stage 
broadened out to become a regional tourism 
drawcard for Melbourne and beyond.

Stage 1 of the Master Plan, the Local Amenity 
Model, proposes a number of small projects that 
will provide the community access to enjoy and 
experience this fantastic natural asset in a range 
of ways via the creation of: camping grounds; 
picnic and BBQ areas; lookouts; access to key 
locations within the site; access to areas of water; 
development of a general store/cafe and associated 
major children’s playground; interpretive/ 
educational signage and associated structures; 
walking trails and bike paths. Significantly, there 
will be a key connection point into the Wetlands 
site with the proposed Inlet Channel bicycle trail. 
This will effectively extend the Inlet Channel trail 
from Benalla into a network of bike trails within 
the Wetlands site and together create a bicycle 
gateway into North East Victoria. It is expected this 
will benefit Benalla’s tourism and that of the wider 
region by linking it into the existing high country 
bicycle network, including the popular Murray to 
Mountains Rail Trail. 

Those projects in the first stage can be built using 
$5 million of the $16 million of funding held by 
the Winton Wetlands Committee of Management 
(WWCoM) as capital investment, with an additional 
$2 million being sourced through partnerships and 
co-investment. Those partnerships would yield 
matching funds accessed via government grants 
for local development in the areas of tourism, 
education and recreation. The first stage will create 
recreation opportunities, a sense of local ‘ownership’, 
and establish a platform to attract private business 
investment to the site.

The funds that are retained by WWCoM after 
completion of the first stage amount to $9 million, 
which will continue to generate interest earnings 
and this, combined with revenues from agricultural 
leases, rents and camping fees, will continue to 
provide for the costs of ongoing restoration works 
and site management.

Local Amenity Model (Stage 1)
  
Investment/Funding Amount Outputs
WWCoM $5 million Visitor Arrival and Interpretive Shelter

Government / Other $2 million* Yacht Club Refurbishment

Robertson’s Hill Lookout with parking & toilets

Boat Launch Facility

Duck Pond Picnic Ground & Bush Camping 

Bill Friday Swamp Boardwalk

11 Mile Creek visitor parking & bird watching trail

Camp Ground with RV Facilities

Bike & Walking Trails*

Regional Playground*

Education Group Camp Ground*

Mountain Bike & BMX Circuit*

Total Stage 1 $7 million

* Potential matching grant to fund regional development

Benefits from Investment

Increased engagement of local and regional community with the Winton Wetlands, enjoyment of 
amenities  

Increased sense of ownership by local community, educational benefits from school involvement

Better appreciation of wetlands and the value of wetland restoration, participation in restoration projects

Increased revenues from visitation and camping fees

Increased rental revenue from farming land, expanded grazing areas, offsetting land care and 
management, benefits from structured licence agreements

Stimulation to local economy through increased tourism and visitor activity including bike users and 
campers

Estimated visitor numbers for Stage 1 when fully operational, will attract an estimated 30,000 to 40,000 
visitors per year. (Refer page 85, 11.5 Visitor Numbers)

The first stage 
is primarily a 
facility for local 
and regional 
communities, and 
the second stage 
broadened out to 
become a regional 
tourism drawcard 
for Melbourne and 
beyond.

“

”
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The second stage of the Master Plan will create a 
major tourism destination for the North East Victoria 
region. Stage 2, the Tourism Destination Model, 
is a longer term vision that sees the wetlands as a 
scenic backdrop for a range of nature-based tourism 
activities on the site. To achieve this the WWCoM 
will need to put up a further $9 million of funding 
as development capital in order to obtain matched 
government funding from a range of sources of 
$16 million. This will combine as a $25 million 
commitment to build the required infrastructure 
on the site and provide the necessary leverage for 
attracting the private sector to invest in a nature-
based tourism venture. 

The combined attractions on the site will be 
designed to give visitors the opportunity to 
experience a ‘dawn to dusk’ adventure. This will 
include an exciting range of outdoor activities such 
as tethered balloon rides, night canoeing, guided 
fauna tours, cultural history via a sound and light 
show, high quality accommodation and dining 
experiences overlooking the wetland environs.

A significant element of these visitor experiences 
is the telling of stories that convey the rich cultural 
heritage of this place – Indigenous, post-European 
settlement and the pioneer era, including such 
identities as Ned Kelly. Initial discussions held with 
representatives of Yorta Yorta Nation indicate a 

Tourism Destination Model (Stage 2
  
Investment/Funding Amount Outputs
WWCoM $9 million Bitumen road sealing 

Government / Other $16 million Unsealed road upgrading & construction

Upgrade access from Hume Freeway

Services infrastructure

Sustainable energy infrastructure

Wetland Education Centre

Café Building

Tree Top Walk

Boardwalks & Access to Wetlands

Sound & Light Show

Astronomy facilities

Private Commercial $25 million Accommodation – range of facilities

Café Fitout

Minor Access Roads / Connections

Hot Air Balloons

Nature Walks at Night

Night Time Canoeing

Event Staging

Land Art / Light Sculpture

Total Stage 2 $50 million

Benefits From Investment

Increased revenue and rents from tourism business operators

Stimulation to local economy through development activity and new tourism businesses

Stimulation to local and regional economy from increased tourism and visitation

Enhancement of Benalla and regional tourism ‘brand’ through creation of new tourist products including 
food and wine

Intangible community benefits from sense of pride in having a new significant destination in their 
‘backyard’

Estimated visitor numbers for Stage 2 when fully operational, will attract an estimated 200,000 to 300,000 
visitors per year. (Refer page 85, 11.5 Visitor Numbers)

strong desire for Indigenous cultural values to be 
given prominence in any future development of 
this site as well as a keen interest in being involved 
in the curating and sharing of those Indigenous 
stories.

Through the master planning process there has 
been broad market research and consultation with 
stakeholders and the community. There has been 
strong support from all sections for the two-staged 
Master Plan approach, with acknowledgement that 
the second stage will require considerable effort, 
commitment and community support to bring to 
realisation. Preliminary discussions with a number 
of potential investors within the tourism and 
development sectors have been held as part of the 
Master Plan consultancy, which indicate a level of 
interest in such a venture.

There are challenges, but with imagination and 
perseverance, these can be met.  The consultant 
team is confident that the Winton Wetlands will 
become a major tourist attraction within a five-year 
period, achieved as a result of partnerships between 
the community and government – local, state and 
federal – and with commercial investors.  With 
support from the community there is no reason to 
believe that Winton Wetlands cannot eventually be 
developed to become an appealing destination for 
overseas visitors.

Photography -Scott Hartvigsen Photography

The second stage 
of the Master Plan 
will create a major 
tourism destination 
for the North East 
Victoria region

“

”
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1.0   Introduction

Photograph - John Mitchell

PART 1: THE VISION

1.1   Management Context 

The Master Plan has been prepared within the 
planning and management context provided by the 
Lake Mokoan Future Land Use Strategy 2006 (FLUS).

In January 2005 the community based Lake 
Mokoan Future Land Use Steering Committee was 
established to assist the Victorian Government in 
developing a strategy for the future restoration, 
development and management of Lake Mokoan 
following its decommissioning.

In June 2008 the Victorian Government announced 
a commitment to provide up to $20 million for 
the implementation of the FLUS and to establish 
a board of management, including community 
representatives, to manage the Winton Wetlands 
and oversee the implementation of the FLUS.

The FLUS identified the need to develop two key 
strategic plans.   The Restoration and Monitoring 
Strategic Plan was completed in October, 2011.  

The FLUS also identified the need to develop a 
Master Plan to guide the future development of 
the Winton Wetlands Reserve which would provide 
further detail on the development of infrastructure, 
and a business model which would ensure the 
long term sustainable financial management of 
the site and provide opportunities for private 
sector development and broad local and regional 
economic benefits.  

The Winton Wetlands Committee of Management 
commissioned a consortium led by Taylor Cullity 
Lethlean to provide more detailed proposals 
for tourism, recreation, visitation, education 
and research facilities, as well as preparing and 
evaluating a business case for further development, 
with emphasis on the tourism potential of the 
Wetlands.

1.2   Report Structure

The Master Plan is divided into three parts and 15 
sections.

PART ONE: THE VISION outlines the recommended 
approach, the overall Master Plan concept and a 
brief description of the two-staged approach; the 
Local Amenity Model and the Tourism Destination 
Model.

PART TWO: THE ANALYSIS describes the existing 
conditions, both landscape and stakeholder 
expectations, site planning principles and the 
market scoping. 

PART THREE: RATIONALE & BUSINESS CASE is the 
rationale and the business case which comprises 
a concept evaluation, a detailed business case for 
both models, the marketing and branding strategy 
for both and the implementation plan outlining 
‘Next Steps’ to be taken from here.

 PART FOUR: DELIVERY STRAGEY describes how 
the two stage master plan could be implemented 
and the value of partnerships for the project with 
a detailed Cost Plan for Stage 1 and an activity 
timeline to guide the next phase of the project.
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Winton Wetlands is a 9,000 hectare site that is 
located approximately 200 kilometres north of 
Melbourne on the Hume Hwy. It is situated between 
Benalla and Wangaratta opposite Winton on the 
western side of  the Hume Hwy and the rail line. 
The Warby-Ovens National Park is located to its 
immediate north and Mount Buffalo National Park is 
visible in the distance to the east.

The Hume Strategy for Sustainable Communities

The Hume Strategy for Sustainable Communities 
2010-2020 is a ten-year strategic plan for the wider 
region that “provides a framework for long term 
cooperation and investment” across the region.  
The Environment is one of five central themes in 
the plan with a stated mandate to ensure that 
the region’s natural resources are protected and 
enhanced for current and future generations.

In this plan various comments are made in relation 
to the Winton Wetlands development, specifically 
within the Central Hume sub-regional plan section.  
These include the following aims, all of which are 
consistent with the recommendations in this Master 
Plan:

1. Protect and enhance the biodiversity  
assets of the Hume region by maximising the 
opportunities that will be presented through 
the restoration of the Winton Wetlands. 

2. Enhance the profile of the Wetlands through 
the development of links with regional 
environmental education and tourism 
programs.

3. Link key settlements with the Winton Wetlands 
area by extending the ‘rail trail’ infrastructure 
network. 

4. Consider linking Wangaratta and Benalla bike 
trails with the Winton Wetlands development.

5. Strengthen the region’s tourism profile, industry 
and competitive advantages by maximising the 
opportunities presented by the Wetlands. 

Victoria’s High Country Tourism Strategy

A review of the draft regional tourism strategy 
for Victoria’s high country indicates that tourism 
development at the Winton Wetlands would be a 
strong fit with three of the region’s five strategy 
pillars:  

1. Snow 

2. Cycling

3. Food and wine

4. Nature-based experiences 

5. Cultural heritage

The three regional product pillars that the 
Wetlands could leverage are cycling, nature-based 
experiences (non-alpine) and cultural heritage.  

Cycling is a focus of both state and regional tourism 
strategies, which therefore elevates the importance 
of ensuring that there is bike path infrastructure at 
the Wetlands that is designed to link into the wider 
High Country bike path network. Cycling is also part 
of Tourism Victoria’s Nature-Based Tourism Strategy 
and is earmarked to be integrated into future 
marketing activity.  Victoria’s Cycle Tourism Action 
Plan (Tourism Victoria) already notes a strength in 
cycling in Victoria’s High Country.  The region rates 
well in its extensive infrastructure, particularly 
the Murray to Mountains Rail Trail (Wangaratta to 
Bright); and a strong program of annual cycling 
events such as Seven Peaks Ride and initiatives 
such as Pedal to Produce.  The High Country is not 
a leader in mountain bike infrastructure, however, 
so this is where Winton Wetlands could fill a gap by 
making the bike trails appealing to mountain bike 
and hybrid bike riders and including a children’s 
BMX circuit that complements proposed mountain 
bike activity in parts of the adjacent Warby Ovens 
national park.    Victoria’s Nature-Based Tourism 
strategy nominates leadership in mountain biking 
as part of its vision and Parks Victoria is working on 
a holistic mountain bike plan to achieve this.

Winton 
Wetlands

VICTORIA

NEW SOUTH WALES

212km

40.6km

Wangaratta

BENALLA

Melbourne

Hume Hwy

H
um

e 
H

w
y

LOCATION PLAN
Melbourne to Benalla   212 kilometres, 2hours 30mins drive
Benalla to Wangaratta    40.6 kilometres, 36mins drive
Benalla to Winton Wetlands    20.2 kilometres, 23mins drive
Wangaratta to Winton Wetlands   32.9 kilometres, 30mins drive

1.3 Regional Context
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A weakness in the nature-based experiences 
pillar of the regional tourism strategy is noted as 
being a shortage of tourism operators outside 
the traditional alpine activities.  The ability to run 
nature-based experience paid activities at Winton 
Wetlands, such as canoeing, ballooning, nocturnal 
wildlife tours, in situ sculpture or art shows within 
the site would complement this regional strategy 
pillar.

Capturing the cultural heritage of the Wetlands and 
previous Lake Mokoan in the Wetlands interpretive 
story is now also important in light of the regional 
tourism strategy pillar around cultural heritage.  The 
Wetlands precinct has a history of social change, 
conflict and migration, which is very much a part of 
the region’s cultural heritage.

The other two regional strategy pillars of ‘snow’ and 
‘food and wine’ are more challenging for the Winton 
Wetlands.  While the wine offering is strong,  the 
food and hospitality products in the Benalla and 
Wetlands area is acknowledged as a minor industry 
in comparison, this should be addressed in the local 
Benalla tourism association’s capability building 
activity.

Tourism Victoria research suggests that the High 
Country brand is very strongly linked to the Alpine 
areas, putting the Wetlands at a disadvantage in 
the overall regional branding.  The fact that the 
Wetlands view is ‘framed’ by the mountains is 
perhaps the only tangible link to the ‘High Country’ 
brand association.   The Wetlands could however 
capitalise on Victoria’s High Country ‘Adventures 
Happen’ campaign.

REGIONAL CONTEXT PLAN
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Photograph - Jason Sonnenan, Design Flow

1.4 Reflecting on Our Past

The Winton Wetlands precinct has transitioned 
over many years from a natural wetland which was 
a food bowl and meeting place for Indigenous 
peoples; to a farming community of 12 families, 
where locals would hunt and fish in the wet seasons.  
In its next era it was transformed into Victoria’s fifth 
largest water storage that supplied irrigation water 
to farms in the region, enabling higher value crops 
to be grown.  The dam created a place for water 
recreation activity including boating, swimming, 
water skiing, fishing and duck shooting. 

That period saw persistent problems of water 
quality, with turbidity and shallow water 
contributing to outbreaks of toxic blue-green 
algae.  In July 2010, the former Lake Mokoan was 
decommissioned and the 8750 ha Winton Wetlands 
Reserve was established in August 2010.

The master planning project continues the journey 
to the sites next incarnation with the restoration 
of the Winton Wetlands and its development as 
a regional nature-based recreation and tourism 
destination. It is a work-in-progress involving 
partnerships between local and regional 
communities, businesses and state and federal 
government for the site. It is a story of restoration 
of both the natural environment and the spirit of all 
who use it. 

Benalla Rural City

The Economic Development Strategy for Benalla 
Rural City indicates a strength in manufacturing. The 
manufacturing sector dominates the local economy 
and is valued at $450 million.  There is heavy 
reliance on this sector which is in decline across 
the state due to the pressures of a high dollar and 
high labour costs.  The next largest industry sector 
is agriculture and forestry (valued at around $80 
million) which is also in decline. 

Tourism is not a strong or developed sector within 
the municipality despite the city’s ideal geographic 
situation close to the Hume and Midland Highways.  
The key tourism activity is the Winton Raceway 
which claims to attract over 300,000 visitors per 
year but much of the catering and support services 
used are sourced from outside the region.  The 
accommodation, cafes and restaurants component 
of the local tourism industry is valued at less than 
$50 million and consists of approximately 50 
businesses. It is one of the smaller sectors of the 
local economy and, as such, does not appear to 
have a strong voice or cohesive plan.  While Benalla 
is well placed to provide accommodation services to 
commercial travellers, its accommodation capacity 
does not cope with the peak events such as key race 
days at Winton or local festivals such as Wangaratta 
Festival of Jazz and Blues.

The Benalla Economic Development Strategy 
emphasises the need for driving population growth 
and diversifying the economic base away from a 
reliance on manufacturing.  Both of these aims 
could be tackled by the development of a stronger 
tourism sector.  It is a well-documented theory of 
economic development that a strong tourism sector 
makes a community a more attractive place to live 
because the cafes, restaurants and other facilities 
enable a critical mass of customers to broaden the 
variety available to local residents.

This master 
planning project 
continues the 
journey to the site’s 
next incarnation 
as a nature-based 
recreational 
destination.

“

”
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2.0   Vision for the Future

2.1 Looking to Our Future

In developing the Master Plan, the consulting 
team has felt a great sense of responsibility to 
recommend a plan that is realistic, relative to the 
potential of the site, given its natural attributes and 
the available resources.  Although the site does have 
great potential, it is important that we put forward 
an achievable plan that will deliver the best possible 
return on the funds that are available for investment 
- the aim being to create a community asset but 
without exposing Benalla and the site’s ultimate 
owners, the State Government, to risk of a future 
financial burden.

A comprehensive stage of community and 
stakeholder consultation, precedent studies, 
investigation of site and market research and 
enquiry has led the consulting team to the 
following conclusions:

1. In its current condition Winton Wetlands is 
internationally significant for its scale as a 
wetland restoration project and has great 
natural appeal. Although in its current state it is 
not a world-class  wetlands with the  uniqueness 
that would attract visitors from interstate and 
around the world.

2. Wetland experts suggest that it is unrealistic 
to expect that the site can be restored to its 
original state as it has been so drastically 
manipulated over the years, permanently 
altering its composition. Having stated this, the 
site still has the potential to establish itself into a 
spectacular series of wetlands.

3. It is the experience of other areas in Australia 
that wetlands on their own are not a major 
visitor attraction (except  for a small segment 
of passive nature lovers and bird watchers). 
Consequently, the wetlands must be used 
as the backdrop or a canvas on which a 
tourist attraction can be created, rather than 
attempting to market this attribute as the 
central feature.

4. The distance from Melbourne and the  
seasonal nature of the site make it unrealistic 
to expect to be able to attract large numbers 
of  international tourists – either self-drive or 
from in-bound tour operators.  As a wetland 
alone without additional development, Winton 
Wetlands will not be in the same league as 
attractions such as the Phillip Island penguins, 
Ballarat’s Sovereign Hill or the Great Ocean 
Road. As an undeveloped wetland site it does 
not have the potential to be an anchor point as 
a regional tourism destination for north eastern 
Victoria.

5. The financial resources currently available 
to the committee of management are not 
sufficient to develop the site to the point that it 
will attract visitors in the numbers required to 
make a significant contribution to the regional 
economy.  It is therefore essential to attract 
additional funding, either public or private 

In its current 
condition Winton 
Wetlands is 
internationally 
significant for its 
scale as a wetland 
regeneration 
project...

“

”

investment capital.  The current pool of capital 
must be leveraged for matched funding and 
invested in infrastructure around which the 
visitor attractions can then be developed.  The 
worst possible outcome for the community 
would be for the committee to invest in a sub-
optimal development that is not financially 
viable and leaves the community with a 
negative legacy.

6.  Risk & Reward:  The risk versus reward equation 
is proportional.  The current vision is achievable 
with funding and investment. Investment carries 
high risk, brings rewards but needs persistence 
to bring to fruition.

7. Although development of the site for large-scale 
tourism activity is desired by the community, 
in the short term, there is a range of small-scale 
improvements that can be made to provide 
opportunities for enjoyment of the site’s natural 
endowments.  The wetlands would become a 
recreational asset for enjoyment of a variety 
of outdoor and nature actives. This includes 
provision of facilities for walking, cycling, 
camping, bird watching, canoeing, sightseeing, 
etc. Opening up the site as a unique bush 
setting for enjoyment by the local and regional 
community, in particular, would engender a 
sense of ownership.
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This site is not a natural environment, it is a ‘nature 
environment’ - it is a work-in-progress, carrying the 
marks of our rich history into a new future.

The vision is to create a unique space which 
contributes to community well-being by providing 
recreational,  educational, economic, environmental 
and social benefits. 

In the manner of a wetland, the site will continue 
to evolve both naturally and with creative and 
responsible human intervention. The current Master 
Plan provides a 10 - year horizon.  As with any major 
attraction, its evolution will continue. 

The project will provide a backdrop to a range 
of unique experiences, from an hour to a week, 
depending on the interests and available time of 
the visitor. 

2.2   Guiding Vision 2.3 Planning Framework Values

The project must be built upon the following values:

•	 Creativity

•	 Sustainability

•	 Functionality

•	 Market responsiveness

•	 Community ownership

•	 Cultural Heritage values

•	 Economic viability

•	 Partnerships

•	 Sound management and governance.

 Those values have been incorporated into a 
number of guiding principles, enumerated on 
the next page. These principles set down the 
framework for assessment of present conditions 
and to guide all decision making about planning for 
development, design, economic activity, restoration 
and conservation within the scope of this Master 
Plan.
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 2.4 Guiding Principles

1. Economic driver
It will have a business model which ensures 
triple bottom line optimisation and is a driver for 
the local economy by encouraging partnerships 
with private and public investors. 

2. Restoration
Considering the restoration efforts implicit in 
the Restoration and Monitoring Stagetic Plan, 
while at the same time making it a beautiful 
landscape to visit in either drought or flood, 
with sound management of pests, weeds and 
fire hazards.

3. Experiential
Providing a range of unique nature-based 
experiences, both water and land based, 
catering for varying visitor needs and market 
opportunities.

4. Experience backdrop
The site is to function as a ‘backdrop’ for nature-
based experience and events, showcasing the 
natural beauty of the Wetlands, both on water 
and land.

5. Complementary intervention
Interventions in the space will balance creative 
man-made installations with the natural 
environment. It is a place we can be with and 
experience nature.

6.  Education & Research
It will function as a living laboratory 
and classroom for students of any age, 
demonstrating the wonders of a wetland and 
associated eco-systems. The hub can also 
become a platform for research into wetlands 
restoration.

This site is 
not a natural 
environment, 
it is a ‘nature 
environment’- it is 
a work-in-progress, 
carrying the marks 
of our rich history 
into a new future

“

”
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7.  By the community, for the community
It will be a place that provides meeting 
places, recreational assets and jobs for the 
community and which achieves a high level 
of community ownership, engagement and 
pride.

8. Connecting with Benalla 
It will provide a physical and emotional link to 
the Benalla community.

9. Personality
Its own brand identity will evolve which 
defines the experience and has the potential, 
in time, to develop as a regional icon.

10. Marking history
It will acknowledge the Indigenous heritage 
and pioneer stories hidden within the site and 
the characters that played the leading roles.

11. Tourism
It will be the centrepiece of the Benalla  
regional tourism product and be a place for 
all Victorians, both the local community and 
those who travel here, to see if what they have 
heard is true.

12. Water
Water is the focal point of the site. To give 
people a water-based experience at Winton 
Wetlands, maximising opportunities for water-
based activities and acknowledgement of 
the water, central aspect of the site, precious 
resource, value sustainability.

It will be the 
centrepiece of the 
Benalla regional 
tourism product 
and be a place for 
all Victorians

“

”
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3.0   Master Plan Concept

Overview

A Master Plan is not just an architectural or town 
planning document.  The Master Plan is about 
building a vision and inspiring our communities 
to be a part of making that dream come true.  
Therefore, the approach to this Master Plan has 
been to set the bar high and put forward an 
ambitious, long-term goal that will take some years 
to realise completely. It is, however, in the view of 
the consultants, an achievable goal that will also 
offer community benefits in the short term.  

The approach to the master planning has 
considered in detail the findings of the stakeholder 
consultation with the community.  Consideration 
has been given to accommodating as many of the 
community suggestions as practical.    

That consideration must be balanced against the 
commercial imperatives inherent in realising the 
economic potential of Winton Wetlands in order for 
it to be a self-funding proposition into the future. 
The development proposals in this Master Plan are 
driven by the assessment of the site’s potential as 
a visitor destination - as outlined in the following 
section Visitor Experience - and the tourism market 
research outlined in the section on Market Scoping.

To cater for the diverse needs of the community 
as well as the key tourism market segments, it is 
our conclusion that the ultimate success of the 
Master Plan lies in developing Winton Wetlands as a 
significant nature-based attraction.

3.1   Concept Approach

Development Approach

The large size of the site means that a number of 
touch points and various access points are required.
In consideration of all of the above, the Master 
Plan, therefore, proposes a two-stage development 
which we have termed as follows:

•	 Local Amenity Model (Stage 1)

•	 Tourism Destination Model (Stage 2)

The consultant team is confident that the Winton 
Wetlands could eventually be developed as a 
significant nature-based attraction.  This begins 
with the establishment of mostly community 
recreational infrastructure in Stage 1, which opens 
up the site for people to access. From this it is 
envisaged that involvement in and enjoyment 
of the initial redevelopment will help to build a 
sense of pride and local ownership of the  Winton 
Wetlands.

The early phases of development in Stage 2, as 
recommended in this Master Plan, need to be 
designed in a manner that sets a base for further 
development as funds become available.

The difficulty will be to provide a critical mass 
of development that generates the sense of 
destination for the Wetlands.  The attractions 
referred to below will need to be provided mainly 
by government funding and would need to be 
developed ahead of private sector investment.  The 
private sector tends to be reluctant to invest in risk, 
and would be far more willing to participate in the 
development of accommodation, catering and 
other commercial activities once an attraction was 
proven to exist.

To achieve this we have identified three essential 
elements to future site development:

1. A tourism precinct (which will probably   
comprise a central Visitor Hub and then a set  
of sub-precincts with a range of site-specific 
activities).

2. A local community precinct focussed initially 
around the old Mokoan Yacht Club (with a 
general store and/or café).

3. Drive-through access from the Hume Highway  
with various interest points viewable from the 
car to capture the passing travellers with limited 
time.

In addition, it is highly desirable for there to be a 
showcase precinct (or touch point) close to the 
Hume Highway, which entices travellers to return 
and explore the site in more detail. As such a facility 
is outside the immediate boundary of the Winton 
Wetlands property, it will require consideration in 
later stages of development which go beyond the 
immediate scope of this Master Plan.

Furthermore, there is a shortage of tour operators 
in the wider High Country region and few industry 
mentors available to foster industry development 
in this field. This development process will need 
careful and intelligent management that is led by a 
person with tenacity and energy needed to guide 
a core management group that is committed to 
seeing that the vision is realised.

To cater for the 
diverse needs of 
the community 
as well as the key 
tourism market 
segments, it is our 
conclusion that the 
ultimate success 
of the Master Plan 
lies in developing 
Winton Wetlands 
as a significant 
nature-based 
attraction.

“
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Local Amenity Model (Stage 1)

The local amenity stage involves making an 
investment of around $7 million ($5 million from 
committee funds and $2 million from external 
funding sources) to develop amenities, largely for 
the use and enjoyment of local residents.  Such 
amenities may include:

•	 Picnic and BBQ areas

•	 Children’s playground and BMX circuit

•	 A makeover of the Lake Mokoan Yacht   
Club building for use as a general store,   
cafe and venue for meetings/events.

•	 Bush camping areas

•	 A caravan park

•	 School camping facilities

•	 A network of boardwalks and bike paths   
and trails (mountain and regular bikes)

•	 Access to Duck Pond

•	 Boat launch access to Winton Wetlands  
   

•	 Basic interpretive signage and road 
infrastructure.

Critical to the success of Stage 1 will be community 
engagement.  The aim is to have community 
members who use the facility become actively 
involved in the organisation and management 
through a culture of volunteerism.

Staging Implementation

Critical to advancing from Stage 1 to Stage 2, 
will be securing private sector investment.  From 
conducting detailed analysis, it is apparent that 
the financial resources available to the committee 
currently are not adequate to develop a facility with 
the profile needed to attract tourists from outside 
of the region (and thereby function as an economic 
driver for the local economy).

The final nature, extent and timing for 
implementation of the Tourism Destination Model 
in Stage 2 will be strongly influenced by the ability 
to meet critical commercial imperatives required 
to attract investors.   The recommended approach 
in the Master Plan ensures that even if the project 
does not advance beyond Stage 1, there will still 
be adequate funds remaining in trust to fund the 
ongoing maintenance and management of the 
Winton Wetlands.

Tourism Destination Model (Stage 2)

Stage 2 of the site development involves the 
creation of a significant tourist attraction of a calibre 
that will attract visitors from throughout Australia, 
but with a focus on attracting the Victorian regional 
tourist market. 

Development in Stage 2 is proposed as a 
combination of visitor facilities and attractions that 
are driven by the idea of a nature-based experience 
for which Winton Wetlands is the backdrop and 
include:

•	 A contemporary restaurant tenanted by a   
signature chef

•	 A range of accommodation options in   
addition to camping

•	 A range of paid tours and activities for   
tourists

•	 A Visitor Hub that provides a focus for the 
Wetlands tourism destination.

•	 Infrastructure to create permanent water to part 
of Ashmeads Swamp 

One of the key elements of Stage 2 development, 
the Visitor Hub is envisaged as a high-end 
architecturally-designed complex comprising a 
number of facilities that together would provide for 
an integrated visitor experience.

The composition of the Visitor Hub and its 
operations – which would include orientation, 
accommodation bookings and ticketing for the 
paid attractions – along with the full range of visitor 
attractions proposed in Stage 2, are outlined in 
Section 7.0.

Photography - John Mitchell
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3.2 The Visitor Experience

Introduction

Nature-based tourism is becoming more and more 
popular and is the prime driver of Victoria’s High 
Country tourism visitation.  People today are more 
remote from nature than were their parents, and 
certainly more so than were their grandparents, yet 
there appears to be a psychological need to identify 
with nature, and many people from around the 
world are today seeking engaging experiences with 
nature.

Australia boasts a plethora of iconic natural 
attractions that are a beacon for international and 
domestic tourists. The natural attractions of the Red 
Centre, the Great Barrier Reef, the Great Ocean Road, 
and Tasmania’s wilderness areas are proving to be 
great drawcards for people seeking reasonably 
accessible natural attractions.

Wildlife can be a strong attractor for visitors, as 
testified by the 600,000 visitors who flock to Phillip 
Island each year to see the little penguins arrive 
back on shore and parade up to their burrows.  The 
Sea Lions at Seal Bay on Kangaroo Island in SA are 
also a wonderful natural attraction.  Notably, both of 
these attractions are “reliable” in that the penguins 
and fur seals may be seen on every day of the year.

This is not so for other Australian wildlife.  Unlike 
the spectacular mammals in Africa, Australian fauna 
tends to be nocturnal in habit, plain coloured, small 
and somewhat elusive.  Bird populations change 
across the seasons and may fluctuate widely even 
on a daily basis – not a good thing for developing 
a reliable major natural tourism attraction!  For 
some, the ephemeral nature of our fauna is a great 
attraction in itself, but overall this is not conducive 
to large-scale tourism visitation.  Even native fauna 
parks such as Healesville Sanctuary have difficulty 
in presenting reliable experiences with marsupials 
and birds, and resort to altering normal behaviour 
patterns through special feeding regimes and 
placing animals in enclosures and nocturnal houses.

Cultural attractions that offer authentic and 
engaging experiences are also highly popular – 
Sovereign Hill in Ballarat is ranked as one of the 
world’s finest outdoor ‘museums’, and the many 
fine cultural institutions around Australia attract 
consistently high visitor numbers.  However, it 
should be noted that some institutions fall by the 
wayside, usually because of a lack of authenticity 
and/or poor management.

Nature-based 
tourism is 
becoming more 
and more popular 
and is the prime 
driver of Victoria’s 
High Country 
tourism visitation.

“
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Experiencing the Wetlands

There is little evidence that wetlands prove to be 
great attractions for large numbers of people in 
their own right.  There are some wonderful wetlands 
around the world – and Winton Wetlands could well 
become one of them in the future – but they do not 
experience consistently high visitation levels.

The nature experience in most wetlands is too 
specialised and too unreliable to develop a large-
scale tourism operation.  The water levels are 
ephemeral and could dry out completely following 
just a few years of poor rainfall.  Further, the bird 
populations vary dramatically in size and length of 
stay, and are difficult to approach for close viewing 
and the ever-important photography.

True, wetlands can be beautiful to look at and 
are incredibly spectacular when there is a lot of 
water carrying large populations of waterbirds, 
such as pelicans, bitterns, herons and the like.  But 
actually experiencing such sights will be largely 
opportunistic: witness the attraction of Lake Eyre 
when occasionally filled – the tourism operators 
need to move fast to take advantage of the short-
lived phenomenon when it occurs.

Some 300,000 trees died when Lake Mokoan was 
formed from then original wetlands.  Today the 
dead trees stand somewhat starkly across the site, 
and are somehow attractive in their density and 
unusual appearance.  They do provide excellent 
roosting sites, which could perhaps be approached 
stealthily in canoes or the like for observation and 
photography.

There is no reason to believe that Winton Wetlands, 
even when fully rehabilitated, will provide a visitor 
experience that is so powerful and reliable that it 
will attract many visitors each and every year.

Recreational activities held around the wetlands 
– such as picnicking and camping – could be 
quite popular during the warmer months of the 
year.  Within the wetlands, passive boating – such 
as canoeing and yachting – would be popular for 
some; fishing too could be popular (although the 
wetlands are affected by the presence of European 
Carp).  Of these activities, only camping offers 
potential for reasonable commercial activity, and 
this Master Plan recommends a number of options 
for consideration, ranging from simple bush 
camping with minimal facilities, through to more 
sophisticated facilities for SUV campers and even 
so-called ‘glamping’ (that is, “glamorous camping” in 
safari-like tents with full en-suite facilities.) 

It is suggested that campers would be taking 
advantage of the facilities on offer, with the 
wetlands simply being an attractive backdrop.  
Presumably, campers would use the facilities as a 
base for exploring the region’s many attractions.  
(Camping is discussed in more detail elsewhere in 
this report.)

To facilitate some appreciation of the wetlands, 
it is proposed that, in addition to the camping 
facilities, some boardwalk access be provided, some 
fishing platforms, and touring bike trails developed 
through the site, linking with others to the east 
and west.  In Stage 1, it is recommended that the 
wetlands site be developed as an important visitor 
hub based on camping with some access facilities.  
It should be noted that this would provide some, 
but not significant, revenue returns.

Photography - Elly Russell

There are some 
wonderful 
wetlands around 
the world and 
Winton Wetlands 
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Potential Of The Wetlands As A Major Tourist 
Destination

If significant tourism revenue is to be generated, 
then more will need to be provided at the wetlands 
to generate attractions with “pulling power”.  That 
is, for the Winton Wetlands to become a major 
destination in itself (as against providing a camping 
base for visiting attractions elsewhere within the 
region), then special activities and events will need 
to be developed.

To consider the potential of developing a major 
tourist destination at the wetlands the consultant 
team undertook a two-day creative workshop with 
some of Australia’s leading experts in destination 
development in natural environments.

The requirements included the need to develop 
attractions that were:

•	 Appealing

•	 Unique and innovative

•	 Engaging

•	 Commercially viable (considering capital and 
operating costs)

•	 Sympathetic with the environment

•	 Varied, to appeal to different visitor groups

•	 Would take some 2-3 hours to participate in     
(to provide value for money)

•	 Potentially attractive to the private sector for 
investment or sponsorship

•	 Collectively would provide a critical mass of 
attractions that would create a major tourist 
destination

Overall Theme

It is proposed that the wetlands be developed as a 
dusk-to-dawn visitor experience.  Evening and night 
provide wonderful opportunities to use light and 
sound to create unique experiences not available 
elsewhere in natural environments in Australia, and 
only rarely overseas.

The Penguin Parade on Phillip Island is an example 
of an evening experience that is hugely popular 
(with some 600,000 visitors per annum).  Visitors are 
prepared to undertake the two-hour plus journey 
to the island for what is really a one-off experience 
– seeing little penguins arrive on the beach and 
waddle up to their burrows.  The view here is that 
people would be prepared to undertake the trip to 
Winton Wetlands if the attraction is strong enough.  
Unfortunately, the natural attraction of the wetlands 
cannot rival the attraction of the ever-reliable 
penguins.

Another example of a successful evening 
experience is the sound and light show at Sovereign 
Hill, “Blood on the Southern Cross”.  Operating every 
night of the year, with two shows nightly during the 
peak seasons, this award-winning show has proved 
to be highly successful.

It must be noted that, for an evening/night based 
theme to work, accommodation and food and 
beverage will be required as people will need to 
stay overnight, either on site, or in nearby towns.   
Therefore, private sector participation will be 
required to develop a tourism industry consisting of 
tour operators, accommodation providers and food 
and beverage operators.

Establishing an iconic destination with a suite of 
unique attractions and visitor services will bring 
expectations that will need to be met and managed, 
including:

Delivering on the established expectation of 
high standard natural and cultural experiences, 
supported by high standard facilities and services;

•	 Establishing realistic expectations, with 
marketing aimed at ‘under-promising and over-
delivering’ on the quality of visitor experiences 
on offer;

•	 Ensuring that the product offer is distinctly 
different from offerings elsewhere;

•	 Ensuring that there are different activity options 
in recognition of the range of visitor interests, 
needs, experiences and expectations.

Above all, ensuring the delivery of value for all 
visitors – value for money, value for effort, and value 
for time. This will only happen if the tour operators 
and accommodation providers are profitable.
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Sub-themes

Apart from the obvious natural history themes 
available in the 8,750 hectare site, including 
the restoration story of the wetlands, there are 
opportunities for cultural themes, including:

•	 Indigenous culture associated with the   
site

•	 Early settlement, post settlement
 
•	 The Ned Kelly story 

•	 The stories of those affected by the  changes 
wrought over the Winton site

•	 The “ghosts” of those in the past.

Activities

The following list of headings is indicative of the 
type of activities that would together form a suite 
of experiences that create the Winton Wetlands as 
a destination. They all embrace the theme of ‘Dusk 
to Dawn’, implicit in the Stage 2 offering of nature-
based experience that is focussed on night-time 
activities.

1. Experiencing nature

2. Sound and light shows

3. Astronomy and star gazing

4. Creative light shows and tethered hot-air 
balloons

5. Visitor services and facilities 
Complementing the experiences described 
above, there would be a need for a range of 
food and beverage facilities.

6. Accommodation 
Following the wetlands experience theme, it is 
proposed that up-market camping facilities - for 
example the “glamping” referred to earlier - are 
built out on the water, with access provided by 
punts, to provide a unique wetlands experience 
not available elsewhere in Australia.

These are described in greater detail in the section 
dealing with future development under Stage 2: 
Tourism Destination Model that follows.

Photography - John Mitchell

Provide a 
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The Experience Vision

Australia is blessed with numerous national parks 
and reserves,  many of which one must stand back 
and admire from afar without leaving an imprint.  
This is a place where people and nature interface. 
The landscape shows signs of our presence and our 
former lives.  This place allows us to ‘participate in 
nature’ in multiple ways: 

•	 Simply sitting to view the awesome spectacle of 
contorted ghostly gum skeletons framed by the  
purple ranges

•	 Bird watching at sunset in the rookery

•	 Summer days spent canoeing, windsurfing and 
enjoying other passive water sports

•	 Gentle walks on wetland walking trails

•	 Hearing the ghost stories and legends of the 
Indigenous and post-European residents  

•	 Riding bike trail linkages to Kelly Country and 
the Alpine Valleys

•	 Attending events on the expansive exhibition 
clearing

•	 Chatting to the locals, meeting for  a coffee, 
breakfast, a morning walk or weekend picnic in 
the community meeting places

•	 Innovative accommodation that lets us live as 
part of the landscape

•	 Stopping off the highway to enjoy local food 
and wine or just a quick coffee and to breath in 
that view 

•	 Star gazing in the clearest of night skies

•	 ‘Voluntourism’ on the restoration effort

•	 Silently gliding over the landscape in a balloon 
or glider tour

•	 Listening to either the stillness of the night or a 
night of local performances. 

Photography - John Mitchell

Opportunities for Volunteers

Australian fauna and flora tends to be somewhat 
subtle in appearance, particularly when compared 
with more spectacular African fauna and flora.  The 
inter-relationships, and the stories and explanations 
therefore are often not simple to convey to people 
not conversant or familiar with the Australian 
environment.  Research shows that visitors to 
natural sites place high value on interaction with 
knowledgeable others, such as park rangers and 
guides.

In the United States, many natural sites such as 
national parks, and zoos and fauna parks, make 
use of so-called docents – highly trained volunteer 
interpreters – to act as mediators between the 
visitor and the natural world.  In Australia, The 
Sanctuary at Tidbinbilla Nature Reserve in the ACT 
has made extensive and successful use of volunteer 
interpreters, bringing value to visitors and the 
volunteers alike.

Conservation Volunteers Australia (CVA), a highly 
regarded environmental not-for-profit organisation 
based in Ballarat, manages the Tidbinbilla volunteers.  
It is proposed that a similar team of volunteer 
interpreters, selected, trained and managed by CVA 
on a fee-for-service basis, would greatly enhance 
the visitor experience at Winton Wetlands.  Such a 
program would provide opportunities for the local 
community to receive unique training and learning 
experiences.

Naturally, there would be opportunities for other 
forms of volunteer involvement, including possibly 
a “Friends of the Wetlands” group; flora and fauna 
surveys; and weed and pest management; and 
projects undertaken from time to time by community 
service groups and associations.

Another avenue to explore is the emergence of 
‘voluntourism’, mentioned under a dot point in the 
section above. This refers to a kind of tourism where 
visitors actually do volunteer work on environmental 
issues. One such example is the WWOOFER scheme - 
World Wide Opportunities on Organic Farms – where 
travellers work on organic farms for free in exchange 
for food and board when travelling.

Assuming there are travellers interested in working 
in some capacity on the restoration efforts, it could 
be possible for them to become involved under an 
arrangement where local businesses are willing to 
assist, eg with food and board, in exchange for their 
work on restoration projects.
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3.3 Accommodation Overview

The geographic location of the wetlands means it 
lends itself to being a ‘base camp’ for visitors to the 
region to explore the wider area including Warby 
Ovens National Park, King Valley, Milawa/Oxley, 
or other parts of Victoria’s High Country, yet the 
local research indicated that there is a shortage of 
accommodation generally in the immediate area, 
particularly for 4 to 5-star options and during peak 
events such as Winton race meets or the Wangaratta 
Jazz Festival.

The market research with the prospective 
Melbourne tourists indicates that there is a strong 
demand and shortage of supply of sites for all 
modes of camping in Victoria.  The market research 
also indicated that the standard of camping 
accommodation currently offered within a short 
radius of Melbourne can be rather poor and not 
particularly inspiring.   

Photography - John Mitchell

Based on this information, our intention would 
be to start by providing a camping offer at the 
wetlands in Stage 1, in order to capture the 
most immediate market demand at the lowest 
investment cost. The idea is to offer a range of 
camping facilities that are beyond the routine 
offer currently available in Victoria and thereby put 
the wetlands on the map as a camping ‘must see 
location’. Once the camping product has generated 
sufficient demand and critical mass in the area to 
make the Stage 1 infrastructure viable, then the 
logical progression would be to seek investors to 
partner in developing more permanent 4 to 5-star 
accommodation options that would fill the current 
unmet demand for corporate, conference and 
luxury accommodation in Benalla.

it lends itself to 
being a ‘base 
camp’ for visitors 
to the region

“

”
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3.4 Investment approach 

The proposed investment approach involves initial 
capital expenditure that is leveraged to fund a 
range of recreational facilities while preserving an 
essential capital base that is available to fund vital 
infrastructure in a subsequent entrepreneurial 
development of the site.

This approach envisages an initial budget of up to 
$7 million for various small-scale developments 
around the site - the Local Amenity Model (Stage 
1). This comprises $5 million of the WWCoM 
operational funding (‘Management Fund’) and a 
further $2 million that is sourced from various state 
and federal regional and tourism development 
funding sources that are available, mostly on a 
matching basis for eligible projects (e.g. regional 
playgrounds, education facilities, bike paths).

This preserves a balance of $9 million of the 
currently available $16 million management funds 
under secure investment. Those funds are held in 
reserve to be used as seed capital for the next stage 
of development, to attract matching government 
grants from various federal, state and regional 
sources. The ultimate aim is to build up the capital 
base to a public investment fund of $25 million, 
which would be then be employed to develop the 
site’s infrastructure to the level required to attract 
private investors to invest in Stage 2: the Tourism 
Destination Model.

The exact nature and form of the Stage 2 
infrastructure will be further developed and refined 
in collaboration with potential investors.  Broadly 
speaking, the proposed infrastructure investment 
would include:

•	 Upgrading existing sealed road access off the 
Hume Highway at Bowers Road and into the site 
along Gould Road.

•	 Modified corner and upgrading road at Lee 
Road/Gould Road rail level crossing.

•	 Continuous sealed, two-way bitumen roadway 
from Ashmead Swamp Road entry to Boggy 
Bridge Road entry at Lake Mokoan Road.

•	 A visitor ‘Hub’ that features an architecturally-
designed, icon building that is multi-purpose, 
including arrival, information and ticketing, 
interpretive facilities, café and function area.

•	 A permanent body of water together with 
appropriate reticulation and treatment   
at Ashmead Swamp.

•	 External boardwalks.

•	 Raised observation bridges over the tree tops  
or water.

•	 Development of parking and toilet facilities at 
several points around the site.

•	 A ‘glamping’ site (luxury catered camping).

•	 Areas nominated for potential hotel sites or  
nominated tourism operators.

The intention is that private sector investors 
will develop accommodation and key tourism 
attractions.  The Master Plan also has scope for local 
service clubs and charities to invest in individual 
elements (see appendix).

The sale of the surplus agricultural land 

It is strongly recommended that the committee 
does not sell any of the surplus agricultural land as 
identified in the FLUS, for the following reasons:

•	 The rent from the land would be approximately 
the same as the interest paid on secure 
investments from financial institutions.

•	 If the committee sells the land, it would 
lose control over it and its future use. (There 
would be nothing stopping a new owner 
from developing the land for a use which 
compromises the site.)

•	 As the project evolves, there is an opportunity 
to develop the site in partnership with private 
investors and generate a far larger, ongoing 
revenue stream than could be achieved through 
a once-up sale.  The committee could be a 
partner in the development and benefit from 
the developer’s profit, which it could then 
reinvest on behalf of the community.
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3.5 Investment rationale

In an ideal world, the Committee of Management 
would act from the outset to develop the site to 
a level and quality that will make it a destination 
drawcard (the ‘term destination drawcard’ refers to 
a site which has a sufficient profile and appeal to 
attract visitors because of its reputation and image).  
It would then probably outsource the management 
of the facility to private operators, which would 
generate a revenue stream sufficient to cover the 
costs. Financial modelling shows that the available 
$16 million fund (or even the $20 million, including 
sale of the surplus agricultural land) would not be 
sufficient to create a site of tourism destination 
status. 
 
As part of the planning process, the consultancy 
team investigated a middle stage where all of the 
funds were invested to partially develop the site 
with the hope of attracting private or public funding 
to complete the development.  These financial 
models show that this approach is not financially 
viable because the type of facility afforded by a 
$16-$20 million investment would not have the 
visitor pulling power to generate the revenue 
needed to fund recurring costs for operations and 
maintenance.  There is a high probability that such a 
project would quickly become financially insolvent.  

Realistically, a total investment in the order of $57 
million is required to develop a site to ‘destination 
status’ with sufficient visitor pulling power to 
be financially viable.  This level of investment is 
achievable, but requires a strategic approach.  Most 
of the public funding sources require matching 
contributions, so by keeping $9 million in reserve, 
the committee has a much greater chance of 
achieving this goal.  This is also a low-risk strategy 
because, if the committee fails in its attempt to 
attract sufficient funding for full-scale development, 
it still has an adequate revenue base to generate 
the funds required to cover recurring costs.  This 
approach also provides the flexibility to pursue 
other options or opportunities as they emerge.  The 
timing of Stage 2 is flexible.  It may take several 
years to source the necessary funds.  Under this 
proposal, the project can remain financially viable 
for as long as it takes to attract the required funding.
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4.0   Local Amenity Model

4.1   Introduction

Enlarging on the conceptual approach outlined in 
the previous section, the following gives a detailed 
look at what the development of the site will look 
like with the adoption of the Local Amenity Model.

The objective is one of opening the site up to the 
public, providing mostly small-scale infrastructure 
for people to access and enjoy what the site has to 
offer with its diverse landscape character and its 
many seasonal variations.

To meet that objective, Stage 1 development is 
designed to facilitate visitors engaging in a range of 
recreational infrastructure and activities including: 
walking trails, bike tracks for mountain bikes / BMX, 
views and lookouts, bird watching vantage points, 
picnics and camping, canoeing, boat launching, 
hiking, bush walking and photography.

There is a range of small-scale improvements at 
selected locations around the site that together 
make up the Stage 1 package of development, 
giving access to key destinations such as Green’s 
Hill, Robinson’s Hill, 11-Mile Creek wetland, Bill 
Friday Swamp and numerous other places of 
interest.

4.2   Accommodation strategy: Local Amenity Stage 1

In the first stage, the accommodation options will 
be limited to camping; however, our intention is to 
lift the standard of this to a new level.  The available 
resources allow for a number of camping sites: a 
bush camping site in the vicinity of the Duck Pond 
and a more equipped site for caravans adjacent to 
the yacht club precinct and a dedicated educational 
camp site located separately to the south of 
Sergeant’s Swamp. 

Depending on the allocation of funding available, 
there is the possibility of additional bush camping 
sites at Green’s Hill, Humphries Hill and 11-Mile 
Creek.

The bush camping sites will cater for those who are 
seeking an isolated location in a natural setting.  
Site placement will be marked in such a way that 
campers can feel a sense of privacy, but still be in 
a safe and accessible site.  In order to cater to the 
fairly basic needs of bush camping, the site will 
need to have:

•	 Two-wheel drive, all weather access.

•	 Shady, relatively flat sites with mown grass   
or cleared ground.

•	 A composting toilet and washing facility

•	 Fireplaces

•	 Potable water.

To satisfy the needs of the more demanding 
caravan, camper van or RV user will require a higher 
level of amenities.  To achieve this, the site in Lake 
Mokoan Road will cater to the needs of those 
who intend to stay longer and would like relative 
comfort.  The site will include:

•	 Shady, flat, mown areas

•	 Both powered and non-powered sites

•	 Toilets and shower blocks with flushing   
toilets

•	 A sewerage pumping station for vans to   
empty their own effluent

•	 A kid’s playground.

The proposal is to renovate the existing Mokoan 
Yacht Club building into a community store/
café.  The intention is that this facility would take 
bookings, collect fees and provide campers with 
provisions (bread, milk, ice, newspapers and basic 
grocery offerings). The cafe could also serve as a 
low-key visitor information kiosk with information 
about the walks and trails as well as providing the 
usual warnings about hiking and camping in the 
bush, such as fire danger, snakes and the need to 
carry water.

In Stage 1, these key destinations are mostly 
situated near the periphery of the Wetlands, which 
aims to preserve the core of the site for the larger-
scale development that is anticipated in Stage 2. At 
the same time, having most of the key destinations 
located at the perimeter enables ease of access with 
minimal investment in new infrastructure in the way 
of road works  and services.

This approach ensures that minimal development 
occurs in the vast core of the site during Stage 1 
enabling the ecological restoration strategies set 
out in the ‘Restoration and Monitoring Strategic 
Plan’ to be bedded down and monitored prior to 
Stage 2 commencing.

This approach ensures that 
minimal development occurs in 
the vast core of the site during 
Stage 1 enabling the ecological 
restoration strategies set out in 
the ‘Restoration and Monitoring 
Strategic Plan’...

“

”
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STAGE 1: LOCAL AMENITY MODEL
4.3   Key Destinations
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STAGE 1: KEY DESTINATION 
1: ARRIVAL POINT

•	 Shelter Structure with wayfinding and 
interpretive signage

•	 Toilet Block
•	 Car Access (to broader site)
•	 Car Park

Rather than being a destination in its own right, 
the Visitor Arrival is proposed as a focal point at a 
central location within the overall site. It is intended 
to give people visiting the wetlands a place at which 
to arrive and get their bearings with wayfinding 
information and interpretive elements that convey 
some of the history of occupation of the site.

The access to the arrival point on Greens’ Hill is via 
Boggy Bridge Road. This is the only vehicle access 
point for stage one that allows people to use 
the internal road network of the site. The access 
of these roads to the general public will require 
management. 

The setting adjacent Green’s Hill is ideal for such an 
arrival and welcoming experience as the elevated 
ground of this hill affords views out across the site 
in all different directions. Unlike Robertson’s Hill 
(see Key Destination No.3), which is an observation 
point at the edge of the wetlands site, Green’s Hill is 
situated deep within the site and, when the water 
level is up, is immediately adjacent to the expansive 
wetland that is Green’s Swamp.

This gives the visitor a more immersive arrival 
experience, which is made more welcoming with 
the provision of a shelter structure that is designed 
with integrated interpretive, artistic elements, 
conveying the feel of the wetland’s richness of 
cultural, natural and experiential opportunities.

STAGE 1: KEY DESTINATION 
2: YACHT CLUB

•	 Refurbish as Community Shop / Cafe
•	 Gravel Car Park
•	 Landscape Planting

Community Café

The existing old Mokoan Yacht Club is ideally 
situated as it is near the recently established 
residential area off Lake Mokoan Road to be refitted 
as a café that provides a range of basic supplies 
such as milk and bread to locals. It is envisaged that 
the proprietor would also fulfil the role of issuing 
camping permits and collecting fees from campers 
staying at the RV Camping Ground that is adjacent – 
see Camping later in this section.

There is potential for this building to accommodate 
a range of uses in conjunction with the café/
camping operations, including its continued 
use as a meeting room for the WWCoM and as a 
community meeting space for various community 
groups in the area. It can also be an education 
resource, with schools and other groups visiting the 
site able to hire the meeting space for information 
sessions, obtain food and refreshments and make 
use of the facilities, including toilets.

There is ample scope for there to be a spill-out 
zone from the new café onto an outdoor eating 
area overlooking Winton Swamp that has a paved 
area with umbrellas or other shade structure. 
This complements the recently upgraded BBQ 
facility standing below the yacht club towards the 
shore, so that it is easy to imagine visiting groups 
enjoying either a light meal from the café itself or 
a barbecue outside.  Design of these outdoor areas 
in conjunction with the building refurbishment 
would ensure seamless integration of indoor and 
outdoor spaces with landscape planting, paving 
and furnishings selected to create an attractive and 
comfortable outdoor dining environment.

Whether the café is run as a cooperative or 
managed privately, by having the place operate 
on these multiple levels it provides a base level 
of demand to justify investment in a modest 
redevelopment of the building and surrounds.  
There are already extensive kitchen facilities that 
would only require some modification to upgrade 
to the level of a commercial kitchen and the rest 
of the interior can, with some architectural skill, 
be refitted to provide adequate space for service 
counter and dining area, possibly with a concertina 
dividing wall to separate the meeting space when 
required.

As the range of local amenity destinations at the site 
are developed and visitor numbers increase steadily, 
there would be a growing level of patronage for the 
community café and meeting space.

Regional Playground

From our research it appears that no regional 
– as distinct from local – playground has been 
developed in any of the regional centres from 
Wangaratta in the north, through to Benalla and 
Euroa in the south of this area. Subject to further 
consultation with the shire and other councils who 
would be involved in making a bid for funding, it 
is proposed that the Winton Wetlands is a viable 
location for a regional playground.

It is centrally located within the region and, along 
with the establishment of a range of other facilities 
and family activities that are envisaged for this 
site as part of this local amenity stage, having a 
large playground facility helps build a synergy of 
recreation opportunities that would complement 
each other. This creates a cluster of attractors on the 
site, which would draw people from the local and 
wider community to the place knowing that family 
groups and others can take advantage of the range 
of activities able to be enjoyed.

Siting the regional playground adjacent to the yacht 
club makes sense as there are existing toilet facilities 
nearby and people are able to obtain meals and 
refreshments from the café. This enhances further 
the economic viability of the café and complements 
the playground facility by having a place for rest and 
refreshment that carers would no doubt appreciate 
as much as the children who come to play there. 
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STAGE 1: KEY DESTINATION 
3: ROBERTSON’S HILL

•	 Vehicle Access (Gravel)
•	 Carpark
•	 Toilet
•	 Lookout (Deck and Path)

This location just off the Lake Mokoan Road, a short 
drive from the yacht club, is an ideal spot from 
which to gain magnificent panoramic views of the 
wetlands.

Robinson’s Hill is able to be developed quite 
readily into a visitor destination that is accessible 
by vehicle, cycle or walking with provision of 
some road upgrading and gravel paths for gaining 
access to the hilltop. With the building of a timber 
observation deck, good numbers of people would 
be able to enjoy the views at one time in relative 
comfort while the more able can scramble over 
the rocks to find vantage points. It is expected that 
organised tourist groups, families, bushwalkers, 
mountain bikers and others would take the 
opportunity to pull off the road to take a short 
break at this spot and enjoy the views. Provision 
of a shade structure would provide relief from the 
elements and create a stormwater catchment for 
water to toilet facilities at the site. 

STAGE 1: KEY DESTINATION 
4: BOAT LAUNCH FACILITY

•	 Vehicle Access
•	 Small Carpark
•	 Boat Ramp

It is expected that boating will be a significant 
recreational activity at the wetlands during the 
times that water levels are sufficient. While there 
are various points off the Lake Mokoan Road where 
canoes can be launched readily from the shoreline, 
including at the old yacht club, this location at the 
channel offers the opportunity for those with a 
dinghy or sail craft to drive up with a boat trailer or 
other to get access into deeper water.

Creation of a boat launch facility at this site 
requires only fairly modest investment with 
the construction of a boat ramp off the edge of 
the channel to complement the road and other 
infrastructure that already exists there. There is a 
service vehicle track that runs off Lake Mokoan 
Road leading to the channel pump house and dam 
wall. Some upgrading of this track where needed 
with compaction and gravel topping, along with 
provision of a gravel surface in an area of the open 
ground, would provide all the vehicle, boat trailer 
access and parking space that is required.

Robinson’s Hill itself is a surprising and quite 
interesting land formation that is worth visiting 
for its own sake.  An elevated, rocky outcrop of 
huge granite boulders that rises up from the sandy 
ground, it is a relatively small hillock that stands in 
contrast to the flatness of the surrounding land.

It is also the site of an old homestead with some 
derelict relics of that post-occupancy history 
evident in the way of old farm machinery and the 
remnants of what appears to be a farm shed on the 
ground below the hill.

Clambering up to the top of the hill you are 
rewarded with sweeping views of Winton and 
Green’s Swamp stretching out below in the near 
distance as well as Boggy Bridge Swamp just 
beyond. From this elevated position it is likely that 
the viewer will see some terrestrial wildlife moving 
about in the wetlands and undoubtedly plenty of 
bird life in the sky if you linger for more than a few 
minutes.

Although quite near the Lake Mokoan Road, the 
location feels quite secluded and at early morning 
and in the evening, the big sky promises quite 
dramatic and photogenic sunrises and sunsets 
throughout the year.

There is already power at the site, enabling safety 
lighting to be installed in the way of a mast with 
floodlighting. This will act as a beacon to those who 
might have stayed out on the water after sunset, 
enabling them to find their way back to the boat 
launch and, once there, negotiate boat and trailer 
more safely than having to rely only on moonlight.
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STAGE 1: KEY DESTINATION 
5: DUCK POND

•	 Fishing
•	 Water Activities
•	 Vehicle Access
•	 BBQ / Table/ Shelter
•	 Jetty
•	 Camp ground
•	 Toilet Block

A highly modified portion of the wetlands in the 
north-western corner of the site, the Duck Pond 
was formed by construction of a weir to create 
a confined body of water. This produced an 
environment that attracted ducks especially, while 
hunters undoubtedly exploited numerous vantage 
points within the stands of trees that fringe the 
water from which to shoot at the game gathered 
there.

Given its partial separation from the hydrology of 
the more ephemeral wetland water bodies in the 
system, it could be expected that relatively deep 
water is retained in the pond for somewhat longer 
periods. This provides the core of an entirely new 
setting at this location for a range of water-based 
activities, including fishing, canoeing, wading and 
so forth.

Canberra Arboretum - Taylor Cullity Lethlean 

STAGE 1: KEY DESTINATION 
6: BILL FRIDAY SWAMP
 
•	 Canoe activity with associated    

infrastructure
•	 Lay-by parking off road.
•	 Gravel walking track
•	 Boardwalk / Jetty over water

With its somewhat curious appellation (all other site 
features carry a surname only) and slightly out-of-
the-way location tucked into a corner of the site 
near its southern edge, as well as a concentration 
of flora and fauna plus standing water in good 
condition, this wetland has appeal as a destination 
on a range of levels. 

A natural swamp that has been modified by 
construction of an earth berm weir, Bill Friday 
Swamp appears to have remained somewhat 
insulated from the ravages of the Lake Mokoan 
inundation as evidenced by the diverse wetland 
vegetation at this location.  As a consequence, there 
is a prevalence of water birds and undoubtedly 
other wetland fauna given the apparent good 
health of this wetland when compared to some 
other parts of the wetland system.

It is a site well worth visiting just to see the flora and 
fauna, either by driving, cycling or walking there 
on the Winton North Road, and also offers good 
canoeing out on the water. 

For all those reasons it is proposed that a relatively 
modest investment is made to provide a lay-by 
to the side of the track for vehicle access, with a 
walking track made from there to reach the water’s 
edge. To complete the package only requires 
installation of a small timber jetty, allowing people 
to get close to the water and launching canoes with 
minimal damage to the fringes of the swamp.

Taking into account its relative ease of access from 
the roads that connect with this corner of the site 
and the existing vehicle tracks that provide a circuit 
of the pond, there is relatively modest investment 
in improvements required to make this a desirable 
destination. Through the provision of a small jetty, 
a barbecue and picnic furniture, plus toilet facilities 
and some landscaping including planting of shade 
trees, the Duck Pond is envisaged as being a place 
for picnics, boating and other water activities. 
It could be expected to be especially attractive 
to family groups and locals from neighbouring 
communities in the first instance and becoming 
more popular as word spreads.

As part of these improvements, it is proposed that 
the Duck Pond also becomes a bush camping 
location. Taking advantage of the toilets and other 
facilities being provided, it only requires some 
careful selection of existing clearings in the wooded 
areas set back from the water to establish a cluster 
of bush camping sites. 
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STAGE 1: KEY DESTINATION 
7: 11 MILE CREEK

•	 Bird Watching Site
•	 Gravel Walking Path Circuit
•	 Small Boardwalk
•	 Vehicle lay-by to Road.

This modified swamp located to the south of 
Humphries Hill beyond Humphries Swamp in 
the eastern portion of the site is a little gem of a 
wetland environment.

It is one of the very few places on the entire 
property where there exist mature stands of 
trees over water. One consequence of this highly 
desirable condition is the existence of an ideal 
rookery for water birds. At the time of producing 
this report there is a congregation of dozens of 
Rufous Night Herons (also known as the Nankeen 
Night Heron, Nycticorax caledonicus) which have 
been roosting in the trees for some time. As well 
as for serious bird-watchers, this is providing a 
spectacle for any who are interested in seeing a 
quite beautiful species of native bird in their near-
natural habitat in impressive numbers.

Tidbinbilla, ACT - Taylor Cullity Lethlean Tidbinbilla, ACT - Taylor Cullity Lethlean Tidbinbilla, ACT - Taylor Cullity Lethlean 

Even without the prevalence of bird life, which 
might be expected as long as there is water in this 
wetland, the heavily wooded nature of this place 
makes it attractive to visit. Until the emergent 
regeneration of Red Gums in other parts of the 
site leads to growth of tree canopies, 11 Mile Creek 
offers a welcome place of shade to which to retreat 
for some relief from the hot summer sun.

Apart from some upgrading and extending of 
the existing vehicle track, the only improvements 
required for this to be a destination are a gravel 
walking track and a small boardwalk at a strategic 
part over the water that won’t intrude on the bird 
rookeries but allow visitors a sense of closeness to 
the water.
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STAGE 1: KEY DESTINATION 
8: SCHOOL GROUP CAMPING

•	 Toilet
•	 Shelter and Rain Tank
•	 Bush Shower
•	 Upgrade Road
•	 Parking lay-by
•	 Camp ground

As alluded to in the later section on Education & 
Research Strategy, one of the important ways in 
which people will engage with the Winton Wetlands 
is through the lens of learning. It is hoped that this is 
especially true of young people, and one of the best 
ways of engaging and learning about a wetlands 
environment is to visit the place and stay there. The 
other aspect to this is that children who visit this 
site on a school camp will be more inclined to return 
later in life with their own families for holidays.

The attraction for Melbourne school groups is the 
proximity to the station so that older students can 
arrive by train and bike. The facility could also be 
hired out for groups such as scouts or social groups 
during the weekends.

The creation of a bush camping site is a relatively 
low-cost means of providing such an opportunity 
and it is envisaged that organised groups of 
school-age children would find this an attractive 

option. Ideally situated in an area of remnant 
or regenerated Grey Gum plains woodland on 
relatively elevated ground beyond the extent of 
the wetlands, this camping ground can be accessed 
either from the Dam Wall Road or the internal tracks 
through the grazing land in the south-western 
portion of the site. 

Although a little remote from the swamps that 
make up the wetlands, this location acquaints 
the visitor with the diverse range of landscape 
types across the site, such as grassland, woodland 
and pasture, as well as the creeks and channels 
that direct the catchment waters into the Winton 
Wetlands system. The presence of mobs of 
kangaroo in significant numbers in this area adds to 
the feeling of an authentic Australian bush camping 
experience. From here it is only a short bus trip to 
places such as the Spit, Bill Friday and other swamps 
where school groups and others can be taken to 
conduct walks and other activities. 

Camping facilities would comprise a large shelter 
for meals, with rainwater collection in a large tank 
for cooking and washing, as well as toilets. An 
allowance is made in the financial estimates for 
installation of fire dugout shelters, primarily for 
school student groups. Provision of this facility 
is considered a risk assessment issue by the 
appropriate authorities.

STAGE 1: KEY DESTINATION 
9: BIKE CIRCUIT

•	 BMX X-Trail
•	 Children’s BMX circuit
•	 Mountain Bike Circuit

 As indicated elsewhere in this report, cycling is a 
central pillar of the regional tourism strategy for 
Victoria’s High Country.  It is growing in popularity 
and it is understood a significant number of cyclists 
would pass by the Winton Wetlands when taking 
the Taminick Gap Road to or from Glenrowan or 
Wangaratta. Locally there is strong special interest 
with members of most bike groups owning three 
different types of bike: road, mountain and hybrid.

Once the wetlands is opened up for visitors in 
Stage 1 with the establishment of the various 
key destinations, it is envisaged that cyclists will 
welcome the opportunity to traverse the site along 
an east-west connector bike trail – which is shown 
in the Stage 1 plan at the beginning of Section 5.0.

In order to cater mainly for the younger bike users, 
it is proposed to set up a cycling facility with ramps 
and other fun elements for kids and families to use. 
To be located near to where the Taminick Gap Road 
meets the Glenrowan-Boweya Road at the eastern 
site boundary, this is within a short cycle ride to 
the Duck Pond with facilities and respite, including 

picnic ground, shelter, toilets and water. Also, the 
existing hill in the locality can provide the essential 
topography for a bike circuit.

The bike circuit would preferably be installed as 
a number of different circuits, in the manner of 
combined play spaces that are equipped to cater for 
graduated age groups. That would see creation of 
a pretty cool BMX X-Circuit that has some fairly ‘rad’ 
stuff where the older and more advanced riders can 
try out their tricks without intimidating the younger 
ones.

Separated from that circuit there should be a less 
challenging and more sedate little bike circuit 
that is appropriate for those younger and less 
advanced riders. This separation would minimise 
the syndrome that can be observed at skate parks 
and the like where the more confident users tend to 
dominate the use of the facilities and the ‘grommets’ 
become spectators while they wait their turn.
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STAGE 1: KEY DESTINATION
10: CAMPING

•	 Bush Camping
•	 Drive-in Camping
•	 RV Camping

Bush Camping
Bush camping facilities will provide a remote 
experience for the adventurous camper. Located at 
the Duck Pond camp in a secluded location away 
from development. Unplug your phone and cook a 
hearty meal on an open fire.  

RV Camping Ground
Recreational vehicle and caravan camping will 
provide amenities for campers with their own 
vehicles. Full utilities, water, electricity and sewage 
dumping station are to be provided. Drive-in 
camping facilities offer toilet and shower facilities, 
an ideal family holiday.

STAGE 1: KEY DESTINATION
11: EDUCATION PRECINCT

•	 Former GMW buildings

Education House
Minor refurbishment of exisitng house to be 
made available for visiting school groups to use 
as an ‘onsite classroom’ . This house would be a 
permanent education asset to be used for a range 
of   education and research activites until additional 
facilities become available as part of Stage 2 works.

Ranger / WWCoM House
The second house to be retained as an oniste 
facility for WWCoM , Site Rangers office and or 
administration /site office for future contractors 
undertaking works onsite.
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5.0   Tourism Destination Model: Stage 2

The provision of appropriate accommodation will 
be essential to the success of the wetlands tourism 
product as the proposed visitor experience is going 
to have a strong emphasis on evening activity.  
Because of the distance from Melbourne, visitation, 
particularly for evening events, will be extremely 
limited without accommodation. However, because 
of the chronic shortage of quality accommodation 
in the region, an appropriate 4 to 5-star 
accommodation option could become a destination 
driver in its own right.

At this point, it is best not to be too prescriptive as 
to the nature of the non-camping accommodation.  
This will need to be done in close consultation with 
the project investor partners based on commercial 
imperatives. It is essential, however, that the 
accommodation be appropriate to the site, be 
symbiotic with the environment and be a logical fit 
with the site’s brand positioning.  

The thinking is that the centrepiece of the 
accommodation is likely to be eco-lodges of the 
type found at Cradle Mountain, Tasmania, and 
which are also common throughout New Zealand.  
An appropriate facility on the highway/raceway side 
may include an RACV Club style motoring resort.

The accommodation could be spread across the 
site but a lodge would be likely to be part of a hub 
of tourism activity at the centre of the site which 
may include a reception venue, icon restaurant, 
car park and welcome area with interpretive 
signage indicating the start of walks and site 
maps.  Logically, given the highly seasonal nature 
of the site, the lodge accommodation would be 
built in clusters of cabins or ‘pods’ so that part of 
the site could be closed down in the off-season to 
reduce overhead costs. This is becoming a common 
practice with seasonal sites.

Glamping

Stage 2 would also aim to include a glamping 
product.  The term ‘glamping’ refers to luxury 
camping, which involves semi-permanent tents with 
flooring, toilets, showers and other such trappings, 
but which still creates an experience of sleeping 
outdoors and close to nature. 

This accommodation style would be targeting 
the higher-end market, as has been done in other 
camping areas across Australia (Parks Victoria 
currently offer glamping experiences at Wilson’s 
Prom and Buchan Caves).   The glamping site needs 
to be somewhat secluded with a tranquil/romantic 
view.  Ideally, this site would be on an elevated 
platform over the water, if practical.  It may well be 
feasible to include some glamping sites in Stage 1 
as they are relatively low cost.

5.1   Introduction

Development in Stage 2 is proposed as a 
combination of visitor facilities and attractions that 
are driven by the idea of a nature-based experience 
for which Winton Wetlands is the backdrop.

As outlined in the preceding section 4.0, this stage 
takes the project beyond the local amenity park 
infrastructure that comprises the initial Stage 1 
development and encompasses long-term major 
investment to realise the full potential of the site as 
a significant visitor destination.

Implicit in this further development is significant 
further investment of capital under the control 
of WWCoM, along with matching funding from 
government and other sources for the purposes 
of regional tourism and community development.  
At the same time, this strategic development of 
services and infrastructure at the site must be 
targeted to attract investment by the private sector 
in an innovative collaborative framework.

The commercial developers involved must become 
partners working with the future wetlands 
management entity in carrying through the vision 
in the Master Plan for taking the project to the next 
level.

In this process, the ideas proposed here will be 
analysed and re-worked to fit the evolving tourism 
markets and emerging new markets, according to 
the economic opportunities and constraints at that 
time.

5.2 Accommodation strategy: Tourism Destination Stage 2

 ...strategic 
development 
of services and 
infrastructure 
at the site must 
be targeted 
to attract 
investment by 
the private sector 
in an innovative 
collaborative 
framework. 

“

”
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TOURISM DESTINATION MODEL: STAGE 2
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5.3 STAGE 2: THE HUB AND VISITOR ATTRACTIONS



 41
The Winton Wetlands @ Benalla MASTER PLAN

Taylor Cullity Lethlean | McKINNA et al | Sanmor | DesignFlow | Prowse QS | Arup FINAL DRAFT:  31 August  2012

STAGE 2: THE HUB

A Visitor Hub
To provide a focus for the wetlands tourism 
destination, and to be an attraction in its own right, 
there would be a requirement for a significant 
visitor hub, consisting of a number of facilities and 
services.  The complex should be designed by an 
architect sympathetic to the need to provide an 
attractive drawcard that sits comfortably within the 
wetlands environment.  (This is not an easy task, and 
careful selection of the architect would be required.) 

A number of facilities are proposed for the hub 
complex that together would provide for an 
integrated visitor experience. It is proposed that the 
visitor hub be developed at Green Hill.

The hub would incorporate:

1. Public interpretation/education centre
Incorporating the welcome shelter proposed 
for Stage 1 of the development, a wetlands 
interpretation/education centre is proposed, 
designed to be equally attractive to families 
and all-adult groups. Incorporating state-of-
the-art technology, the centre would provide 
engaging interpretive experiences focussed on 
the many aspects of the wetlands and catering 
to the many and varied interests and abilities of 
the visitors.  (For example, downloads would be 

available for hand-held devices such as iPhones 
to be used out on the site, enabling exploration 
of natural and/or cultural history at different 
levels of interest and ability.)
The centre would be the main ticketing point 
for the attractions described earlier, and also for 
hiring mountain bikes, canoes, binoculars and 
other equipment for experiencing the wetlands.

2. Schools education centre
The schools facility proposed in the education 
section of this report should ideally form part of 
the visitor hub.  It would be available for use not 
only for school groups, but for others wishing to 
undertake more detailed studies and activities, 
particularly at weekends and during school 
holiday periods (which would coincide with 
peak tourism visitation periods).

3. Cafe
A café would be required to service school 
groups and the general public (day and evening 
visitors), with attractive indoor and outdoor 
dining areas overlooking the wetlands.

4. Restaurant
It is proposed that a separate icon-quality 
restaurant be developed at Ashmeads Swamp, 
with customers being transported from the 

visitor hub to the restaurant. Ashmeads Swamp 
is proposed because of the relative reliability of 
its water content, providing for the construction 
of the restaurant complex either on the 
water, or at least beside the water, to provide 
beautiful views and to reinforce the sense of 
the surrounding wetlands, which would be 
enhanced with special lighting displays for 
diners.  Ideally the restaurant would boast 
a well-known chef, specialising in regional 
produce and wines.

5. ‘Glamping’ facilities
To provide a unique wetlands experience not 
available elsewhere in Australia, it is proposed 
that any up-market camping facilities (for 
example, the “glamping” referred to earlier) 
should be built out on the water, with access 
provided by punts from the visitor hub. On 
occasions when the waters receded, access 
would likely be restricted and the facilities 
would be closed.

6. Other accommodation
Eco-lodges, 3-4 star hotels, cabins or resort-
style accommodation could be developed at 
Greens Hill (as an off-shoot of the Visitor Hub), 
or elsewhere on the site, particularly at 11-Mile 
Creek or at Humphreys Hill (in association with 
the proposed astronomy centre).



FINAL DRAFT: 31 August 2012Taylor Cullity Lethlean | McKINNA et al | Sanmor | DesignFlow | Prowse QS | Arup   

The Winton Wetlands @ Benalla MASTER PLAN
 42

STAGE 2-B: NIGHT WILDLIFE WALK

There will be wonderful opportunities for night 
wildlife walks of varying lengths, taking in wetlands, 
grasslands and woodlands.  Led by trained rangers, 
people will get opportunities for viewing using 
infrared light and spotlights, supplemented with 
GPS-activated hand-held data and tracking devices.

A number of nesting boxes would be equipped with 
CCTV, to provide for intimate viewing of the rearing 
of chicks, available for viewing in the field on hand-
held devices and back at the hub on large screens in 
the interpretation/education centre.  Additionally, 
some birds – and possibly mammals – will be 
tagged electronically for research purposes, and 
these too may be observed in the field using special 
tracking equipment.

For the keen ones, the walks could be combined 
with the night canoe safaris, ranging from 1 to 1.5 
hours (plus canoe safari).

STAGE 2-A: RESTAURANT AND NIGHT-TIME CANOEING

Visitor services and facilities
Complementing the experiences described above, 
there would be a need for a range of food and 
beverage facilities, including, ideally, a gourmet-
quality restaurant specialising in local wine and 
other produce with a well-known chef.

It is proposed that a restaurant complex be 
developed either on the water, or at least beside the 
water, to provide beautiful views and to reinforce 
the sense of the surrounding wetlands.

Ideally, the restaurant and other catering facilities 
should form part of a sensitively designed complex 
that would include the proposed visitor and 
education facilities, to provide an overall integrated 
visitor experience.

Following the wetlands experience theme, it is 
proposed that any up-market camping facilities (for 
example, the “glamping” referred to earlier) should 
be built out on the water, with access provided by 
punts, to provide a unique wetlands experience not 
available elsewhere in Australia.  (Presumably, these 
would be closed when the waters receded, thereby 
restricting access.)

Night canoeing
Based on Bill Friday Swamp, which has reliable 
water year-round, it is proposed to offer evening 
and night-time canoeing “safaris“ to view wildlife 
with infra-red as described above.
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STAGE 2-C: STAR GAzING

Astronomy
Excellent opportunities exist within the very large 
site to establish an effective astronomy centre 
for visitors.  Humphreys Hill to the east of Green 
Swamp would be an ideal site as it would be free 
from light interference, is easily accessible, and 
the area is large enough for a range of astronomy-
related activities, including Indigenous story-telling 
and interpretation. One hour

STAGE 2-D: DUSK TETHERED HOT AIR BALLOONING

The skeletons of the dead trees offer an amazing 
“canvas” on which to “paint” special lighting effects 
using laser lights and the like, developed by lighting 
artists commissioned from time to time to create 
special shows.  It is proposed that the light shows 
be viewed from above the trees, from tethered hot-
air balloons (say three, each carrying some 12-15 
people).  The balloons could also be used for highly 
evocative dawn viewing experiences.  Half hour.

Special Events
The site is large enough to stage special events, 
such as concerts and opera, without sound or light 
interference with other activities and facilities 
occurring elsewhere on the site.
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STAGE 2-F: LAND ART

The Lightning Field, 1977. Long-term art installation in Western New Mexico

Robert Smithson, Spiral Jetty, 1970

Bruce Monru,  Field of Lights

Given the large size of the overall site (some 9,000 
hectares), it is proposed to add a special attraction 
in the form of large-scale “land art” installations.  
Land art is the term used to describe large-
scale creative installations constructed within a 
landscape.

Viewing may be from ground level or from elevated 
viewing angles from hills or towers; they would also 
form a great attraction for those flying or gliding 
over the site.

Installations could take the form of creative 
landscape constructions, designed purely for 
aesthetic pleasure; special lighting installations; 
sculpture gardens; water features; and even, as has 
occurred in the US, a huge lightning installation. 
Known as The Lightning Field, in New Mexico, this is 
a relatively simple installation that comprises a huge 
field of steel poles in a gridded array on the ground. 
It is situated in an area prone to lightning storms 
and on those nights the lightning will strike the 
poles, refracting off the steel in a ricocheting array 
of lightning flashes – creating an awesome display 
of energy and light. 

STAGE 2-E: SOUND-AND-LIGHT SHOW

•	 Indigenous stories
•	 Post - settlement stories
•	 Environmental stories

Artist interpretation of sound and light show, twilight and Winton Wetlands.

1.  Aboriginal cultural stories 
These would be presented along the spit beside 
Winton Swamp, a site significant for Aboriginal 
people in the past.  When the swamp was 
sufficiently full, it would be possible to view 
the show from the water, with visitors seated in 
punts or the like.  The show could be coupled 
with live performances of  Indigenous music, 
dance, or story-telling.  Clearly this would need 
to be developed in close consultation with the 
Yorta Yorta people. One hour.

2. Early European settlement
Presented as a series of “ghost stories”, the 
show would be an evocative and absorbing 
presentation of the trials, tribulations and 
successes of early post - settlement days in the 
Winton area. One hour.

3. Later settlement, and the Ned Kelly story
Ned Kelly provides a thematic link with the 
broader region.  Presented as a factual story, 
rather than the common glamorising that 
occurs, the Kelly and later settlement stories 
would also be an evocative presentation of life 
in the region. One hour.
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STAGE 2-G: TREE TOP WALK

Pedestrian Bridge, Botanical Gardens Perth, WA

Experiencing Nature
Tree-top walk
It has been proposed that a 1-kilometre specially 
designed walkway be constructed that traverses the 
tree-tops and floats on the water surface, providing 
a range of viewing experiences from above and on 
the water surface.

Viewing areas would be provided along the 
walkway that would also serve as gathering places 
for the volunteer interpreters referred to earlier.  
These places would be ideal for viewing sunsets 
and sunrises, which are often spectacular sights 
at the wetlands.  Other activities would include 
using infra-red lighting with special goggles to 
view roosting birds at night and mammals such as 
wallabies and kangaroos grazing.  Subtle lighting 
along the walkway would obviously be needed, as 
would the need for safety rails.
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6.1 Sustainability

In framing this Master Plan the consultants have 
been keenly aware that the very nature of this site 
and its present ‘reincarnation’ into an ephemeral 
wetland system – as distinct from its more recent 
past of being water storage, primary production or 
having more functional characteristics – embraces 
notions of restoration and sustainability in a broad 
sense.

Given the brief inherent in the engagement 
conditions for producing the Master Plan, 
which calls for preparation of a business case 
demonstrating that the various propositions not 
only pay their way but also provide an economic 
return to the community in some way, it was 
clear at the outset that ‘sustainability’ in a purely 
environmental sense of the term would not be the 
sole determinant of how the Master Plan outcomes 
would be generated.

Added to this is the requirement for extensive 
stakeholder engagement and community 
consultation as part of this project. Community 
consultation was also undertaken as part of the 
decommissioning of Lake Mokoan.

Taking all of those considerations together, the 
approach adopted from the beginning of the 
master planning process sought to encompass 
all of the various implications in those different 
assumptions, seeking to find complementary 
solutions where conflicting values might otherwise 
have prevailed.

At an early stage in the Master Plan process, the 
committee endorsed a number of guiding principles 
that were formulated to ensure that the values 
appropriate to these three tenets of sustainability 
would be locked into the resolution of all planning, 
design, business, marketing and other propositions 
comprising the final Master Plan. These guiding 
principles are enumerated in section 2.4 Guiding 
Principles, of this document, of which the pertinent 
principles for the present discussion are:

1. Economic Driver
It will have a business model which ensures 
triple bottom line optimisation and is a driver for 
the local economy by encouraging partnerships 
with private and public investors.

2. Restoration
Considering the restoration efforts implicit in 
the Restoration and Stategic Monitoring Plan, 
while at the same time making it a beautiful 
landscape to visit in either drought or flood, 
with sound management of pests, weeds and 
fire hazards.

7. By the community, for the community
It will be a place that provides meeting places, 
recreational assets and jobs for the community 
and which achieves a high level of engagement 
and pride.

Triple bottom line delivery

The Master Plan has been designed with careful 
consideration of the triple bottom line imperative 
of delivering economic, social and environmental 
benefits.  Furthermore, the consulting team has 
been conscious of the need to strike an appropriate 
balance across these triple bottom line parameters, 
ensuring that it delivers:

•	 Benefits to the local and regional economy

•	 Environmental sustainability

•	 A facility for the community by the   
community.

In striking the balance between these three 
imperatives, the consulting team is confident that 
true ‘sustainability’ in its broadest sense, has been 
achieved in the Master Plan proposal. These triple 
bottom line aims and the way in which the Master 
Plan outcomes would achieve them are explained 
further below.

6.0   Sustainability

In striking the 
balance between 
these three 
imperatives, the 
consultant team is 
confident that true 
‘sustainability’ in 
its broadest sense, 
has been achieved 
in the Master Plan 
proposals.

“

”
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Benefits to the local and regional economy

Economists measure the economic contribution 
of a public asset by the direct revenue that it 
generates plus a ‘multiplier factor’, which is a ratio 
that measures the economic flow-on effects into 
the local community.  By way of a direct example, 
a person receiving a salary for activities associated 
with the site will spend a proportion of their income 
within the region on food, fuel, clothing, etc. This is 
what is meant by economic flow-on effects. 

The literature on the economics of tourism activity 
variously calculates the multiplier factor to be in a 
range of 1.5 to 2.8 times the dollars spent directly on 
tourism activity, depending on the circumstances. 
The Department of Resources, Energy and Tourism 
works on an average multiplier ratio of 1.9 times 
for tourism. As an example, based on a multiplier of 
say 2 times, every $1,000 spent on tourism activity 
at the wetlands creates a $2,000 regional economic 
benefit.

This suggests a possible economic contribution of in 
excess of $10 million during the development stage 
and an ongoing contribution of around $2+ million 
per annum in Stage 1.

The regional economic benefits in Stage 2 are 
more difficult to calculate as they will depend on 
the revenue generated and the number of people 
employed.  To a large extent, the magnitude of 
the investment and the final development spend 
will be dictated by the investment partners.  It is 
conceivable, however, that the combined revenues 
from the accommodation, restaurant, attractions 
and camping could generate annual sales in the 
range of $15 million to $30 million. Indeed, the 
operations would need to generate revenue in 
this vicinity to justify the investment.  At this level, 
applying a multiplier factor of 2 times revenue, 
the net benefit would be around $30 million per 
annum.

The intent is to 
empower local 
citizens and 
community groups 
to engage with the 
site and to create 
an asset in which 
they feel a sense of  
ownership.

“

”

Most of the economic benefits from tourism will 
flow from stage 2 when the major accommodation, 
restaurant and visitor attractions are in place.  
However, the economic benefits in stage 1 are not 
insignificant. They include:

•	 A stage 1 development investment of around $7 
million.

•	 Recurring costs of around $1 million for salaries, 
consumables, services, contractors, materials, 
etc.

•	 Camping revenue estimated to be around 
$300,000 per year.

•	 Money raised by events.
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Environmental sustainability

The Master Plan envisages that the site will become 
an exemplar of environmental best practice.  The 
project contribution to environmental sustainability 
will include:

The natural environment:
•	 An ongoing restoration program to 

progressively restore the functionality and 
biodiversity of the wetlands system.

•	 The natural revegetation of the river red gums.

•	 Replanting of indigenous plant species.

•	 A proactive program of feral animal and weed 
control.

•	 A best practice fire management program in 
collaboration with DSE & CFA.

•	 Supporting local volunteer groups undertake a 
range of restoration activities.

The built environment:

•	 The focus with the built environment will be on 
employing best practice expertise, materials 
and technology in terms of environmental 
sustainability.  This will include:

•	 Maximum use of renewable energy (solar and 
wind)

•	 Purchase and use of fuel effiecient vehicles

•	 The adoption of water conservation, recycling 
and reuse of grey water.

•	 Use of recycled materials to the extent possible.

•	 Design principles that are in harmony with the 
local environment, e.g. use of local stone, use of 
indigenous plants in landscaping.

The Master Plan 
envisages that the 
site will become 
an exemplar of 
environmental best 
practice. 

“

”
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Education and research:

The business case recognises the education sector 
as an important market for the site.  The site will 
in effect be a natural classroom for students to 
study the environment.  From primary through to 
post graduate, the intention is to collaborate with 
education providers to develop education projects 
and exhibits linked to curricula that is focussed 
on biodiversity and the role of wetlands in an 
ecosystem.

The plan also recommends that the management 
actively engage with research institutes and 
universities to create precincts and facilities for 
environmental research. 

A facility for the community, by the community.
The consulting team recognises the importance of 
creating a public asset that the local community 
could enjoy and proudly engage with.  Indeed, the 
total focus of stage 1 is to deliver exactly this, and 
in reality, the success of stage 1 depends heavily on 
achieving it. 

The site will enrich the quality of life of the local 
community in a number of important areas:
- It will provide a multi-purpose facility that 
individuals, families and interest groups can enjoy, 
including activities such as:

•	 Picnic areas and BBQs

•	 Kids’ playground

•	 Bike trails

•	 Walking trails

•	 Bird watching

•	 Astrology viewing platforms

•	 Canoeing and sailing.

The intent is to empower local citizens and 
community groups to engage with the site and 
to create an asset in which they feel a sense of 
ownership.

The site could become a home for local events, 
which would strengthen the sense of community. It 
will be up to the community as to what these events 
will be, but the possibilities include:

•	 Twilight markets

•	 Concerts

•	 Festivals (e.g. Indigenous music festival)

•	 Fun runs

•	 BMX bike events

•	 Car shows

•	 Outdoor sculpture competition

The Mokoan Yacht Club building will be refurbished 
as a café, store and community meeting place.  
This will be particularly valuable to citizens in the 
immediate Chesney Vale and surrounding areas and 
save trips to Benalla for small necessities.  The store 
could offer local produce for sale.

A further social benefit would be in employment 
and training opportunities.  Depending on 
the business model, the café and caravan park 
businesses may offer hospitality training for 
youth and create employment opportunities for 
the non-profit organisations such as disability 
employer, Indigenous and community orientated 
corporations.

Photograph -Scott Hartvigsen PhotographyPhotograph -Scott Hartvigsen Photography
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7.0    Education & Research Strategy

Two levels of education programs are proposed:

1. For general visitors (including family groups and 
other special interest groups) 

2. For formal education groups – primary and 
secondary schools, universities and TAFE

Aims of the education programs:

•	 Promote learning of the natural and cultural 
history of the site and wetlands in general

•	 Promote awareness and understanding of 
ecological sustainability and its broad value to 
the community.

7.1   Education Strategy

Visitor Education

In Stage 1, the Visitor Arrival described under Key 
Destinations, will comprise a shelter structure that 
is designed integrally with interpretive elements 
that convey information about the site’s cultural 
heritage, its ecology and other key themes listed 
below.

A Visitor Hub is proposed as an essential element 
of future visitor facilities as envisaged in Stage 2, 
the second phase of facilities development at the 
site.  A ‘Wetland Experience Education Centre’ would 
provide a range of opportunities for visitors to 
learn about the natural and cultural history of the 
wetlands.

It is envisaged that the Stage 2 visitor hub would 
comprise a purpose-built building that is designed 
to be sympathetic to the wetland site.  The building 
would be designed in a manner that provides an 
attraction to enter and engage with the various 
learning experiences on offer.  It is suggested 
that the facility be staffed with volunteer nature 
interpreters, specially selected and trained for the 
purpose (perhaps by Conservation Volunteers 
Australia who are experienced in this type of 
service).  The volunteers would be trained and 
supervised by Winton Wetlands.

The building would need careful briefing with the 
subsequent selection of an architect experienced 
in designing highly effective visitor centres.  It is 
thought that a small theatrette would be essential, 
along with a number of activity centres catering for 
different visitor groups (for example, families with 
young children).

Key themes integral to the visitor education at the 
site will be:

•	 Wetland Restoration

•	 Indigenous cultural heritage

•	 European settlement  land use and social   
history

•	 Natural environment

•	 Ecological disturbance and restoration

•	 Environmental management and    
protection 

•	 Wetland ecology

•	 Grassland ecology

•	 Climate change

•	 Catchment linkages

•	 Biodiversity - threatened flora and fauna

•	 Restoration outcomes

•	 Research connected with the site and its   
restoration programs

•	 Regional tourism activities.

The information provided at the Visitor Hub will 
be supported by a number of information points 
located at significant locations throughout the 
Reserve.
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A range of educational tools and techniques would 
be utilised at the Visitor Hub and information points 
throughout the Reserve to tell the story of the 
Winton Wetland Site, including:

•	 Interpretive material – storyboards, use of 
specially-designed applications    
downloaded to iPhones and the like (an  
excellent example is the application The West 
Macs which can be downloaded from the 
Northern Territory government’s website  www.
nt.gov.au/westmacs/plan/mobile).

•	 Interactive multimedia displays

•	 Real-time webcams of the wetlands and 
grasslands (which can also be used from home 
or school)

•	 Interpretive ‘stations’ staffed by the trained 
volunteer interpreters, with microscopes, 
collections of reptiles, amphibians, fish and 
insects, geological specimens, and other natural 
and cultural history artifacts

•	 Information brochures and leaflets.

A dedicated Winton Wetlands website is seen as an 
essential tool for educational and research activities, 
enabling the downloading of applications, podcasts 
and other information, together with the ability to 
remote-operate the webcams.  In addition, special 
activities could be advertised and promoted, with 
particular emphasis on seasonal changes.

Education

It is proposed that an Environmental Learning 
Centre be developed in conjunction with the 
complex of buildings that would comprise the 
‘Wetland Experience Education Centre’ outlined 
above.

The learning centre would deliver innovative 
environmental education programs based upon 
wetland restoration and grassland ecology, together 
with programs on the cultural history – both pre- 
and post-european settlement – at the site and 
surrounds. 

It is envisaged that the operation of the centre 
would be based on a model similar to Ecolinc 
located at the Bacchus Marsh Secondary College 
complex.  Ecolinc, which was established in 2005 
is a Department of Education and Early Childhood 
(DEECD) Specialist Science Centre that offers a 
range of environmental education programs based 
on terrestrial and aquatic ecosystems.  Ecolinc offers 
a wide range of half and full-day programs that 
provide special learning opportunities for school 
children between prep to year 12.

The building is approximately 800m² in area and 
cost $4.2 million to construct and establish.  Ecolinc 
was established in conjunction with a number 
of regional development partners including the 
University of Ballarat, Department of Education, 
Melton Shire Council and Bacchus Marsh Secondary 
College.

The facility was designed by Lyons Architects and 
comprises multiple learning spaces (well-equipped 
classrooms), laboratory, greenhouse, meeting 
rooms and an administrative area. The site also 
features a constructed stormwater wetland situated 
within a landscaped native bushland setting.  A 
network of walking trails equipped with interpretive 
signage to enable students to move about the 
site.  An adjoining landscaped area features an 
interpretive path with a geological narrative and 
mounted displays of rock formations.

Ecolinc is staffed by three full-time teachers and a 
range of support staff including IT, administration, 
laboratory and agricultural technicians.  Charges 
for students range between $15 - $25 per student 
per day; includes range of learning activities closely 
aligned with VELS strands and domains, and formal 
classes structured to meet VCE Environmental 
Science, Chemistry, Biology and Physics ‘SAC’ 
requirements for assessment.

Ecolinc has recently established a relationship with 
Mt Rothwell at Lara (formerly Earth Sanctuaries Ltd), 
where students can participate in native wildlife 
programs.

Other Specialist Science Centres currently operated 
in Victoria by DEECD include:

•	 GTAC -  Gene Technology Access Centre, 
University High, Parkville 

•	 Victorian Space Science Education Centre, 
Strathmore Secondary College, Strathmore

•	 BioLAB - Victorian Bioscience Education Centre, 
Belmont High School, Geelong

•	 Earth Ed, Mt Clear College, Ballarat

•	 Quantum, LaTrobe University, Macleod. 

A dedicated 
Winton Wetlands 
website is seen as 
an essential tool 
for educational 
activities, enabling 
the downloading 
of applications, 
podcasts and other 
information...

“

”
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It is suggested that the Winton Wetlands would be 
an ideal site to establish a Specialist Science Centre 
based around wetland and rangeland ecology.  
There are currently no DEECD Specialist Science 
Centres located to the north of Melbourne. In 
contrast to the existing centres, the one at Winton 
would be located within a natural environment 
and offer authentic learning experiences, which 
could have a special focus on large-scale wetland 
restoration.

The close proximity of the site to Benalla would 
enable students from both the Melbourne and 
Wodonga regions to travel to the site via trains.  
Students could be transported to and from Benalla 
using buses operated by the Education Centre.

The provision of on-site group-based 
accommodation would provide an opportunity for 
education institutions to integrate an educational 
experience with a camp based at the site. It is 
envisaged that this would provide an attractive, 
cost-effective option for schools, particularly 
regional schools, TAFE colleges and universities 
located within northern Victoria.

The operation of the Wetland Education Centre 
would need to be funded by State and Federal 
Government agencies, including the Victorian 
Department of Education.  A new Wetland 
Education Centre at Winton Wetlands would service 

schools from a wide area of the state, unable to visit 
Ecolinc (or similar DEECD Specialist Science Centres) 
due to financial or travel logistic reasons.  This 
would potentially include schools from regions such 
as Shepparton, Wangaratta, Albury-Wodonga and 
Benalla, amongst others.

The Wetland Education Centre would comprise a 
multi-purpose building that is strategically located 
at the site so that the learning spaces are integrated 
with the wetland and grassland environments at the 
site. 

It is envisaged that the learning centre would have 
dedicated teaching and activity areas, including 
indoor and outdoor ‘classrooms’, and well-equipped 
laboratory areas for conducting ‘hands-on’ scientific 
learning activities.

A necessary component of the education and 
research function of the Winton Wetlands education 
and research program is appropriately skilled staff 
to establish and maintain an electronic and paper 
based information repository; to liaise effectively 
with education and research organisations and 
manage volunteer staff.  This function could 
be incorporated into the roles of other Winton 
Wetlands staff.

Partnering Opportunities 

Importantly, the new school entity – the 
Regeneration Project - being developed in Benalla 
from the existing primary schools and high school 
would be an ideal ‘partner’ for the proposed 
Wetlands Learning Centre.  Consultations have 
revealed a strong desire to develop integrated 
learning programs at the Wetlands site across 
the broad school community – “environmental 
education in the real world”.  While this aspect 
focuses on school level engagement it should 
also facilitate connections with post secondary 
education institutions.

This would be a similar model to that established by 
Ecolinc (and the other Science Specialist Centres).   
While operating semi-autonomously, the centre 
staff would be employed under the auspices of the 
Benalla schools and ostensibly report to the head 
principal there.

This model encompasses the notion of ‘ownership’ 
of the Winton Wetlands and its restoration by 
the Benalla community, where local students are 
encouraged to develop a sense of stewardship 
towards the site through learning-based activities. 

As early as Stage 1 of the Master Plan, an 
opportunity exists for the Benalla ‘Regeneration’ 
group of schools to partner with Winton Wetlands 
to undertake education activities at the site. 

Education amenities

Although its extent is not readily defined through 
the market scoping conducted, there exists a 
market for education tourism from primary through 
to tertiary students. This market is, however, very 
low yield, so offering this type of accommodation 
would be more of a community service than a 
revenue raiser and, as such, may be eligible for 
funding from education bodies. While not yielding 
significant revenue, business operators have 
expressed a level of interest in accessing the site 
for their educational camp programs.  Although 
some education tour groups require very little 
infrastructure as they provide all their own tents 
and equipment, the share of the available education 
market would be increased significantly by 
developing basic dormitory-style accommodation 
for school groups.  This would need to include huts 
with toilet and kitchen facilities as well as a hall 
that could be used for lessons, demonstrations and 
recreational events.  A dedicated camp ground area 
removed from public camping grounds would be 
allocated for exclusive use of the education groups.
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Research Strategy

The consultant team notes the extensive work 
undertaken with the assistance of the Scientific 
Technical Advisory Committee. It is envisaged 
over time , the Committee would be in a position 
to pursue partnering with scientific and technical 
organisations in the area of wetland restoration and 
research. Consultations to date have not revealed 
a compelling case to establish a research centre 
at the Wetlands site as Laboratory-based research 
can be easily carried out at various universities and 
other research facilities.  However, there would 
be a need to provide some desk space for visiting 
researchers; this could be provided within a future 
administrative facility as part of the multi-purpose 
hub building.

The ongoing monitoring and research associated 
with the recovery of the Wetlands is covered in 
detail in the Restoration and Monitoring Strategic 
Plan prepared  in consultation with the STAG.  
Research commissioned to date as part of the 
wetland restoration program has been undertaken 
by external consultants and has not required formal 
research facilities.  When required, on-site facilities 
such as the former Mokoan Yacht Club building or 
the WWCoM site office have been used to support 
the existing research program. 

Research and monitoring outcomes should be 
included in the education centre and, to some 
degree, could be part of authentic experiences.  
The Conservation Volunteers Australia organisation 
mentioned earlier would be an ideal partner for the 
future, organising volunteers from around the world 
to undertake surveys and other activities associated 
with ongoing research and monitoring programs.

The establishment of a research facility at the 
Winton Wetland Site is likely to be expensive, and 
there is no guarantee that a research facility would 
be well used and economically viable considering 
the proximity of the site to nearby research 
institutions likely to conduct research at the site.

Provided the demand exists, there is an opportunity 
to integrate site-based research activities within the 
education precinct. It is envisaged that some limited 
facilities could be provided within the education 
centre, including storage of site samples.

Through provision of the laboratory and other 
learning facilities within the multi-purpose building 
at the hub, these organisations have a platform from 
which to conduct research that is based at Winton. 
Potentially, this provides post-graduate students 
with opportunities to rent laboratory space with 
high-tech equipment that is not readily available 
elsewhere.

External research

It is expected that the wide range of research 
opportunities associated with the wetland 
restoration will ultimately attract interest from a 
range of research organisations. 

The FLUS identified the potential for involvement 
with tertiary institutions and other research 
organisations that have a high level of aquatic and 
freshwater science.  This includes:

•	 Murray-Darling Freshwater Research Centre/La 
Trobe University, Wodonga (MDFRC)

•	 Charles Sturt University, Albury (CSU)

•	 Deakin University – Environmental Studies   
programs

•	 Cooperative Research Centre for eWater

•	 Other Melbourne-based universities

•	 CSIRO, Department of Sustainability and 
Environment etc 

The closest research institutions likely to utilise the 
site are MDFRC, Wodonga and CSU, Albury.  Both of 
these research organisations are involved in a range 
of wetland ecology research projects associated 
with the regional Murray River catchment. Research 
undertaken by these institutions is conducted in 
well-equipped, purpose-built research facilities, and 
it is envisaged that there would be little demand for 
field-based research facilities other than occasional 
space to store or field-process samples.
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8.1   Scope (Tender Brief)

In general, the key elements of the scope of 
the tender brief for the engagement of the TCL 
consultant team include the following subject 
matter:

1. Undertake  extensive Stakeholder and 
Community Engagement 

2. Undertake market demand analysis

3. Prepare a master plan for the 8750 ha Winton 
Wetlands Reserve

4. Undertake economic and costing assessments 
of the proposed master plan

5. Address management arrangements and net 
economic analysis

6. Prepare  a draft delivery strategy

The consulting team acknowledge that this project 
is not a simple environmental regeneration project:

•	 It will be a newly constructed    
environment.

•	 It will embrace history but create a new   
future.

•	 It will be a work-in-progress for at least   
the next decade.

•	 This team has the opportunity to create   
something that will put Benalla on the   
tourism map.

PART 2: THE ANALYSIS

8.0    Scope

Photography - John Mitchell
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8.2   Methodology

The following map outlines our methodology 
step-by-step, arranged into four sequential stages 
following project inception, defined as Parts A, B, C 
and D of the project. 

The coloured icons indicate which consultancy led 
the particular step of the methodology, as shown 
to the right. TCL as Project Directors led each stage 
of the project, and although there was a nominated 
leader for each step, the consultants collaborated 
and interacted at every one of the various steps - as 
we have all done on previous projects together.

The methodology allowed for a number of formal 
collaboration points across the teams.   The activity 
on each line of the methodology map occurred 
simultaneously, with all consultants working 
towards a time line for collaboration workshops 
which were led by TCL.

After each of the collaboration points, a client 
briefing took place.  The timeline that runs down the 
right hand side of the Methodology Map indicates 
the duration of each project phase in weeks and 
identifies the milestone reporting outputs for that 
phase, culminating with the final Master Plan.

Stakeholder Engagement 

In Part A of the program, TCL were involved closely 
in preparation of the Stakeholder Engagement 
Strategy with McKINNA et al and issued to the 
WWCoM shortly after project inception along with 
the Project delivery plan.  TCL led those sessions 
identified under Step 2 and also participated 
in the focus sessions with the key stakeholders 
ensuring we gained trust and insight through direct 
consultation.  

MCKINNA et al

TCL

Sanmor

DesignFlow

Prowse QS

•			Project	Director	and	Lead	
     Consultants
•			Master	Planning
•			Landscape	Architecture

•			Stakeholder	Engagement		 	
    Strategy
•			Market	Analysis	&	Tourism
•			Business	&	Marketing							 		
    Strategies

•			Visitor	Experience
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•			Education	and	Research		 	
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ARUP

•			Environmental	Sustainability
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•			Cost	Planning
•			Financial	Analysis
•			Cost	Engineering
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8.3 Stakeholder Engagement 

From the outset, the consulting team recognised 
the critical importance of understanding the needs 
and expectations of the key stakeholder groups.  
Clearly there is an element of community sensitivity 
surrounding the Winton Wetlands site, firstly when 
it was commissioned as a dam and more recently, 
when the site was de-commissioned.  Consequently 
there was an extensive program of stakeholder 
consultation.  This included:

•	 Community forums

•	 Focus groups with opinion leaders and   
special interest groups

•	 Extensive program of one-on-one    
interviews with various stakeholders from   
the government, private and community   
sectors.

The initial stages of scoping consultation took place 
between Sept - Oct and December 2011.  Further 
consultation was conducted during the concept 
evaluation stage of the planning process in January 
2012 with local opinion leaders and local users.  
The aim of this second stage of consultation was to 
test concepts and ideas developed.  Finally, public 
presentations were held in February 2012 in Benalla 
and Wangaratta to share ideas and concepts in the 
draft plan.

It is the view of the consultancy that the Master 
Plan must reflect the needs of the community 
(recreational, social and economic needs); therefore, 
the consultation findings have informed every 
element of the Master Plan development.  

Key learnings:

Clearly the site carries a raw legacy, firstly 
emanating from the decision to dam the Wetlands 
and take away an agricultural resource, the 
displacement of 12 families living in the area and 
when the dam was de-commissioned.  On both 
counts, variously the community felt that they 
were disadvantaged and needed to be given back 
something in return.  

As a dam, Lake Mokoan provided the community 
with both an economic and recreational asset.  The 
perception that there has been a lost asset has 
held in spite of the associated problems of poor 
water quality due to turbidity and blue-green algal 
blooms. Accordingly, there is an expectation that 
this project will provide the opportunity to restore 
this community asset as well as its lost economic 
value. Of concern is the fact that the community 
expectations of this process are beyond what can 
be realistically achieved in a reasonable time period 
with the resources available.

Collectively and individually, the various stakeholder 
groups found it difficult to articulate their vision for 
the site.  However, there were a number of  central 
themes in the consultation feedback and some 
expectations which may be unrealistic:

•	 That the site should be an economic driver   
that attracts tourists and generates economic 
activity.

•	 That the site has business activity which creates 
jobs and contributes to regional prosperity.

•	 That it is to be transformed into a recreational 
asset which locals and visitors could enjoy for 
various outdoor and nature activities.

Above photographs -Scott Hartvigsen Photography

•	 That the site provides a focus for the Benalla and 
surrounding tourism activities. It was felt Benalla 
lacks a strong tourism proposition.

•	 That the restored site would become a world-
renowned wetland that would attract local, 
interstate and international visitors.

•	 It must have a significant feature that will make 
it a drawcard for visitors i.e. a minimalistic make-
over will disappoint.

•	 It must be able to recover significant  revenue 
perceived to have been lost from water value 
since decommissioning.

•	 It should make a contribution to the 
accommodation shortage in the region.

•	 It must provide recreational facilities for locals as 
well as tourists.

•	 It must be an expression of the local culture – 
Indigenous and post-European settlement.

•	 It must link to the township of Benalla –   
physically, emotionally and in a branding   
sense.

•	 It should have some educational component.

•	 It must not become a burden on the ratepayer 
and the community 

It is the view of 
the consultancy 
that the Master 
Plan must reflect 
the needs of the 
community 

“

”
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Because of the above, the community at large 
would feel let down if the resources available are 
used to deliver a basic make-over. The expectation 
is that it will be a site that will:

•	 Attract visitors from interstate and   
 overseas.

•	 Be something that will put Benalla on the tourist 
map and that they can be proud of.

Although there are differences of opinion as to the 
relative weighting, there is a shared view that the 
plan should provide a balance between being:

•	 An economic driver by attracting visitors from 
outside the region

•	 A recreational facility

•	 A community recreational resource

•	 An expression of its diverse cultural heritage and 
community cultural values

•	 An educational resource

•	 A demonstration site for environmental 
sustainability.

Local organisation viewpoints:

•	 Most organisations were excited about the 
Wetlands, but not sure what explicit role their 
organisation will be able to play in it.

•	 The importance of a physical connection to 
Benalla town centre was emphasised, with a 
bike path along the channel being the logical 
link.

•	 The prevailing attitude of local organisations 
was that of ‘wait and see’ what the  Master 
Plan will bring. There were no strong ideas or 
preconceptions.

Business operator viewpoints:

•	 The business operators most tuned into the 
wetland’s planning process were graziers who 
had concerns about pest and weed anagement 
and the potential to acquire land. There was an 
expectation that adjacent land would be sold as 
per the Future Land Use Strategy.

•	 Retailers hold expectations that the wetland 
will draw traffic through Benalla town centre 
and generate economic activity in the central 
business district. The expectation is that tourism 
trade already going through to Yarrawonga 
would be attracted to the Wetlands. The retailer 
view is that the Wetlands would be a revenue 
driver for the whole town, not just at the 
wetland site.

•	 The business community did not appear to have 
a strong voice or consistent position on the 
Wetlands.

•	 The potential to build synergies with the  
Winton Raceway activity was also noted.
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Neighbourhood viewpoints:

•	 In the immediate neighbourhood near the 
Wetlands, concerns prevail about potential 
development near homes. Many neighbours 
would prefer any development at the site to be 
on the Hume Highway side.

•	 Other residents noted the lack of a village  
atmosphere in the area and the need for a local 
store or community meeting facility on the 
yacht club side.

•	 Divided opinions exist in the local 
neighbourhood about the Wetlands as some 
residents moved there for skiing and fishing and 
others for the natural environment.

•	 Many feel their property has been devalued 
since the decommissioning.

•	 Miscommunication has created some angst and 
uncertainty with neighbours.

•	 Some residents are keen to leverage  
business opportunities connected with the 
development of the site such as cafés and 
accommodation facilities.

General community views:

•	 There was not a prevailing sense of ownership 
of the Wetlands across the Benalla community - 
it was, after all, imposed on the community.

•	 Some community members were concerned 
it could become a drain on ratepayers if pest, 
fire and weeds were not properly managed. 
There are fears about what might happen if the 
committee runs out of money.

•	 There is a lack of vision or ideas about what a 
wetland is and what the local one could  
offer the community. It was apparent that many 
in the local community do not appreciate the 
beauty of the place and do not consider it to be 
‘tourist worthy’.

•	 On balance, gradually more and more residents 
appeared to be warming to the idea of a 
wetland rather than a lake although some seem 
reluctant to be seen to be too enthusiastic. 

•	 The prevailing opinion is that whatever is  done 
at the wetland site, it must be done well.  A 
minimalistic make-over will disappoint the 
community. The site must provide recreational 
facilities for locals as well as tourists.

•	 Many feel strongly that it must be an expression 
of the local culture (Indigenous and post-
european settlement) and must strongly link to 
the township of Benalla – physically, emotionally 
and in a branding sense.

•	 Most believe the site should have some 
educational component.

•	 The Indigenous community wish to be 
involved in the process and most others 
in the community strongly feel that their 
cultural heritage should be represented and 
acknowledged there.

Tourism viewpoints:

•	 The view of tourism stakeholders is that  
Benalla is overshadowed by the tourism product 
of others in Victoria’s High Country. Although 
it is part of a ‘Kelly Country’ touring route, 
Glenrowan really owns this proposition. Many  
see the Wetlands project as an opportunity for 
Benalla to own a key part of the Victoria’s High 
Country tourism offer.

•	 The expectation is that the Wetlands would be 
likely to bring a higher spending tourist  
than Lake Mokoan once did.

•	 The accommodation shortage in the area 
during peak events was noted with a particular 
shortage of 4 to 5-star accommodation and 
corporate small conference accommodation. 
It was felt that Benalla is well located for 
sales travellers so could sustain a mid-week 
accommodation market.

•	 A gap in local camping product was 
also  noted with ‘grey nomads’ en route 
to Yarrawonga, parking vans around town 
overnight and some unauthorised camping 
currently occurring around the Wetlands.

Above photographs -Scott Hartvigsen Photography
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Photographs from Winton Wetlands Open Day 2011
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9.1  Landscape Character

The landscape of this site is unique in that 3,000 
hectares of the 9,000 hectares site has been 
submerged from 1971 to 2010. As a result, the 
previously existing Red Gum forest has drowned 
and what remains is a stand of some 300,000 grey 
trunks referred to as stags and a series of re-
emergent wetland systems.

When the lake was drawn down, an overflow level 
was set for the wetlands that best matches the 
historic overflow level for the wetland system. As a 
result there are now a range of swamps and wetland 
systems across the site surrounded by dry land 
which was cleared for grazing or areas forested with 
Red Gum and Grey Box Plains Woodlands.

The swamps and wetlands that have emerged 
as a result of the lake decommissioning are both 
large and small and vary in their water depth and 
landscape character, Winton and Sergeant swamps 
being the larger areas of open water, Green Swamp, 
being more shallow and protected, then Bill Friday, 
Ashmeads and 11 Mile Creek which are smaller 
water bodies that feed into the main wetland 
system.

A unique geograghic feature of the site are the 
two lunettes made of sand that define the eastern 
edge of the Winton Swamp. The southern lunette 
is especially unique in that it was the site of large 
Indigenous gatherings of approximately 900 
people. 

To the west of the two lunettes is an island within 
Winton Swamp. The island is visually dominate from 
many parts of the site. It has a rocky escarpment 
that visually dominates on its eastern edges and is 
edged by trees.

LANDSCAPE CHARACTER PLAN 

9.0   Existing Conditions

The landscape of 
this site is unique 
in that 3,000 
hectares of the 
9,000 hectares 
site has been 
submerged from 
1971 to 2010.

“
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5. Grassy woodland

6. Sandy lunette

7. Dam wall

8. Highly disturbed grass

9. Pasture

10. Shrub regeneration

11. Red Gum riparian

12. Dense Grass semi-disturbed

13. Tall weedy grass

14. Recruiting Red Gum

15. Farm windbreak

16. Stag avenue4. Emergent Wetland Vegetation

1. Open Water

2. Creek 

3. Channel

LANDSCAPE CHARACTER PLAN IMAGES
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Degraded Plains Woodlands are present within 
the south-western and eastern sections of the site. 
These areas comprise remnant trees (e.g Grey Box) 
and there is evidence that limited recruitment of the 
over-storey species is occurring.  The under-storey 
vegetation is highly degraded and dominated by 
introduced grasses.  

The Plains Woodlands appear to have been 
heavily impacted by past grazing activities and 
the presence of weeds.  While some areas contain 
significant cover of native grasses with relatively 
good quality ground layer vegetation, the under-
storey vegetation is generally poor and missing 
major components of the shrub and herbaceous 
ground layers.  

The Plains Woodland areas are currently grazed and 
the composition of the vegetation, particularly the 
under-storey components, is unlikely to change in 
the short to medium term whilst the current grazing 
regime is maintained.

Plains Woodland – South-West and 
Eastern areas

Plains Grassland – SW and NE 
sections

The Plains Grasslands present at the site are highly 
disturbed. It is hard to characterise this vegetation 
type across the site as it includes a range of 
grassland communities that reflect both current and 
historic disturbance regimes. The future trajectory 
of the Plains Grasslands will be highly dependent 
upon the management regimes implemented at 
the site (i.e. grazing, weed, fire).

It is clear that the many of the life forms that are 
typical of Plains Grasslands are present across the 
site, so it is not unreasonable to expect that some 
areas within the site will ultimately transition back 
to a more native dominated grassland community. 

It is highly unlikely that any major change will occur 
within the grasslands across the site in the medium 
to long term (>25 yrs) due to the dominance of 
introduced species. Native grasses are particularly 
resilient and will recover surprisingly quickly given 
the right conditions, so some unexpected positive 
changes will occur throughout the site. 

The margins of the wetland comprise dense stands 
of Juncus, with large patches of Typha within the 
shallow margins along the northern and eastern 
sections. Southern Cane Grass is also present 
throughout  the north-eastern corner and to a lesser 
extent in the southern and south-western sections. 

Winton Wetland was previously a Southern Cane 
Grass Wetland. It is highly probable that Southern 
Cane Grass will eventually colonise most of the 
shallow margins of the wetland to approximately 
0.8 metres depth. Several large stands of Southern 
Cane Grass have already re-established in the NE 
corner (adjacent to Greens wetland).  Southern 
Cane Grass is rhizomatous and will continue to 
spread whilst inundated. The rate of colonisation 
throughout the wetland will be dependent upon 
the future hydrology. Frequent drawdown events 
will favour more rapid re-colonization.

It is likely that the presence of the Typha will wax 
and wane according to the hydrological patterns. 
Many of the patches present are growing in up 
to 1.1 metres depth, and it is unlikely that the 
present cover will persist in the long term, as many 

of the plants are growing at or beyond the depth 
threshold limit for Typha. It is likely that large stands 
of Typha will persist in some areas of the wetland, 
but germination of seeds may be prevented by the 
turbidity, and ultimately the density of the Cane 
Grass may also provide stiff competition.

It can also be expected that submerged 
macrophytes will return to sections of the wetland. 
The current turbidity (due to colloidal material 
introduced via the inlet channel) is a major 
impediment to the growth of submerged i.e. 
macrophytes. In the medium to long term, (ie 5-10 
yrs), it can be reasonably expected that submerged 
macrophytes will re-establish throughout the 
wetland.

There is currently no evidence of Red Gum 
recruitment along the edges of the wetland. Limited 
recruitment can be expected to occur in the short 
to medium term; however, many areas of the 
wetland are effectively isolated from seed sources 
(i.e. the southern section of the wetland adjacent 
to the Spit), and re-establishment of Red Gum 
communities may be prolonged in these areas.

Winton and Sergeants Swamp

LANDSCAPE CHARACTER
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Wetland vegetation dominated by Milfoil and 
Juncus in wetted areas between Red Gums

Red Gum swamp with macrophyte dominated wetted 
depressions.

Milfoil dominated wetland with giant rush on edges 
(Green and Boggy Bridge)

Red Gum swamp – 15-30 years Mature Red Gum swamp with dense Eleocharis 
understorey 

Green and Boggy Bridge wetlands

Both Green and Boggy Bridge wetlands would 
have once consisted of a mosaic of wetland types 
– and potentially represent the most interesting 
area of the site in terms of potential visitor wetland 
experience.

Mass germination and growth of Juncus (rush) 
within these wetlands following drawdown and 
re-inundation of the wetland has established dense 
bands of Juncus throughout the wetland margins. 

These wetlands would have formally comprised 
widespread Red Gum swamp communities, 
consisting of open Red Gum woodlands with a 
sparse to dense understorey of grasses, herbs and 
waterplants such as Eleocharis, Triglochin, Carex and 
Southern Cane grass . The photos below indicate 
the range of vegetation communities that would 
previously have been established in these areas. 

The open wetted areas throughout the Red Gum 
swamp would have comprised aquatic grasses and 
emergent and submergent macrophytes such as 
Myriophyllum spp (milfoils), Pseudoraphis (mud 
grass), Eleocharis, Juncus (probably giant juncus) 
and a myriad of other less dominant plants (eg. 
native water lilies – Nymphoides, Ottelia).

It is likely that the current vegetation (dominated 
by Juncus) will persist well into the medium to 
long term at both of these sites. In fact, the Juncus 
community will probably become more widespread 
and dense in the short to medium term.  

Vegetation change will only occur when canopy 
cover (shading) is re-established within these 
wetlands. This means re-establishment of the 
former Red Gum overstorey. There is already some 
evidence that Red Gum recruitment is occurring 
within the wetlands; however, widespread re-

establishment will be required in order to provide 
sufficient shading to begin the vegetation transition 
back to the former structure.  

Assuming that widespread Red Gum re-
establishment occurs within the next five years 
(either via natural recruitment or intervention), 
it is probable that it would take a further 10-15 
years before sufficient shading is re-established for 
notable change in the vegetation community to 
occur.

As this change in vegetation occurs, the sorts of 
landscape appearance shown in the images below 
will begin to emerge throughout these wetland 
areas.
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Lunette margins (the Spit)

Vegetation on both sides (Winton and Green) 
comprises dense Juncus communities with 
scattered dead trees. Upper margins of the lunette 
on the Winton side is highly eroded resulting in the 
removal of the topsoil - presumably due to wave 
action.  The lower sandy shoreline is gradually being 
colonised by introduced grasses and weeds. 

It is difficult to perceive the structure of the former 
vegetation communities in this area.  It is likely 
the margins of the wetland comprised of sparse to 
dense stands of Red Gums along the shoreline, with 
a sparse understorey of grasses and emergent water 
plants.  It is possible that very little vegetation was 
present in the sandy areas, with sparse clumps of 
native grasses.

The lunette margins have very poor soil cover 
and it is unlikely that significant recovery of the 
native plant species will occur within this area 
within the short to medium term.  There is little 
chance that Red Gums will re-establish along the 
wetland margins in this area considering the relative 
isolation of the area from the nearest Red Gum seed 
source.

Bill Friday Swamp

The wetland is a former depression that has been 
permanently inundated by the construction of an 
earthen embankment.  The wetland is connected 
to a small catchment and is hydrologically 
disconnected from the Winton Wetland system.  

Water quality in the wetland appears to be very 
high and is likely to be related to the high diversity 
of emergent and submerged water plants present.  

The wetland is characterised by a high diversity and 
abundance of water birds, presumably grazing upon 
the submerged water plants or foraging for aquatic 
biota (invertebrates, frogs) within the wetland 
vegetation.  

Water levels within the wetland will vary according 
to seasonal weather patterns.  Whilst small changes 
in the abundance of individual water plant species 
may occur in response to the variable wetland 
hydrology, no long-term changes to the overall 
composition of the wetland vegetation are 
expected to occur.

Lunette Margins Lunette Wetland Bill Friday Wetland

Lunette margins

The Spit

Lunette woodland 

Current vegetation is highly modified and most 
components of the original vegetation community 
are missing. No major change is expected to occur 
in this area under the current grazing regime. 

It is likely that intervention would be required to 
re-establish the former vegetation community of 
eucalypt-dominated woodland with a grassy and 
herb-rich understorey.

Bill Friday Swamp
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LAND USE PLAN

9.2 Land Use

Currently a little under 2,000 hectares of the site is 
leased for grazing as shown in the diagram on this 
page.

The surrounding land use comprises mostly farming 
land on all sides with the exception of an area of 
residential to the north of the site and an area of 
industrial development to the south-west.

Bill Friday 
Swamp

Duck Pond
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WATER LEVEL DIAGRAM 9.3 Bathymetry

The Winton Wetlands comprise a complex of nine 
wetlands covering an area of approximately 3,000 
hectares. The wetlands are formed by shallow 
depressions within the Broken River floodplain and 
vary in size and depth. 

The largest wetland, Winton Swamp, covers an area 
of 1700 hectares when fully inundated. Winton 
Swamp comprises a large flat depression that 
varies up to 1.7 metres in depth. Winton Swamp is 
connected to two other large wetlands, Sergeant’s 
Swamp (460 hectares) to the west, and Greens 
Swamp (660 hectares) to the east.

Greens Swamp is shallower than Winton Swamp 
and is connected to two smaller wetlands, Boggy 
Bridge Swamp to the north-east and Ashmeads 
Swamp to the south-east. 

A number of smaller wetlands are also present at 
the site including Humphries Swamp, Taminick 
Swamp, Black Swamp, Saddlers Swamp and 
Lindsay’s Swamp. These wetlands are located 
upstream of the main Winton Wetland complex 
and are not directly connected to the main wetland 
complex (i.e. the water levels within these wetlands 
are independent of the water levels in the main 
wetland complex). Bill Friday Swamp, a small 
artificial wetland formed by the construction of an 
earthen berm across a shallow drainage depression 
is located to the south of Winton Swamp. Bill Friday 
Swamp is isolated from the main wetland complex 
and water levels within the wetland are dependent 
upon direct rainfall and runoff from a small 
upstream catchment. 
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Catchment details

The Winton Wetlands are a rain-fed system with 
runoff from a relatively small catchment area of 330 
kilometres squared, providing approximately 21.7 
gigalitres inflow to the wetlands per year. The main 
tributaries to the wetland include Seven Mile Creek, 
Winton Creek, Eleven Mile Creek, Show Creek and 
Taminick Creek. These tributaries drain the Victorian 
Uplands to the south including the local region 
known as the Lurg Hills, the Chesney Hills to the 
north and the Warby Ranges to the east.

An additional catchment area of 11 kilometres 
squared drained by the old Mokoan Inlet Channel 
also provides additional inflows to the Winton 
Wetlands. High flows from the Kennedy’s Creek 
catchment (26 kilometres squared) also overflow 
into the Mokoan Inlet Channel and discharge to the 
Winton Wetlands.

Wetland hydrology

The Winton Wetlands are an ephemeral wetlands 
system, meaning that the wetlands typically dry out 
in dry years and flood in wet years. 
In years with average rainfall, the wetlands are 
expected to be inundated during winter-spring 
and gradually dry out during summer.  Water 
losses from the wetlands are primarily due 
to evapotranspiration, with some seepage to 
groundwater and overflows to the Broken Creek 
during wet years. The substantial surface to volume 
ratio of the wetland system means that nearly half 
of the wetland volume is lost to evaporation per 
year.

Water level modelling indicates that the main 
wetland system GSM modelling of the water levels 
within the main wetland complex (refer Bathymetry 
water level diagram opposite) indicate that the 
main wetland system (Sergeant’s and Winton 
Swamps) remains inundated for the longest period, 
while water levels in Greens Swamp, Boggy Bridge 
Swamp and Ashmeads Swamp draw down quicker 
due to the higher elevation and shallow depth of 
these wetlands.

In dry years, it is expected that only Winton and 
Sergeants Swamps will remain partly inundated, 
although these wetlands will dry out completely 

during prolonged dry periods. It is likely that 
the presence of water in Winton and Sergeant’s 
Swamps during dry periods would have provided a 
significant drought refuge for waterbirds and other 
fauna.

The ephemeral nature of the Winton Wetlands 
means that water levels within the wetlands 
constantly change, and therefore the wetted 
margins of the wetlands will move in and out 
according to the water levels. During wet periods, 
large areas of shallow water will exist around the 
margins of the wetlands, whereas large areas of bare 
sediment will be exposed during dry periods.
The distribution and density of Red Gum stags 
throughout the Winton Wetlands complex indicates 
that the wetlands regularly experienced floods, 
when the upper margins of the wetlands were fully 
inundated. 

Water level fluctuations are critical to the ecological 
function of wetlands. The types of aquatic 
vegetation present in ephemeral wetlands often 
varies according to wetting and drying sequences. 
Changing water levels often cause enormous 
changes in the composition of the vegetation 
growing along the margins of the wetlands. 
In wet years, water levels in the wetlands may rise 
quickly due to the rapid influx of floodwaters. The 
wetting of soils along the wetland margins results 

in the germination of aquatic plants such as sedges 
and rushes, and the re-establishment of dense 
emergent vegetation along the margins of the 
wetlands. 

The emergent aquatic vegetation is utilised by a 
diverse range of fauna, including waterbirds, for 
nesting and foraging habitat.

As water levels draw down, the emergent aquatic 
vegetation along the margins will often ‘follow’ the 
receding water line. In very dry years, drawdown of 
the wetland waters is so rapid that the emergent 
aquatics  cannot  ‘keep pace’  and vast areas of the 
wetland sediments are exposed, providing a diverse 
range of habitats for wading birds.

Following drawdown, a diverse plant community 
often develops from seeds stored in the moist 
sediments, leading to the regeneration of 
understorey species (sedges, grasses, forbs, and 
shrubs) and re-establishment of larger plants such 
as Red Gums within the shallower wetlands (e.g. 
Greens, Boggy Creek and Ashmeads Swamps) or 
along the wetland margins of the larger wetlands 
(e.g. Winton and Sergeant’s Swamps). The 
drawdown of water levels in Winton and Greens 
Swamps is expected to benefit the re-establishment 
of Southern Cane Grass, a species that formerly 
dominated the open water areas of these wetlands.
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View      Weir & Pump Station at Channel opening in dam wall1.

View              Robertson’s Hill looking SW to Winton Swamp 2.   View      Island looking W to Winton Swamp3. View        Winton Swamp looking E onto the Island4.

9.4  Views & Vistas
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View               Humphries Hill looking NE to Warby Ranges5

View            Greens Hill looking W to Greens Swamp6 View              Greens Hill looking N to Greens Swamp7 View               Lunette tip looking W to Island  8
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9.5   Access

Winton Wetlands is located on the northern 
side of the Hume Freeway between Benalla and 
Wangaratta in Victoria’s north-east. Other key roads 
in vicinity of the wetlands include:

•	 Benalla-Yarrawonga Road to the west, 
an  arterial road in which VicRoads is the 
responsible authority;

•	 Lake Mokoan Road to the north, a local   
collector road in which Benalla Rural City   
Council is the responsible authority; and

•	 Glenrowan – Boweya Road to the east, a local 
collector road in which Benalla Rural City 
Council is the responsible authority.

Key access roads into Winton Wetlands include as 
follows:

•	 From Hume Freeway – Via Bowers Roads, Lee 
Road and Gould Road;

•	 From Murray Road – Via Nelson Road; and

•	 From Lake Mokoan Road at the existing yacht 
club.

Access from the Hume Freeway is on local sealed 
roads up until Gould Road which changes from 
a bitumen to gravel road after the existing level 
crossing. The level crossing is currently a passive 
control crossing controlled by stop signs. 

Within Winton Wetlands are gravel roads in various 
conditions. The gravel roads in good condition 
include:

•	 Boggy Bridge Road;

•	 Winton North Road; and

•	 Ashmeads Swamp Road.

SITE ACCESS DIAGRAM
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Access into the wetlands can also be achieved via 
more sustainable modes of transport including:

•	 Bicycles – Key bicycles routes include:
Inlet Channel / Bike Path from Benalla now 
under development Benalla-Yarrawonga Road, 
Lake Mokoan Road, Glenrowan – Boweya Road  
and Sydney Road. Access from Benalla and 
Wangaratta is primarily from Sydney Road/
Murray Road and Glenrowan Road respectively.

•	 Bus – Benalla/Wangaratta (Wangaratta coach 
lines) and Melbourne/Sydney (Greyhounds 
Australia)

•	 Train – Albury/Melbourne via Wangaratta and 
Benalla (nearest station Glenrowan/Benalla – 6 
kilometres approximately)

Although bus routes and train stations are within 
vicinity of the wetlands, commuters would need to 
interchange to a private vehicle / bicycle to enter 
the wetlands due to the station/stop being outside 
a typical walking catchment distance.

Regarding the level crossing on Gould Road, it is 
expected that this would need to be upgraded 
to ensure compliance with AS1742.7 Manual of 
Uniform Traffic Control Devices – Railway Crossings. 
The level crossing may require to be upgraded to 
active control with flashing lights. 

Other expected upgrades include as follows:

•	 Upgrade key internal roads to asphalt i.e. Boggy 
Bridge Road, Winton North Road and Ashmeads 
Swamp Road;

•	 New line marking for reverse priority (near 
the level crossing) at Gould Road / Lee Road 
intersection;

•	 Widening of Bowers Road / Lee Road 
intersection to ensure a coach can pass a   
car at the same time;

•	 New wayfinding and advance guidance signs on 
the Hume Freeway / Bowers Street intersection 
and Benalla Yarrawonga Road / Lake Mokoan 
Road intersection in accordance with AS1742.15 
Traffic Control Devices. 

•	 Bus stop/interchange within Winton Wetlands 
for private and community buses.
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9.6   Site Opportunities & Constraints

Environmental Opportunities

The consultant team recognises the considerable 
expertise of the Scientific and Technical Advisory 
Group (STAG) in the areas of hydrology, wetland 
ecology and so forth, as well as the value of the 
Winton Wetlands Draft Restoration and Monitoring 
Strategic Plan 2011 (RMP), both mentioned in 
previous sections of this document. It is noted 
that the RMP was prepared on a scientific and 
technical basis, primarily to guide restoration of the 
wetlands ecological functioning into the future. In 
this section, the consultant team is noting its own 
findings from investigation of the site in relation to 
environmental and ecological site attributes. From 
these findings certain propositions are put forward 
from a landscape planning and design perspective, 
based on the particular water sensitive urban 
design, ecological and wetland expertise of the 
various consultants.

•	 A major opportunity exists to substantially 
‘accelerate’ the recovery of wetland vegetation 
communities across the site through an 
wxtensive re-vegetation program. Restoration 
efforts should be concentrated upon the 
restoration of large trees throughout the 
wetland and grassland sites, particularly around 
the margins of the wetlands -Winton, Sergeants, 
Greens, Boggy Bridge and Ashmeads Swamps

•	 Restoration of large trees and emergent 
waterplants throughout the site will help 
to create a mosaic of wetland vegetation 
communities (EVCs) and stimulate the recovery 
of key ecological functions such as nutrient 
cycling. 

•	 The presence of large trees across the site will 
encourage a range of fauna species to return 
and utilize the wetland site including reptiles, 
ground-dwelling and arboreal mammals and 
birds. It is expected that the wetland site will 
ultimately become a major breeding site for 
a wide range of water bird species that utilize 
floodplain tree species to breed, including 
Cormorants, Ibis, Spoonbills, Darters, Herons 
and Ducks.

•	 At this time, no specific areas of the site have 
been identified as key fauna or flora habitat 
zones that need to be avoided/protected. 
Further specific local studies maybe required 
in areas where developement is proposed to 
ensure appropriate management of impact on 
existing values.

•	 Re-establishment of woodland EVCs at the site 
will benefit woodland-dependent bird species 
such as Grey Crowned Babblers.

•	 Dead timber –  the retention of the existing 
trees is highly desirable from a habitat point of 
view.
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Constraints

Environmental
•	 Restoration trajectory – the wetland vegetation 

communities may not return to the original 
EVCs. Current evidence suggests that this is 
unlikely but it will be dependent upon the 
restoration of key vegetation elements such as 
large trees.

•	 Biodiversity – it will take a long time for fauna 
and flora biodiversity to recover following the 
long period of inundation and exhaustion of 
viable soil seed banks.

•	 Rate of recovery / Timing – Restoration of 
ecological processes (including wetland 
vegetation) at the site will take a long time to 
occur, possibly up to 30-40 years. The restoration 
of large woody vegetation (i.e. Red Gums 
and Grey Box - critical habitat and ecosystem 
components at the site) is constrained by the 
lack of seed sources, the size of the site and 
hydrological regime. It takes almost twice as 
long to recover an ecosystem compared to the 
time that it took to degrade it.

•	 Turbidity – the constant supply of turbid water 
from the old Mokoan Inlet channel system 
is likely to substantially compromise the 
recovery of submerged and emergent wetland 
vegetation within the Winton and Sargeants 
wetlands. The movement and mixing of the 
turbid water from these wetlands with other 
wetlands present at the site (i.e. Greens, Boggy 
Creek and Ashmeads) is also likely to impact on 
the recovery of waterplants in these systems. 
Submerged waterplants help to improve and 
maintain water quality within the wetland 
system, and are major component in controlling 
algal blooms. The lack of recovery of submerged 
vegetation will constrain the types and numbers 
of waterbirds that are able to utilize the site, as 
submerged aquatic vegetation is a major food 
and habitat resource, and critical to long-term 
ecological function of the wetland system.

•	 Terrestrial weeds – recovery of native 
vegetation across large areas of the wetland 
site, particularly the terrestrial areas adjacent to 
wetland compromised by widespread cover of 
weeds.

•	 Climate change – future predictions of extended 
more regular droughts and peak flood events. 
This may have profound influences on the 
success of vegetation restoration initiatives at 
the site.

•	 Limited ability to manage water regime in 
wetland due to outlet design

Cultural
•	 Many areas of the site contain culturally 

significant artifacts –  it is recommended access 
to these areas be limited.

Development/Recreation
•	 Fluctuating water levels – water levels within 

the wetland are entirely dependent upon 
rainfall. Large areas of the wetland system are 
ephemeral upper wetlands (Greens, Boggy 
Bridge and Ashmeads, margins of Winton and 
Sergeants), meaning that large areas of the 
wetland system will be dry for extended periods 
of time over the long term.

•	 Availability and access to potable water could 
be a restraint to development potential.

 
•	 Lack of shade trees – the lack of living mature 

trees throughout the site constraint to camping 
and providing shade in summer for recreational 
activities.

•	 Site topography – majority of the site is flat and 
subject to regular inundation (i.e. SE sections of 
site) – little opportunity to utilize these areas

•	 Climate – cold winters/very hot summers

Restoration 
of large trees 
and emergent 
waterplants 
throughout the 
site will help to 
create a mosaic 
of wetland 
vegetation 
communities 

“

”
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REGIONAL

10.0   Market Scoping

10.1 Market Scoping

The Master Plan must be guided by a realistic 
assessment of the potential market for visitation, in 
terms of numbers, length of stay and yield (average 
spend per visitor).  A common failing of many 
projects such as this is the tendency to overstate 
visitation, which can compromise the viability of the 
project and deter potential investors.

An extensive amount of market analysis and 
research has been conducted to scope out the 
potential market and estimate the market size.

COMMUNITY
Winton > Benalla, Wangaratta 
Radius approximately 30 
kilometres

HUME HIGHWAY
Car travellers along the 
Hume Highway.

REGIONAL 
Winton >Albury-Wodonga
Radius approximately 100 
kilometres

Victoria’s High 
Country 
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KEY CATCHMENT TOWNS
Total Population 171,860

Shepparton 
Population  59,972

Beechworth 
Population 15,000

Myrtleford 
Population 12,000

Euroa 
Population 2,800

Mansfield 
Population 7,972
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Population 2,684
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Population 71,432
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MARKETS
#1 Community  (black)  67,225
#2 Winton Raceway (red)  300,000
#3 Hume Highway (orange)   124,800
#4 Regional (blue)    171,860
#5 The High Country (green)   1,020,000
#6 Glenrowan (purple)   180,000

Total market population  1,863,885

#6

#1#2#3#4#5

KEY CATCHMENTS: POPULATION KEY MARKETS: POPULATION
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10.3 Geographic Markets

The analysis and the consulting team’s direct 
experience suggests that there are three potential 
market categories:

1. The local and regional market: 

The site could become a venue for local and 
regional recreational activities and events.

2. Travellers passing through the area, of which 
there are four key segments:

 1. Recreational travellers on the Hume   
 Highway

 2. Visitors to the Winton Raceway.

 3. Visitors en route to the High Country food,  
 wine and alpine areas.

 4. Visitors en route to Yarrawonga and   
 beyond

3. Destination visitors:

•	 Visitors who specifically visit the site because it 
offers an attractive experience.

•	 Education-related travel, e.g. school groups, 
research activities.

When examined in more detail, these visitor 
categories break down into distinctive segments.   
It is important to understand this segmentation in 
order to put forward targeted marketing messages 
to each cohort.

Segment Total catchment 
population

Potential market

Local market 67,225 140,000 (repeat visits)

Regional market 171,800 34,000

Winton racing 300,000 30,000

Hume Highway 844,800 84,000

The High Country 1,040,000 52,000

Education Unknown

Global destination Unknown

TOTAL 2,432,825 340,0001

Notes: 1 Because of the overlap across segments, the total potential market size is estimated to be around 
300,000.

By way of a benchmark, global destinations such as 
Phillip Island penguins and Healesville Sanctuary 
attract in excess of 200,000 visitors.

In adopting assumptions about market share, we 
have erred on the conservative side.  Based on 
these rather conservative assumptions, accounting 
for the fact that there is likely to be some overlap 
it is estimated that the total market is 300,000 per 
annum. It must be reiterated that these estimates 
are of the potential available market and are not 
firm indicators of the numbers that will be achieved.  
The assumptions and background analysis used 
are outlined in the appendix.  Obviously the share 
of this market that can be attracted will be directly 
dependent on the quality of the attractions on 
site and the effectiveness of the marketing and 
branding program.

Visitor yield
It is important to remember that visitor numbers in 
themselves are largely meaningless as an indication 
of economic potential (e.g. a large contingent of 
bird watchers is unlikely to be a driver of revenue 
at the site). The more critical measure will be visitor 
yield, i.e. the number of visitors times their average 
spend. Yield will be directly linked to how long 
people stay in the area and the range of activities 
that they spend money on.

10.2 Market Potential

An independent estimate has been conducted 
to determine the total potential market for the 
Wetlands site.  This has been calculated by taking 
the best available statistics on the total catchment 
population for each of the identified segments and 
then calculating the potential market by applying 
assumptions about the share of the total population 
pool that is available to us.  The estimates are in line 
with findings from previous consultancies. They are 
summarised in the table on the right.
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There are a number of special interest groups for 
whom the Wetlands site will have specific appeal. 
These are hard to quantify but many would be 
repeat visitors to the site.  These groups will need 
to be marketed to individually.  The most notable 
of the special interest groups are cyclists and bird 
watchers. Cycling was rated as the fourth most 
popular recreational activity in Australia in 2010, 
with an estimated 2.1 million participants, an 
increase of 45 per cent over the period 2001-2010. 
Whilst bird watching is not as widespread, it is said 
to be an industry valued at many billions of dollars 
in North America alone.  Other special interest 
groups noted during the research were:

•	 Astronomers

•	 Model aircraft enthusiasts

•	 Passive water sports clubs: windsurfing, 
canoeing, etc.

•	 Car clubs

•	 Horse riders

•	 Rifle clubs (for feral animal control)

•	 Fishing clubs

•	 Botanical artists

•	 Bush walking groups

•	 Conservationists and field naturalists

•	 Orienteering, rogaine and geocachet racing.

•	 Historical societies

It is noted that in relation to the education market 
The Winton Wetlands Site could potentially attract 
the significant education market which ranges from 
primary through to tertiary field trips.  The numbers 
generated will be dependant on the facilities 
and amenities provided.  Even with minimal 
facilities, it could attract school day field trips and 
camps.   Numbers would grow exponentially by 
providing basic dormitory-style student and teacher 
accommodation.  Without accommodation, the 
distance from Melbourne would be a major barrier 
because day trips are not really practical.  The site 
could enhance its attractiveness as an education 
destination by providing exhibits and apparatus 
which fit with the various program curriculums, 
namely biology, environmental science and 
conservation, history and outdoor boating or 
recreational activities. The site’s proximity to a train 
makes it attractive for education tour operators 
to bring student groups in by bike.  There is a also 
a potential partnership possible with the not-for 
profit 15 Mile Creek school camp near Glenrowan.

10.4 Market Segment Profiles

To fulfil the market potential will require a range of 
visitor experiences appropriate to the needs and 
interests of each of the specific market segments.  
The needs of each of the key segments are outlined 
in the following tables other secondary segments 
include global in-bound tourism and special interest 
groups. Cultural heritage is an interesting aspect 
of the visitor experience. The Melbourne markets 
research indicated there was broad interest in 
knowing the history and heritage of the area; it is 
not a market segments in itself.  

Global in-bound tourism is a segment which refers 
to those who would make a planned visit to the 
site because of its unique attractions.  Realistically, 
as a basic wetlands without any blockbuster 
attractions, the destination traffic will be limited 
to special interest groups such as keen naturalists 
or bird watchers.  To become a destination that 
could attract international self-drive tourists or tour 
operators would require a significant investment 
(probably by the private sector) in an attraction that 
provides a unique, world-class visitor experience.  
Obviously, the size of the market will be heavily 
dependent on the innovation and pulling power of 
the attraction.
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10.5 Key Market Segments
Market profile Visitor needs

The local market comprises the towns and 
communities within a 50 kilometre radius of the 
site.

With the exception of repeat visits, it is estimated 
that local visitors will grow to 140,000 per year.           

The intention is to create outdoor recreational 
amenities which local communities can enjoy.

The site will provide a natural backdrop to 
recreational activities including cycling, walking, 
bird watching, picnics & BBQs and children’s 
playground and BMX circuit.

Facilities will be developed to allow the hosting 
of community events such as concerts, markets, 
outdoor art shows, etc.

Regional market
Market profile Visitor needs

The regional market covers the 100 kilometre radius 
which takes in Albury, Wodonga, Shepparton, the 
Goulburn Valley and the surrounds.

The estimated size of the regional market is 34,000

The expectation is that people from the region will 
visit the site to take in the attractions and to attend 
special events.

Winton Raceway market
Market profile Visitor needs

The Winton Raceway is an iconic drawcard to the 
region with annual visitation around 300,000 per 
annum.  There are significant events at the raceway 
most weekends.

Club races attract families and groups who stay for 
several days and take in the regional attractions.

Raceway visitors will participant in a range of 
attractions, experiences, cafes/restaurants.

Raceway visitors would be attracted to quality 
accommodation.
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Hume Highway market
Market profile Visitor needs

The Hume Highway market is potentially a 
major feeder into the site.

On average, 4,800 cars pass the site daily 
(excluding trucks), 2,400 of which are travelling 
northbound.

The best prospects are the north-bound 
travellers.

The estimated potential market is 84,000 per 
annum.

Visitor numbers will drop off exponentially 
without a convenience access to the site from 
the Hume Highway.

Primarily this will be a short stopover market, 
although a percentage of leisure travellers will stay 
longer.

A cafe and visitor centre will be needed to attract 
this market.

The Hume Highway provides a great opportunity to 
showcase the site for future visits.

Destination market
Market profile Visitor needs

The destination market is defined as visitors 
who specifically and intentionally visit the site 
for what it has to offer.

Obviously the number of destination visitors 
will be totally dependent on the pulling power 
of the attraction.  

Realistically, it will never be an international 
drawcard, but could well attract overseas and 
interstate visitors who are visiting Victoria.

The best opportunity is to pull visitors from the 
local and regional segments profiled earlier.

To be a truly effective destination, there will be 
a need to offer unique experiences which are 
outlined later in the plan.

Education market
Market profile Visitor needs

The site offers great potential as an education 
experience for schools and learning institutions.

There is the opportunity to work with education 
providers to develop experiences which 
complement the curriculum. 

Packages will need to be tailored appropriately to 
the audience. 

Guided tours, interpretive and informative signage 
will be required.

The availability of basic dormitory-style camping 
accommodation would increase visitor numbers.
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11.0   Concept Evaluation

11.1 Overview

The process of evaluating the concepts 
recommended in this Master Plan entailed a stage 
of qualitative market research with target markets 
in Melbourne and with end users in Wangaratta and 
Benalla. Qualitative research was also conducted 
with potential commercial partners and investors in 
the tourism and hotel development community.

The viability of the project was tested with further 
financial modeling including costing studies and 
revenue projections.

11.2 Market Research Findings

A stage of qualitative market research was used 
with the target local and Melbourne markets to 
validate the recommended concepts and to inform 
the branding and marketing strategies. Key findings 
from the market research on the initial concepts 
were:

1. Except for the serious environmentalist, for the 
vast majority of people a nature experiences 
about getting ‘unplugged’ from the pressures 
and gadgets of everyday life. It’s about getting 
back in touch with themselves and building 
bonds with family and friends.

2. The spontaneous view is that in the short 
term, the Winton site would be most suited to 
camping. There appears to be a shortage of 
good camping destinations within 2-3 hours 
of Melbourne and few are of an exceptional 
standard. Within camping there are three basic 
types:

a. Bush camping in a natural setting with 
minimal amenities.

b. in a caravan park with full facilities.
c. Freedom camping (while hiking, riding or 

four-wheel driving).

3. Views on the appeal of wetlands repolarized. For 
the majority, the term ‘wetlands ‘has negative 
connotations (mosquitoes, snakes, stagnant 
water, inaccessibility, nothing much to door 

see, etc.). For a minority, ‘wetlands’ are viewed 
positively (natural, exotic bird life, untouched 
scenery).

4. Knowledge of the Winton/Glenrowan area is 
generally low. The raceway, the Glenrowan Ned 
Kelly and wine areas are the only landmarks that 
have any awareness and even this is limited.

5. Initial reactions to the Winton Wetlands(after 
having it explained and viewing photographs) 
were mixed but conditionally positive. Baby 
Boomers (grey nomads) were most positive 
followed closely by Gen X with families, whereas 
Gen Y were largely ambivalent.

6. The expected visitor uses were camping, cycling, 
bush walking, bird watching, photography and 
fishing.

7. Generally, the site was not seen to be enough 
in itself to attract visitors in its own right, but 
would be a popular part of a general regional 
tourism experience including wine and food 
areas and other high country attractions. It 
would be well located as a ‘base camp’ for 
regional tourism activities.

8. Distance from Melbourne was seen tube a 
barrier – too far for a day trip or weekend, so 
visitation would only be possible during holiday 
periods and long weekends.

PART 3: RATIONALE & BUSINESS CASE

9. There is a high level of interest in being able to 
pull off from the Hume Highway on a journey to 
another destination for a coffee or meal break 
and to view the site from a vantage point.

10. There is a great sense of the need to strike a 
balance between the natural environment 
and man-made activities. The vast majority 
believe there would need to be amenities and 
attractions to bring people to the site, but 
that these should not be in conflict with the 
natural environment, e.g. activities that are out 
of context or would impact the wildlife were 
viewed negatively. Boardwalks, bike paths, cafe, 
camping ground, fire places, etc. Are seen to 
be totally compatible provided they are done 
in a style that complements the environment. 
The view was that there is a fine line between 
outdoor activities in a natural environment and 
activities in an adventure park. This has obvious 
implications as to how the site is positioned 
in its marketing and branding. A minority of 
people with conservation leanings would like to 
see the site left totally untouched.

11. The site is seen to be best suited to the shoulder 
seasons of autumn and spring as there is an 
expectation that it would be too hot in the 
middle of summer and too cold in winter.

Photograph -Scott Hartvigsen Photography Photograph -Scott Hartvigsen Photography

...there would 
need to be 
amenities and 
attractions to 
bring people to 
the site, but... 
these should not 
be in conflict 
with the natural 
environment 
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Current economic conditions

It should be noted that, in assessing the likely level 
of potential commercial interest in the business 
and development opportunities the Master Plan 
presents, the consultant team is cognizant of the 
challenging market environment the tourism 
sector is currently facing. This comprises a number 
of factors, which should be acknowledged when 
considering the research findings that follow.

Market factors include:

•	 The domestic market is facing increased 
competition from cheap overseas holidays and 
industry profitability has reduced (e.g. higher 
wages and penalty rates prevail).

•	 Post-GFC, the availability of capital for hotel 
development is limited.

•	 In contrast to general tourism trends, the 
camping market has however sustained small 
but consistent growth over the last five years.

One of the most compelling financial issues in the 
current environment is the availability of capital, 
which is affecting the tourism sector in particular in 
a number of ways, including:

•	 The sector has not recovered post the GFC.

•	 Banks are deleveraging.

•	 There have been large losses in the tourism 
developer industry in recent years.

•	 The cost of capital is increasing.

•	 Investor confidence is generally low.

•	 Banks are not inclined to lend for tourism   
projects as they regard them as being too   
risky.

Research findings

In order to validate the proposed two-stage 
plan, a program of research was conducted with 
commercial partners potentially interested in 
developing and operating the various facilities 
proposed for the site. Those interviewed included 
developers and operators of hotels and eco resorts, 
restaurants, cafes, glamming, education tours and 
others.

Overall, the respondents gave a qualified 
endorsement of the two-stage approach to 
developing the site.

As was expected, in its present state, the site would 
not attract commercial investment from high 
capital operations such as hotels or restaurants. 
However, it is of interest to low capital investors 
such as the education camp businesses or 
wilderness ‘glamping’ operators who could establish 
themselves immediately with a minimum amount 
of infrastructure requirements.

The general view is that commercial operators 
and investors would need to see some evidence of 
progress on the Stage 1 development, to show that 
the site does have some brand awareness and base 
visitation and is capable of attracting visitors, albeit 
from the local region.

The research concludes that there are opportunities 
to move immediately on a number of the activities 
planned for Stage 2. These include the glamping 
operations and education camp. It is also felt that 
with an experienced operator, the Mokoan Yacht 
Club café/restaurant could be developed into 
a destination draw card for the region which if 
successful, could increase momentum of investment 
in other activities at the site e.g. canoe or bike hire 
operations.

15. The ability to connect with the region through 
the wider network of inter-connected bike paths 
met with great enthusiasm. Many were unaware 
of the vastness of the current bike networks.

16. With regard to branding, it is clear that the 
word ‘wetlands’ in the brand is generally quite 
negative and there is no positive connection 
or association with the word ‘Winton’. The word 
‘Mokoan’ has low awareness but registers a level 
of interest based on the history of the site. The 
word ‘project’ also did not register well, being 
seen to have connotations of a construction site 
and too man-made. The idea of an Indigenous 
name was viewed very positively.

The investor/operator research also provided 
validation of the plan to access the destination 
tourism activities from the Hume Hwy side and 
develop the Lake Mokena Road side as the local 
amenity. The research confirms the consultants 
‘view that relatively easy access for the large 
amount of daily travellers on the Hume Hwy would 
be essential to generate the critical mass required to 
assure commercial success. One potential investor 
indicated a strong interest in researching the 
development of a restaurant close to the highway 
immediately.

There is not a lot of optimism for a permanent 
accommodation facility such as an eco-lodge in the 
current environment and at the current stage of 
development of the site.

The research findings noted that in the current 
economic climate there is a low propensity to 
investing tourism facilities, particularly in regional 
areas. The Australian tourist sector is depressed by 
the high Australian dollar, which is driving out-
bound tourism and slowing in-bound tourism.

Furthermore, the domestic market is characterized 
by a lack of consumer confidence and resultant 
frugality, the rising cost of fuel and anxiety about 
extreme weather events. Such concerns are 
reducing demand for regional tourism. Finance 
for investors is hard to secure which is further 
dampening the willingness to invest in tourism 
products.

For the above reasons, the conclusion reached is 
that the high capital accommodation development 
will occur as forecast in Stage 2, when the site has 
demonstrated an ability to attract tourists and when 
improved economic conditions lead to renewed 
confidence by tourism investors.

11.3 Market Research: Potential Commercial Partners and Investors

Photography -Scott Hartvigsen Photography

12. Accommodation of various types and price 
points is considered to be essential: eco lodges, 
cabins, and camping sites were all of interest.

13. Reaction to the concept of a dusk event, tours 
or shows was generally positive although with 
the caveat that they were done in a tasteful 
way sympathetic to the natural setting and 
in manner than doesn’t distract the wild life. 
Accommodation was considered essential for 
nighttime events.

14. The heritage and stories of the site met with 
great interest across all generations. The 
Indigenous, Ned Kelly and pioneer histories 
as wells the impact on the community of the 
more recent decommissioning, all helped 
to ‘personalize’ the site in the minds of 
respondents.
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11.4 Revenue sources

The long-term economic sustainability of this 
project will be dependent on tapping into a number 
of revenue sources including entry fees, events, 
building rental, rental of farm land, donations 
and bequests, corporate sponsorship and from 
developer margins.

Entry fee

•	 The experience of the consultants is that 
charging entry fees is a risky move, particularly 
in the early stages of the site’s evolution. Local 
and regional citizens will resent having to pay a 
fee, given the history of the site. Other facilities 
have shown that an entry fee acts as a great 
deterrent to visitation and is significant limiter 
of repeat visitation.

•	 If an entry fee were to be charged, it would 
be preferable to have this as an annual fee for 
multiple visits, which includes other add-on 
benefits (e.g. Friends of the Wetlands pass which 
provides discounts on activities/tours/food & 
drink).

•	 However, before entry fees could be 
contemplated, there would first need to be an 
enticing value proposition to make people want 
today, such as enhanced facilities or amenities.

•	 A gold coin donation on an honesty basis 
would be a better option and is the approach 
recommended.

•	 Entry fees will be quite acceptable for the 
specific events, tours and attractions that are 
likely to be on offer in Stage 2.

Events

•	  Visitors will willingly pay to participate invents 
such as concerts, car shows or art exhibitions.

•	 For events, the committee would negotiate a 
share of the entry fee with the organisers.

•	 Entry fees for high profile events with known 
performers can be as much as $100 per person 
(e.g. music concert or festival), but a lot less than 
this for family events, markets and expos.

•	 A high profile event that attracts 5,000people 
with a headline show could generate as much as 
$25,000 in site fees.

•	 Events also drive revenue in other outlets, such 
as cafes, etc.

Photograph -Scott Hartvigsen Photography



 83
The Winton Wetlands @ Benalla MASTER PLAN

Taylor Cullity Lethlean | McKINNA et al | Sanmor | DesignFlow | Prowse QS | Arup FINAL DRAFT:  31 August  2012

Building rental

•	 Eventually, the main revenue stream is likely to 
come from rental returns from site tenants.

•	 The rental stream will obviously depend on the 
nature and scale of the amenities.

•	 Potential rental streams may include:

- The Mokoan Yacht Club (as a community 
Centre/cafe/general store. Logically the 
community would be given access on ano-
rent basis in return for an agreement to 
perform certain services and maintain regular 
opening hours).

- Canoe or bike rental, etc.
- Caravan park site fees
- An anchor tenant restaurant/function Centre.
- A hotel operator
- Local club rooms (windsurfing club, 

Astronomy club, etc.)

•	 Rental deals can be negotiated on a fixed annual 
fee (with or without out goings), or on a profit 
share basis (or a hybrid of the two models).

•	 Typically for new, unproven retail sites, a low, 
fixed rental with a revenue share formula is 
more common.

•	 Chargeable rents are highly dependent on 
visitor numbers or yield. A typical share is 6% of 
the gross turnover of the facility with the tenant 
paying the outgoings.

•	 For a greenfield site, it is common for the tenant 
to negotiate a rent-free period which can be for 
up to a year or until an agreed threshold point.

•	 It is important that with the new facility, a 
quality tenant with experience in running a 
cafe is highly desirable. To attract such a tenant 
is likely that a ‘sweetheart’ deal such as a free 
rental period will be necessary. A high turnover 
of operators would be damaging to the 
reputation of the facility.

Donations

•	 Given that the wetlands is a not-for-profit 
community project, there are opportunities 
to receive donations through such means as a 
‘Friends of the Wetlands’ group; however, this 
needs to be carefully managed so that its aims 
are consistent with the central strategy.

•	 The project is also a potential beneficiary 
of bequests and personal donations, so the 
Committee should consider the governance and 
legal capacity to maximise such donations.

Rental of farm land

•	 The surplus agricultural land could continue to 
be rented.

•	 The rental agreement would logically involve a 
service requirement that specifies parameters 
around the management of pest plant and 
animals

•	 Rental values on farm land are usually linked to 
its potential use:

- Cropping land $170 - $200 per hectare (on a 
short term lease basis)

-Grazing $90 - $110 per hectare.

•	 Typically, rental value is around 5% of the land 
value. At this rate, leasing the land rather than 
selling it would produce the equivalent returns 
to bank interest on the same value of cash.

•	 However, if the land were rented with a 
requirement to perform maintenance such as 
pest and weed control, a lower rental would be 
appropriate.

Photograph -Scott Hartvigsen Photography
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Corporate sponsorship

It may be possible to attract corporate sponsors 
once the site becomes established. Logically, 
sponsors would fall into a number of categories 
including:

1. Organisations wanting to build a local profile, 
e.g. a financial institution.

2. Organisations that want to build their 
environmental credentials, e.g. a sustainable 
energy company.

3. Organisations which need to manage a 
tarnished environmental image such as a 
mining / energy company.

4. Organisations which have a vested interest 
in restoring the environment or promoting a 
sustainability message, e.g. large corporations.

The best opportunity to maximize corporate 
revenue is to sell off exclusive naming rights; 
however, this approach could be problematic for a 
community project such as this on two fronts:

1. The local community may resent having 
a commercial entity benefitting from a 
community project.

2. There may be collateral damage from having 
a company with a negative image as a 
corporate citizen being associated with the 
site. Ironically, it is likely that companies with a 
poor environmental image, e.g. mining, energy 
companies or fast food would be most prepared 
to be associated with the site. It is probably not 
desirable for the project to be associated with 
these types of organisations.

Developer margin revenue

If the decision is made to sell off the surplus land, it 
is suggested that rather than selling it immediately 
for agricultural use, another option would be to 
work with a commercial developer to develop the 
land for accommodation or other appropriate future
use. Under this arrangement, the committee would 
share the developer profits with a private operator.
The advantage of this model is that it gives the 
committee a greater level of control over land use 
(because it can stipulate use) compared with selling 
outright to local graziers or croppers who can do 
whatever they wish with it.

Carbon Sequestration

As part of its wider commitment to addressing the 
effects of climate change, the federal government 
has recently implemented a range of initiatives that 
seek to protect the environment as well as provide 
carbon credits (and subsequently, profits) for those
who choose to commit to these programs.
With the advent of a new Carbon Tax, it is 
anticipated that offsets could be available in 
some form of rebate for costs relating to the 
establishment of trees and other plants as part
of the Wetlands restoration projects. Approaches 
already made to the WWCoM in relation to what 
would presumably equate to purchase of carbon 
credits in respect of such activities, suggests that 
this is an avenue for revenue that ought to be 
investigated further. Once the detail and operation 
of the Carbon Tax is better understood following its
Introduction later this year, it is recommended this 
possibility for revenue is pursued.

Photography - John Mitchell
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11.5 Visitor Numbers

Visitor number projections are highly sensitive to 
the underlying assumptions made in the modeling. 
In the process of developing the master plan, the 
consultants undertook a separate piece of analysis 
to forecast visitor numbers. This work was done by 
applying various penetration rate assumptions on 
the neighbouring catchment area populations (the 
analysis was reported separately to the previous 
committee).  The following paragraphs are a 
summary of the projections generated.

Stage 1

In stage one it is assumed that the visitors would 
predominantly come from the following cohorts:

•	 Local and regional area day trip visitors 
attracted to the site for various recreational 
purposes including cycling, passive water 
activities, bird-watching, photography, picnics, 
barbecues, bush walking and similar activities.  
A high repeat usage assumption is assumed for 
this cohort particularly from residents in the 
immediate area.

•	 Visitors to the planned site specific events 
including farmers markets, music performances 
and arts festivals, fun-runs, bike rides, charity 
events, etc. (the calculations are based six to 
eight events per year).

•	 Campers who will stay at the RV and bush 
camping sites.

•	 Visitors to events at the Winton Raceway.

•	 Visitors passing through the area.

•	 Education groups, including campers and day 
visitors.

Based on the size of these various cohorts and 
after applying conservative assumptions about 
penetration rates, we believe that when stage 1 is 
fully operational, it will attract an estimated 30,000 
to 40,000 visitors per year. 

Stage 2

In stage 2, it is expected that the site will draw on 
additional cohorts incremental to stage 1visitors.  
These additional visitors may include:

•	 Motorists passing by on the Hume Highway (it is 
assumed that the majority will be northbound 
with only a small percentage of southbound 
travellers stopping at the site because of access 
difficulties from that side of the highway). 
The capture rate of this cohort will be heavily 
dependent on the accessibility from the 
Hume Highway and the establishment of a 
café/ restaurant and passive or active visitor 
information services. Without ready access from 
the highway, the capture rate of Hume Highway 
passers-by will be minimal.

•	 Tourists visiting the High Country including the 
winter snow traffic, visitors to alpine summer 
activities, festivals and food and wine events in 
the Ovens and King Valleys.

•	 Cyclists heading to the Murray to Mountains 
network of bike trails.

•	 Destination visitors who will participate in 
the site attractions and/or stay overnight in 
accommodation.

•	 A small number of interstate and overseas 
visitors attracted by the wild life and wetlands 
experience.

The visitor numbers will be highly dependent 
on the quality of the attractions, the food and 
accommodation offering and the profile of the site 
which will rely on the effectiveness of the marketing 
activities. 

 Assuming that there is a quality facility, backed by 
an effective and well-funded marketing strategy, 
plus ready access from Hume Highway, visitors 
numbers of 200,000 - 300,000 per year are realistic 
and achievable. Importantly, the visitor numbers 
will fall off considerably if the intent behind the 
above assumptions are not fulfilled. For example, 
without adequate Hume Highway access the visitor 
numbers would be likely to fall below the lower end 
of the range forecast.

It is also important to stress that visitor numbers 
will be highly seasonal, biased toward the 
shoulder season of more moderate weather and 
at peak numbers during holiday periods and long 
weekends.

Photograph -Scott Hartvigsen Photography
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12.0   Business Case

12.1  Overview

As already indicated, in developing the business 
model for the Wetlands, the consultancy team has 
been highly conscious of the obligation to develop 
a plan that is financially viable at every stage. 

It would be extremely damaging if the project 
failed economically, leaving the community with 
an ongoing financial burden, as well as the lost 
opportunity of a much-needed local tourism asset.  
For this reason, the consultants have adopted the 
responsible two-stage model already outlined. 

Prior to developing this two-staged Master Plan, 
the consultants undertook a considerable amount 
of research, analysis and financial modeling to 
investigate various options. From this exercise it was 
concluded that there is no middle ground approach 
possible, because spending the entire available 
budget without leveraging it for matched additional 
government funding would build a facility that is 
not self-sustaining. To turn the site into a viable 
economic driver in its own right requires an 
investment in the vicinity of $25 million. This two-
staged approach can still achieve an outcome that 
fosters a tourism industry, but it may take longer 
and will require part funding by public funds as well 
as significant private sector investment. Essentially, 
the maximum, circa, $16 million of funding currently 
available to the committee of management is not 
sufficient to create a tourist asset with the pulling 
power to generate the revenue needed to cover its 
recurring costs.

STAGE 1: LOCAL AMENITY STAGE 2: TOURISM DESTINATION

Timeframe: 1 to 3 years 3 years and beyond

Mission: Building a community asset Creating a tourism economy

Aim: To mentally transfer ownership of the 
site to the community.

To build the infrastructure that will 
attract private investment

Focus: Local recreation Regional tourism

Spend: $5 million 
(on recreational amenities)

$25 million 
(for site and tourism infrastructure)

Retained: $9 million $2 million

Grant monies for specific projects: $2 
million

Income:

-  Bank interest  
-  Grazing
-  RV park & camping fees
-  Donations

Operator rent, grazing, site hire, 
accommodation, events.

Construction: Local public amenities Infrastructure needed to attract 
tourism investors

Access: Lake Mokoan Rd Hume Highway

Activity Focus: Day Time Dusk to Dawn

Foreword to financial estimates

The following pages include financial estimates to 
support the proposed business model and case. It 
must be stated at the outset that these are broad 
estimates based on the best available information 
and developed by applying various assumptions, 
which have been specified in the report. In 
particular, the estimates for visitor numbers and 
yields, although based on detailed market analysis, 
are nevertheless unproven.

The purpose of the models is to indicate the 
financial outcomes under certain revenue and 
costing assumptions.
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The analysis indicates that, based on these revenue 
and costing assumptions, the enterprise will 
generate a persistent deficit over the 5 forecast 
years Under these conditions, Stage 1 is not 
sustainable.  Further revenue sources or cost 
constraints need development.

The recurring cost structure in Stage 1 is largely 
as occurs currently. Allowance has been made 
for marketing and communication, repairs and 
maintenance, as well as pest plant and animal 
control. Some money has also been set aside for 
one-off restoration projects (one major project 
per year). The intention is to engage local clubs 
and volunteer groups to work on some of the 
improvements and one-off projects.

 

12.2 Business Case: Local Amenity Model (Stage 1)

The top table costing of Stage 1: Local amenity 
model is outlined in the table headed Financial 
Projections below. It is based on the assumption of 
10,000 visitors in the first year, after the construction 
of the facilities, which could build to 30,000 within 
3 years. Visitor numbers could be built by hosting 
a calendar of regular events, e.g. farmers markets, 
concerts, community picnics.

The visitor number estimates are based on the 
assumption of multiple visits by a percentage of 
the local community. To achieve this will require an 
ongoing program of events and activities. 
Referring to the delivery strategy flow diagram on 
page 108, capital expenditure is likely to take 2 
years in the planning and construction phase with 
an estimated expenditure of Committee funds of 
$5 million, (plus $2 million from program specific 
grants) leaving a balance of $9 million invested.

The main revenue source in Stage 1 is the interest 
on the invested funds. Revenue can also come 
from camping fees, rental on the agricultural 
land and donations. No rental income has been 
allowed for the community centre, although there 
is an allowance for donations and revenue from 
community fund-raising events.

Rental from the agricultural land has been 
factored at well below commercial rates reflecting 
the conditional nature of public land licence 
agreements. 

Key assumptions in the model

1. Investment revenue
12 June 2012 balance $15.8 million
Less $5million 
investment 2012/13 $5 million
   $10.8 million

Long-term average fixed interest rate 4.75%
Circa $9 million investment pool at the end of year 3 
takes into account timing of cash-flow

2. Camp ground revenue
RV sites 
(50 sites x 365 days x $30 average daily fee)   
  
Occupancy rate 
30% year 1, 40% year 2 and 50% year 3

Bush camping 
site (100 sites x 365 days x 25% occupancy x $10 daily 
fee) 
  
Year 3 revenue $255,500
Year 4 revenue $316,455
Year 5 revenue $379,746
  
Inflation factor of 2%

3. Rental agricultural land
2,500ha  ranging from $10 to $60 per ha., will 
average $100,000 pa.

It is acknowledged that this is a stretch target, but it 
is considered achievable.

4. Concession revenue
5% pa based on gross revenue
Concessions could include:
•	 Bike	hire
•	 Canoe	hire
•	 Education	camping
•	 Educational	and	heritage	tours
Total combined gross revenue $500,000
Commission @ 5%    $25,000
Inflation factor of 2%

5. Grant revenue  $2,000,000 
It has been assumed that the committee would be 
able to qualify for grant money for specific projects 
in stage 1 under various specific funding programs 
eg bike and walking trails.  
    
[This amount has not been directly factored into 
the financial projections as it is expected to be a 
contribution that keeps WW financial projections on 
time, ie it is a neutral factor.]

6. Salaries and On Costs  $500,000
•	 CEO
•	 Business manager
•	 Ranger/Asset manager
•	 Executive Assistant
•	 Communications, Events and Partnerships
•	 Inflation factor of 2%

Committee costs

Committee costs of $80,000 includes sitting 
fees and travel costs of committee meetings. It 
covers 26 meetings comprising 11 full committee 
meetings plus various subcommittee meetings that 
occur throughout the year. It recognises that the 
committee has governance responsibilities beyond 
those associated with the development of the site.
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Campground operating costs

The cost of operating the campsites including power, garbage and maintenance has been 
calculated at 20% of the gross revenue. The administrative costs will be covered under Winton 
Wetland’s administration budget.

A 2% inflation factor applies.

Stage 2 Development costs
The delivery strategy outlined in the plan highlights the critical need to progress the pre stage 2 
development planning almost immediately.

The estimated costs associated with the steps are outlined below. It must be stressed that these 
are crude estimates that will need to be validated because they relate to legal and planning 
matters which tend to be of an open ended nature. The key steps and the cost estimates are as 
follows:

Year 1
Legal advice on private equity partner/ development agreement    $  25,000
Legal advice on forming a new management entity    $  25,000
Consultants fee to develop new governance model    $  25,000
Brand architecture and collateral material     $  40,000
Development of marketing and communication strategy    $  30,000
Community engagement strategy and implementation    $  30,000
Development of prospectus to attract investors     $  50,000
Total         $225,000

Year 1-2
Preparation of contract documentation     $300,000

Financial projections

The delivery strategy  proposed that initial preparatory steps for stage 2 be conducted in  parallel 
with stage 1.

The combined financial projections for stage I, including the initial investments required for 
the stage 2 development pathway, are outlined in the table below applying the assumptions 
presented above.
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 Business case period

Year 1 Year 2 Year 3 Year 4 Year 5

Stage 1 Revenue Revenue Revenue Revenue Revenue

Revenue Investment and Revenue 741,000 730,859  656,135  535,160  461,357 

Donations & Event Revenue  50,000  51,000  52,020 

Fundraiser  30,000  30,600  31,212 

Camp Ground Revenue  255,500  316,455  379,746 

Rental Agricultural Land 16,000 30,000  60,000  100,000  100,000 

Concession Revenue 25,000  28,050  31,472 

Total Revenue 757,000  760,859  1,076,635  1,061,265  1,055,807 

Re-occurring Expenses Salaries and On Costs -498,979 -508,958 -519,138 -529,520 -540,111 

Committee Costs -80,000 -81,600 -83,232 -84,897 -86,595 

Administration -120,000 -122,400 -124,848 -127,345 -129,892 

Marketing & Communications -25,000 -25,500 -26,010 -26,530 -27,061 

Repairs & Maintenance -60,000 -61,200 -62,424 -63,672 -64,946 

Pest Plant & Animal Control -100,000 -102,000 -104,040 -106,121 -108,243 

Restoration Projects -175,000 -178,500 -182,070 -185,711 -189,426 

Camp Ground Costs -49,275 -67,014 -85,443 

Total Costs -1,058,979 -1080158 -1,151,037 -1,190,811 -1,231,716 

Surplus/Deficit -301,979 -319,299 -74,402 -129,546 -175,909 

 Stage 2 Initial costs and Stage 1 capital project outflows
Year 0 Year 1 Year 2 Year 3 Year 4 Year 5

Stage 2 Development Cost -225,000   

Stage 1 Project Capital Cost -300,000 -2,000,000 -2,700,000 

Surplus/Deficit -301,979 -319,299 -74,402 -129,546 -175,909 

Total reduction in Principal -826,979 -2,319,299  2,774,402 -129,546 -175,909 

Capital Investment  15,800,000 14,973,021  12,653,722  9,879,320  9,749,774  9,573,865 

This table aligns the activities and timing set out in 
the Delivery Strategy with activity cost estimates 
described in the assumptions section and the  post 
stage 1 construction business case.  Investment 
revenue has been calculated annually starting from 
the $15.8m at the beginning of 2012-13.

The camping facilities , based on the low cost 
business model  assumptions, have a strong  return 
on investment, the other capital investments have 
a less direct and much lower return on investment 
and should be scheduled for completion after the 
camp ground facilities are established. 

Salaries  have been calculated from the existing 
pool of employees/ part time contractors at full year 
cost. The delivery strategy  indicated  landscape 
architects would lead the design stage and the 
contract would be design and construct  included 
in the capital costs. Committee costs have been 
increased according to the  business case text. 

 Financial Projections Stage 1 & Stage 2
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Conclusion

The long-term commercial viability of this project 
is heavily dependent on the development of Stage 
2 and the attraction of commercial investors.  
The financial models show that Stage 1 is not 
sustainable in the longer term: the revenue streams 
aren’t sufficient to cover the recurring cost and 
inflationary factor, unless other revenue sources 
can be found or the investment rates significantly 
increase (which is unlikely given the current 
economic environment).  The roll out of Stage 1, 
as proposed in the master plan, will steadily erode 
the capital base and earning capacity to the point 
where the enterprise becomes non-viable.  

This presents the WW committee with four difficult 
options;

1. Commit to pursuing stage 2 within the next 
12 months, in the knowledge that if this fails 
or stalls, recurring costs and inflation will 
progressively dilute the capital base and the 
enterprise will eventually become non-viable.  
Attracting commercial development partners 
will be difficult in the current economic climate, 
especially in a category such as tourism which is 
dependant on discretionary spending.

2. Pursue stage I, as outlined in the plan, and 
put stage 2 on hold until the economic 
circumstances improve (which could be  around 
five years). The risk here is that if an investment 
partner cannot be found within a reasonable 
period, the capital base will be eroded to the 
point where the project becomes unviable.

3. Revise stage 1 into a minimalistic, indefinite 
holding business model, substantially cutting 
costs and confining development projects to 
those which can be financed out of surpluses.  
This would involve trimming operational 
costs to the tune of $200,000 per annum, 
which would require reducing staffing levels 
and administrative costs. This option is, to 
some extent, self defeating in the sense that 
the revenue streams, such as the camping, 
require investment. Effectively, this model 
could be tantamount to abandoning Stage 

2 or postponing indefinitely. The viability of 
stage 2 is heavily dependant on making the 
improvements in stage 1, which are needed to 
build visitor numbers and investor confidence.

4. Approach the State and Federal governments 
for more funding which would be difficult in the 
current period of funding cut- backs

In the consultant’s view, option 3 is the  most 
palatable, in that,  with  effective financial 
management, it ensures the financial viability of 
the project indefinitely  and as such provides the 
flexibility to  resume the original plan when financial 
conditions improve. The major downside of this is 
that it would not deliver to the expectations of the 
local community. This would need to be managed.
Option 2 is, in the consultants view, the next best 
option but does expose the enterprise to the risk 
that if stage 2 cannot be delivered the on-going 
viability of project would be in jeopardy without 
further funding.

In the consultant’s view, option 1 is high risk in 
the current economic environment and especially 
with the uncertainty surrounding  the economic 
situation in Europe.  The chances of success of stage 
2  will  also be enhanced by improving the access 
from the Hume Freeway, which is likely to involve 
complex and prolonged discussions with  Vic 
Road and the Victorian government. The chances 
of success of stage 2, in the consultant’s view, 
will be greatly improved if this is resolved before 
embarking on stage 2.

Option 4 is possible, especially if the State 
Government is informed of the difficult realities 
facing the WW committee.

Sensitivities and dependencies

Investment revenues

The model assumes a long-term average earning 
rate of 4.75% on the invested capital. This is based 
on the long-term bond rate. In the current global 
economic environment there is much uncertainty 
about interest rates. Any further downward pressure 
on interest rates would significantly impact on 
the revenue stream, given that it is the greatest 
source of income in the early years. In the current 
environment there is more likelihood of downward 
movement of interest rates than upwards. Locking 
a proportion of the investment into a fixed interest 
rate deposit would therefore be a prudent risk 
management strategy.

Camping revenue

Aside from the interest earned on term deposits, 
the main proposed revenue source will be from 
camping revenues. To achieve the revenue 
estimates. It will be critical that the campsites be 
underpinned by a high profile marketing program 
to achieve the occupancy rates that have been 
factored into the model.  These occupancy rates 
are ambitious, but realistic given the shortage of 
camping facilities in the region and major events 
such as organised bike rides, the Wangaratta Festival 
of Jazz and racing events at Winton Raceway. The 
daily rates are conservative, based on market rates, 
although the ability to attract customers would 
be conditional upon the quality of the amenities. 
Campgrounds are subject to peak traffic in the 
holiday periods, in the warmer weather and during 
the shoulder off-peak seasons. Extended periods of 
extreme or unseasonal weather conditions/events 
will impact on revenues.

 Rental of agricultural land

The achievement of the estimated revenue from 
agricultural land rental will be conditional upon 
signing long-term leases. The model assumes 
that 2500 ha is suitable for agricultural rental use. 
To achieve this area may require restructuring 
existing leases to provide access to new leases, 
an investment in fencing, water and other 

infrastructure. The rental estimate of $40 per 
hectare may be difficult to achieve given that the 
current tenants are paying much less than this rate. 
This will require negotiation to lift the expectation. 
If these rental rates cannot be achieved, there is the 
option for Winton Wetlands to run its own livestock 
enterprise. This would almost certainly increase 
the bottom line but will also add to managerial 
complexity.

Concession Revenue

The ability to generate concessional revenue is 
directly linked to visitor numbers. Given the strong 
interest generated by the education sector, this 
should provide a solid base. The Delivery Strategy 
indicates effort to commence raising this type of 
revenue needs to start early in stage 1 however the 
revenue stream from concessions will be relatively 
low.  This is not a highly sensitive revenue stream.

Management and administrative costs

The CEO will co-ordinate the overall development 
path and and governance matters while a 
appropriately skilled dedicated project manager will 
be required to oversee the development activity. 

The salaries plus the committee fees creates a 
significant administrative load for a relatively 
small, ‘green field’ enterprise, at around 60% of the 
total forecast enterprise turnover. In the private 
sector, management and administrative costs of 
above 10% are considered to be excessive. A high 
proportion of the available cash reserves will need 
to be quarantined just to service this administration 
cost. This is directly undermines the ability to invest 
in stage 2 development.  For this reason, later in the 
report we recommend that alternative governance 
models be pursued.
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Development costs 

The development costs in the plan are based 
on high-level estimates. Major development 
and construction projects always involve a high 
level uncertainty, which inevitably results in 
cost blowouts. Cost blowouts for any reason will 
seriously impact on this project. For example, if 
the cost of developing the camping is above that 
estimated here, it will be necessary to reduce the 
scope of the project or reduce other projects. 
RV campers in particular have high expectations 
with regard to the quality of the amenity and 
actively share their views within their community, 
particularly when they are dissatisfied. An amenity 
with a certain aesthetic and unique design aspects 
will be required to attract campers to a new facility 
that quickly becomes ‘talked about’ in the camping 
community.  An attractive execution of the site 
with landscaping in keeping with the quality of the 
overall project, will also be required to satisfy the 
neighbours.  A campground that does not meet the 
expectation as marketed to campers, or as promised 
to local residents, will be compromised in terms of 
achieving the occupancy rates forecast. This in turn 
will impact on the revenue stream going forward.

Revenue shortfalls

Any shortfall in revenue estimates in the model 
will need to be covered by drawing down on the 
capital reserves or from other grant sources. To the 
extent that this happens it will have a flow-on effect, 
because it will reduce the future revenue stream 
from deposit interest going forward, putting at risk 
future sustainability.

Stage 2 Site access

It must be stressed that in turn, the viability of 
Stage 2 is heavily dependent on being able to 
have convenient access from the Hume Highway 
side. Without ready access to the Hume Highway 
side, the commercial viability of Stage 2 would be 
in doubt, because visitor numbers are unlikely to 
be achieved. The research with potential investors 

has strongly indicated that there would be little 
commercial interest in the site without easy Hume 
Highway access and a base load of visitation. The 
traffic flows via the Lake Mokoan side would not be 
sufficient to support commercial tourism activities.

The consultants emphasise that the ideal situation 
would be to gain access via the rest/ truck stop area 
on the Hume Highway, developing a new rest area 
on the highway into a restaurant and visitor centre 
as a gateway to Victoria’s High Country. Such a 
project would be well outside of the jurisdiction of 
the Winton Wetlands Committee of Management.  
This is an ambitious goal, but if achieved, 
would take the Winton project to a new level of 
commercial viability. It would however, require 
reaching agreement with Vic Roads, which could be 
problematic. 

The second option, would involve upgrading the 
road and rail crossing on Gould’s Road. The project 
traffic consultant indicated that this upgrade would 
be extremely difficult to achieve. The concern 
being that the less accessible the site, the less the 
traffic flows and therefore, the lesser the appeal to 
investors.

Accordingly it is strongly recommended that the 
committee closely examine the options with respect 
to Hume Highway access and hold negotiations 
with relevant government agencies as a matter of 
urgency.

Business case considerations:

The management will be required to work hard to 
achieve community engagement from the outset as 
local investment and in-kind support will be needed 
to leverage the available funds as far as possible. 
The above costing is dependent on additional 
support from:

•	 Volunteers, donations, fund-raising.

•	 Leveraging all available grant sources, e.g.:

•	 State Government departmental organisation 
funds elements of education infrastructure

•	 Bicycle Victoria funds for bike path to Benalla 
CBD

•	 Local service club involvement, e.g.:

•	 Contribution to kids BMX track.

•	 Astronomy groups involved in creating   
viewing platform

•	 Benalla Rural City Council could potentially fund 
the Inlet Channel bike path connection to site

•	 School charity drives fund key elements related 
to educational activities

Managing the risks and uncertainty

The financial models for Stage 2 assume the 
achievement of significant tourist visitation.
Although the models are based on conservative 
assumptions, the success of Stage 2 will be 
predicated on the ability to attract visitors in 
sufficient numbers, with the yield required to cover 
the recurring costs. Achieving the critical mass of 
visitors required will in turn be conditional upon 
attracting investors from the private sector as well 
as additional public funds to develop the tourism 
attraction infrastructure. Although the research 
indicates that there is considerable investor interest, 
based on the detail in the Master Plan outlined to 
date, the ultimate test will be in the market place.

Clearly there will need to be a high level of investor 
involvement in the detailed planning for Stage 2 
to ensure that the plans are in accordance with 
commercial imperatives.

The final nature of the Stage 2 plan and the 
timing will be a matter of commercial negotiation 
with investors. Success will however require an 
improvement in investor confidence from the 

current economic conditions as well as improved 
availability of capital for developers.

The viability of investing all available funds now

After extensive analysis and based on visitor 
numbers, revenue streams and costs, it became 
apparent that the option of the committee investing 
all funds currently available (which would be a $19 
million maximum assuming the sale of the surplus 
land) is not viable.

The issue is that the funds available would not 
be sufficient to finance a facility with the power 
to attract visitors in sufficient numbers with 
sufficient yield to cover the recurring costs. There 
is a threshold point in terms of visitor numbers and 
yield which any tourist project must exceed to make 
it viable. All of the funding would be required to 
build basic infrastructure such as roads, boardwalks, 
bike trails, camping grounds, etc. Even this would 
not be enough given the need to build an access 
from the Hume Highway which will be critical to 
achieve the required visitor numbers.

Consequently there would be no funds left to build 
the accommodation, amenities and attractions 
required to generate visitors in sufficient numbers 
and yields if the committee proceeded with this 
option.
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13.0    Marketing & Branding Strategy

13.1 Branding Strategy

The name Winton Wetlands for the site was 
proposed as part of the Lake Mokoan Future 
Land Use Strategy and adopted by the Victorian 
Government in creating the Winton Wetlands 
Reserve.  As such, the place name ‘Winton Wetlands’ 
is relatively new and not as well recognised locally 
as the former Lake Mokoan.  The VicRoads and local 
council directional signage were recently replaced.

Given the controversial nature of the preceding 
Lake Mokoan decommissioning project, the 
Committee has deliberately been moving slowly 
to ‘rebadge’ the site as part of moving on from that 
project. 

A brand is much more than a name on a sign or 
a brochure. A brand permeates the essence of 
everything that the product or organisation stands 
for. It is critical that a brand is developed for the 
site, which really captures its history and succinctly 
expresses what it represents. 

Conventional wisdom on branding shows that 
effective brands are those which:

1. Give the product a unique identity that 
differentiates it from its competitors

2. Create an empathy with the prime prospect 
target market and generate a positive 
association with the product

3. Are memorable

4. Capture the essence or soul of the product

5. Have a personality that the prime target 
audience can relate to

6. Have a defining icon, colour or other visual 
element associated with the logo.

The market research (as summarised in Part 3), 
strongly indicated that the term ‘Winton Wetlands’ 
does not deliver on the above critical factors. 
The place name ‘Winton’ is not generally well 
known, and the term ‘Wetlands’ does not have 
positive associations with tourism (except with 
serious nature lovers).  As for those who do know 
‘Winton’, it is overwhelmingly associated with the 
raceway. ‘A Winton’ is synonymous with a race day 
in local lexicon.  Although the term ‘Lake Mokoan’ 
engenders much emotion, it did register some 
inherent appeal and subliminal recognition in the 
Melbourne market research and is still what the site 
is referred to locally.

Concerns about the current Winton Wetlands 
branding were raised by potential investors and 
developers in the consultation with this cohort. It is 
the view of the consultants that persisting with the 
name ‘Winton Wetlands’ will create negative brand 
equity. That is, it will damage the reputation of the 

site by associating it with a raceway (not appealing 
to nature lovers), a town that is relatively unknown 
beyond the district (Winton), and a descriptor that 
the consumer research also tells us, makes it sound 
unwelcoming. Furthermore, the current Winton 
Wetlands brand does not provide the desired 
linkage to Benalla rural city. For that linkage to be 
emphasised, the word Benalla must be in the brand; 
it is an important geographic indicator in the short 
term while the site is relatively unknown.

A decision to rebrand in Stage 1 and adopt a 
working title that links the project more strongly 
to Benalla, is strongly advocated; otherwise the 
reputation of the site will be damaged in the longer 
term and a greater marketing investment will be 
required at the launch of stage two in order to 
reverse negative perceptions. The current Winton 
Wetlands brand will hamper the ability to attract 
investor funding  and lengthen the amount of time 
it takes to raise awareness of the site in both the 
local and the investor community. It will be easier 
to sell the site to potential investors if they have 
already heard something about it.  Even locally 
there is low awareness of ‘Winton Wetlands’. In much 
of the community consultation research, the term 
‘Lake Mokoan’ needed to be used for community 
members to register awareness of what was being 
discussed, particularly in Wangaratta.  Lake Mokoan 
is overwhelmingly what the site is currently known 
as locally.

A brand is much 
more than a 
name on a sign 
or a brochure…
it permeates 
the essence of 
everything that 
the product or 
organisation 
stands for

“

”

In recognition of the two-staged approach to the 
evolution of the site, it is proposed that there be a 
two-staged branding strategy. The reason for this 
is that the visitor experience in the early years will 
be very different to that of Stage 2.  Therefore, it 
is important to show that a new stage and a new 
experience awaits visitors when the Stage 2 brand 
is launched.  
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Branding Stage 1: Local Amenity

In Stage 1, the consultants propose a working 
title that clearly links the project with Benalla so 
that potential visitors actually know where it is.  
Furthermore, including ‘Benalla’ in the stage one 
branding is also recommended as a strategy to 
build a stronger loyalty to the site locally.  

It is the consultants’ recommendation that the 
term Mokoan’, also be used in the Stage 1 brand.  
Although it is recognised that there is sensitivity 
around this name, this sensitivity does not appear 
to be within the community itself. In fact, there is 
a community pride in the word ‘Mokoan’. Both the 
Benalla and Wangaratta communities, who are 
the prime target markets for Stage 1, still refer to 
it as Lake Mokoan.  A further reason to retain the 
word ‘Mokoan’ in the title is because the first rule of 
conflict resolution is to acknowledge that there is an 
issue and to be open about it and tackle it head-
on.  Using the term ‘Mokoan’ in the Stage 1 working 
name, brings the issue to the fore and makes it 
part of the site’s story.   Many in the community 
have been deeply scarred by decisions around 
Lake Mokoan, both when it was dammed and later 
when it was decommissioned.   A critical part of the 
healing process is to confront the source of the pain, 
acknowledge people’s feelings and help them onto 
a path of recovery by creating a positive outcome.  

Furthermore, in a much more practical sense, 
the maxim that ‘any publicity is good publicity’ 
applies to Lake Mokoan. Lake Mokoan was 
widely reported in the media during the ‘Save the 
Lake’ campaign, which has recently elevated its 
awareness in Melbourne and beyond.  There is also 
an historical connection with the Mokoan name, 
as ‘The Lake Mokoan Project’ was the name used 
when the wetland was originally dammed and 
was also commonly used locally as name for the 
decommissioning project. 

The Stage 1 strategy is about community 
engagement. Unless the site gets enthusiastic 
engagement by the local community, it will have 
little chance of attracting visitors from outside 
of the region. Critical to the long-term success 
of this project, is that it achieves a strong sense 
of ownership and community acceptance.  The 
community does not seem to have as yet broadly 
accepted the ‘Winton Wetlands’ name. To ensure 
success, the community must become proud 
ambassadors for the project and interact with it on 
a regular basis.

Because the development of the site is a work-
in-progress, which will evolve into something 
very different in Stage 2, the consultants also 
recommend the word ‘Project’ be used in the Stage 
1 working title.   Other reasons for this are:

•	 The site will evolve over the next 30 years, both 
through the forces of nature and with man’s 
intervention.

•	 Using the word ‘project’ encourages the 
community to become actively involved – it 
is an active word with a call to action that 
can be used to rally service groups and other 
volunteers to play a part in the development.

•	 The word ‘project’ implies that there is a 
challenge, with a reward to come.

•	 The concept of a project also provides a degree 
of flexibility, should the plan need to alter due to 
financial or other circumstances.

It is also recommended that the name ‘Benalla’ be 
included in the stage 1 branding strategy in order to 
place the site in people’s minds and to strengthen 
the link with the Benalla town centre, community, 
economy and tourist offering.
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Rebranding the site with the above approach would 
create a sense of optimism that this is a whole new 
era and that something very positive has come 
out of a painful past.  Based on vast experience in 
branding and marketing strategy, the consultants 
recommend a working title that avoids either the 
name ‘Winton’ or the word ‘wetlands’.

 Then ultimately in Stage 2, adopting a meaningful 
Aboriginal name as appropriate in consultation with 
the representative Indigenous groups is proposed 
(this is dealt with in detail in the section following 
for Stage 2 branding).

A number of working titles for Stage 1 have been 
considered by the consultant team with those 
featuring the term ‘Project’ having the most appeal 
for the reasons noted above.  The consultant team 
recommends that a brand architecture study be 
commissioned to further develop this proposition, 
with the intention being to formulate an acceptable 
working title for Stage 1 of this project, leading into 
the actual brand to be developed for Stage 2.
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Branding: Tourism Destination (Stage 2) 
 
The initial working title to be used during Stage 
1 is not appropriate in the longer-term – every 
project has to end at some point in time.  Our 
recommendation in the longer term is that the 
site be given a traditional Aboriginal name.  This 
would be developed in close consultation with 
the Yorta Yorta, Bangerang and other Indigenous 
communities.  There are a number of compelling 
reasons for this view:

•	 There is a rich association with the Yorta Yorta, 
Bangerang and other Indigenous communities 
at the site.

•	 Such names strike a powerful chord. For 
example, Uluru and Kakadu are an indelible part 
of Australia’s global identity.

•	 There is an element of mystique in Indigenous 
language.

•	 There is a growing interest and awareness by 
Australians about Victoria’s Indigenous culture.

 
•	 The use of an Aboriginal name obviates 

the need to lock descriptive nouns such as 
‘wetlands’, ‘sanctuary’ or ‘nature park’, etc. which 
are terms that would strongly define the site 
and limit its scope.

Because of the wetland’s historical use as a camp 
site where Indigenous groups from the wider region 
gathered to trade and share stories over a number 
of weeks, there is a strong synergy with the site’s 
intended future use as a modern day camping 
ground or ‘base camp’ to explore Victoria’s High 
Country region.

Branding strategy rationale

In the consultancy team’s view, it is essential to 
adopt a two-stage branding strategy.  There is a 
major risk in adopting the ultimate brand name 
straight up.  Such an approach is likely to cause 
long-term collateral damage to the brand.  It will 
take several years for the site to be developed to its 
final status as a destination drawcard.  Relative to 
its future potential, in its present form, the visitor 
experience will be ‘underwhelming’ if too high an 
expectation is built.  Whatever brand is adopted, 
at the outset, the consumer’s perceptions will 
be defined by their first experience.  If a strong 
aspirational brand is adopted at the outset, visitors 
will be disappointed and this will tarnish the brand 
to a point from which it is unlikely to recover.

The advantage of a two-stage branding strategy is 
its ability to manage the transition from the present 
through to its final incarnation.  The use of the word 
‘project’ in the Stage 1 branding strongly portrays 
the message that this is a ‘work in progress’ without 
over promising.  A two-stage branding strategy also 
provides the opportunity to relaunch the site when 
the final development is ready to be open to the 
public.
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13.2 Marketing Strategy

The branding must be supported with an integrated 
marketing strategy.  Likewise, a two-stage 
marketing strategy will be required.  Ultimately 
brands are what the marketers make them; 
therefore, within limits, this brand can be moulded 
into whatever it needs to be.

Marketing: Local Amenity (Stage 1)

The focus of the Stage 1 marketing will be aimed at 
the local community with the objective of achieving 
ownership and building pride.  In the first stage, 
the key marketing objective should be on building 
social capital. It is critical to get local communities to 
not only use the site, but also to take a high-level of 
ownership and actively participate in its evolution.  
As such, the focus of the marketing program will be 
on:

•	 Engagement strategies with local community 
groups.

 
•	 Open days.
 
•	 Events such as music festivals or outdoor 

sculpture shows. 

•	 Fun runs.
 
•	 Evening markets

The intention would be to establish a ‘Friends of 
Mokoan’ group which would drive the development 
of the above activities.  

A key part of the community engagement strategy 
will be signing on local businesses as sponsors.  
Ideally, one of the sponsorship partners would be 
a regional media organisation that could provide 
publicity support on a pro bono basis.  Attention 
should also be given to recruiting local service 
groups and charitable organisations to contribute 
to ‘the project’ by funding or even building aspects 
of the Master Plan, e.g. calling on the Men’s Shed 
group to paint the café.  Likewise a donation and 
benefactor strategy needs to be factored into 
marketing activity.

It will be critically important that the project is 
integrated and cross-marketed with other regional 
events, activities and attractions.  

Maintaining an accurate data base of interested 
parties will be one of the most cost-effective 
marketing mediums. Ongoing marketing 
investment will be needed in websites, a Facebook 
page and a Twitter feed to notify locals of key 
events. 

It is strongly recommended that large billboards be 
used to publicise events at the site (within the limits 
of Vic Roads signage regulations). These could be 
placed on the Hume Highway in both directions as 
well as on the Yarrawonga Road and with smaller 
signs on the entrance and exits from Benalla on the 
Sydney Road.

Marketing: Tourism Destination (Stage 2)

It is envisaged that the most of the seasonal 
marketing in Stage 2 will be driven by the 
commercial partners.  Commonly there is a 
provision in the tenancy agreement for a joint 
marketing fund managed by the tenants and 
committee collectively.  However, at the outset, 
the responsibility for launching and building 
brand awareness for the Stage 2 brand will rest 
with the committee of management. To that 
end, it is essential that the committee invests in 
quality design and engages brand development 
consultants to develop the brand name, logo and 
associated brand collateral.  It is recommended 
that a graphic design company with particular 
experience in engaging with Indigenous 
communities is commissioned for this work so that 
the integrity of the Indigenous language is treated 
with the utmost respect.

Again, the marketing for Stage 2 will also be largely 
dependent on attracting additional funding. It is 
suggested that the project approach sponsors, 
including the option for a naming rights sponsor 
(although this is conjectural and needs to be 
carefully thought through).  It is recommended 
that the sponsorship funds would largely go to 
the marketing budget, primarily to fund branding 
architecture and the branding design elements.  
The focus of the marketing activity is likely to 
be around publicity for events and activities.  To 
raise awareness, activities such as an annual 
event hosting specialist journalists such as travel, 
camping and food writers at the site would be most 
effective.  This would need to be supported with 
a calendar of events which reinforce the brand.  
Events such as music festivals, outdoor sculpture 
shows and other such events are a very powerful 
way of building the brand and creating a positive 
association with it.  Blockbuster events such as a 
signature music festival are a powerful way to build 
a location’s brand but come with a number of  other 
considerations (parking, health and safety, security, 
etc.). 

Interpretative considerations

A key element of the brand will be how it is 
presented on site.   It is not just interpretive signage 
that must be true to the logo and brand style 
guide; the brand values must be expressed in every 
element of the visitor experience.  The quality of 
the tours and paid experiences, the design of the 
camping facilities, the food and beverage offering, 
etc. should all be consistent with our branding and 
marketing messages.  For the brand to be truly 
effective, it must permeate every aspect of the 
story.  For example, if the brand values are about 
protecting the environment then there should be a 
visible emphasis on recycling and solar energy, for 
example.
 
The interpretive treatment used on site can 
also become a significant part of the marketing 
campaign.  As recommended in the visitor 
experience suggestions, the stories of the local 
people who are part of the Winton Wetlands history 
should feature heavily in the interpretive signage to 
‘personalise’ the history.  The Indigenous, pioneer, 
bush-ranging and farming individuals all tell a 
fascinating, individual story of their lives in and 
around the site.  These ‘ghost stories’ could be a 
strong vehicle for marketing messages, again by 
personalising the history and capturing the curiosity 
of potential visitors to show that this is indeed a 
deeper story than just a nature reserve.

It is critical to get 
local communities 
to not only use 
the site, but also 
to take a high-
level of ownership 
and actively 
participate in its 
evolution.  

“
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14.0    Governance & Management

14.1 Management Structure

The Responsible Entity

At present, the responsible body for the wetlands 
is the Winton Wetlands Committee of Management 
(WWCoM). Under the Crown Land (Reserves) 
Act 1978, the committee is accountable to the 
government of the day. Under the present
government it is accountable to the Minister for 
Environment and Climate Change. This type
of governance entity has been appropriate to 
date during the transition stage; however, as the 
project moves forward it would be desirable that 
the governance entity changes to give it more 
autonomy and certainty.

It is easy to envisage situations where the 
circumstances surrounding the site can be changed 
due to political matters, whether a ministerial 
decision or change of government; this is not 
conducive to attracting private investment and 
philanthropic funding. In order to attract additional 
investment, it may be necessary to review the legal 
structure and capacity of the entity to enable it 
to enter into beneficial funding and commercial 
arrangements.  

There are various other governance models for 
public amenities such as those covering the 
Melbourne Zoo, the Royal Botanical Gardens (a 
statutory authority), Sovereign Hill and other such 
facilities. These options need to be investigated by 
the management committee as a matter of priority.

Opinion will need to be sought regarding options 
for the most appropriate legal structure for the 
entity.

Photography - John Mitchell
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14.2 Governance (both models)

Governance Principles

The governance of the project is likely to be under 
intense scrutiny, given the sensitivity stemming 
from the history of Lake Mokoan and the fact that it 
is now an asset being held in trust on behalf of the 
community. The governance of this project should 
be based on the following principles:

1. Triple bottom line balance:
It is essential that there is a balance across the 
triple bottom line parameters of environmental, 
economic and social responsibility and 
sustainability. The over-dominance of any one 
of these factors at the expense of another would 
jeopardise the long-term viability of the project.

2. Compliance:
The committee of management must ensure 
that the project is compliant with all relevant
regulations, laws and covenants.

3. Transparency and accountability:
It is important that the committee of 
management is very open and transparent 
with all that it does. Although strictly speaking 
the committee is accountable only to the state 
government, reporting through the Minister 
for Environment and Climate Change, morally 
it must also have a sense of accountability to 
the local community and specific stakeholder 
groups within it.

It is clearly already recognised that the long-
term success of the project will be reliant on the
engagement and achieving a sense of 
ownership by the local community.

4. Linkage with the broader region:
Integration with the wider region in both an 
economic and community sense will be vital.
The committee of management must actively 
participate in regional activities. In particular, it 
must ensure that its visitor attractions, calendar 
of events and marketing activities are closely 
integrated with the broader regional tourism 
plan and calendar of events.

Structure of committee of management

Responsibility for the appointment of the 
committee of management will obviously be the 
role of the government of the day. However, the 
consultants’ advice to government is that the choice 
of directors will be fundamental to the success 
of the project. In particular, the committee needs 
to have an appropriate skill mix to competently 
manage this complex project. As this is not an 
environmental sustainability project in an altruistic
sense (although it does include an important 
element of environmental management), it
involves much broader skill set than environmental 
management alone. Importantly, the skill set 
mix will change over time as the project evolves. 
In the first stage, as well as the need to start the 
process of rolling out the Master Plan and all of the 
administrative complexity that it comes with, it is 
also critical that the Committee engages with the
local community.

Collectively, the skill set mix of the committee must 
include the following:

1. Environmental management

2. Financial management and budgeting 
experience

3. Brand development and marketing strategy 
experience

4. Tourism knowledge

5. Governance and governmental relationships

6. Regional community engagement

7. Education

8. Project commercialisation

9. Volunteer engagement.

When this project evolves into a $57 million 
investment, it would be highly desirable that it
be managed by an incorporated body with the 
usual legal rights and obligations. However, given 
the substantial responsibility and increasing legal 
exposure, it would be highly desirable to provide 
professional remuneration at market rates for 
professional directors and that therefore they be 
professionally recruited then endorsed by the 
government of the day.
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14.3 Administration

The suggested administrative model for 
Local Amenity Model (Stage 1): 

Local amenity is largely that of the approach 
currently used, i.e. a committee of management 
and small team of staff led by a CEO supporting the 
committee and focused on land management and 
future planning.

There are three options for management of the 
community café/general store, which would also 
administer the caravan site bookings in the short 
term:

1. A community management model, whereby 
local volunteers staff the facility on a roster 
basis, on a not-for-profit basis.

2. Administration by a local not-for-profit training 
institute.

3. Outsourcing to a local business skilled in 
running a cafe/store.

The community cooperative model is being 
increasingly applied to keep service businesses that 
would otherwise not be commercially viable alive 
in small regional communities. Such community 
managed initiatives include supermarkets, petrol 
stations, cinemas and banks. 

Under this model:

•	 The community forms a registered not-for   
profit association.

•	 The committee enters into a service agreement 
with the association to offer prescribed services.

•	 The association establishes a roster for volunteer 
labour.

•	 No rent would be charged but any profits would 
be applied for improvement projects on the site, 
as per needs recommended by the association.

The advantage of engaging with the a not-for-
profit community corporation as per the second 
option for on-site management is that the skills 
required to run the café/general store and caravan 
park may be ideally suited to the community 
that it represents, namely, those individuals who 
struggle to find meaningful long-term and flexible 
employment due to social, physical or personal 
challenges. Furthermore, the training nature of 
the organisation means that the not-for-profit 
community corporation may have access to training 
funding sources that would allow labour costs to 
remain manageable while the site develops.

Because of the seasonality of the site, the workforce 
required would be casual and work irregular hours, 
which may suit some of the casual workers. The 
skills required would be general maintenance, 
mowing, cleaning, retail and hospitality skills. As 
per the community-managed model, the wetlands 
committee would enter into a service agreement 
with a non-profit entity to manage the commercial 
operations of that precinct.

As the site grows, the café may be able grow to 
sustain a fully-fledged catering offer which could be 
of interest to a not-for-profit training institute as a 
training cafe. An existing model for such a training 
café exists at Hastings on the Mornington Peninsula, 
where the successful Pelican Café is fully staffed 
and managed by students from the local TAFE. The 
third option is to outsource the operation to a local 
business. In many ways, this is the best option but 
will be dependent on whether it can attract the 
numbers required to be economically viable. With 
the right type of business model, it should be a 
viable business. There are plenty of precedents such 
as the Ruffy Food Store which appears to be very 
successful despite its small local population.

The community 
cooperative 
model is being 
increasingly 
applied to keep 
service businesses 
that would 
otherwise not 
be commercially 
viable alive in 
small regional 
communities.  

“
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Staffing

It is envisaged additional resources will be required 
to implement Stage 1 and Stage 2 and may involve 
changes to the existing organisational structure 
and/or use of additional specialists, consultants 
and contractors as required. Upon finalisation of 
the Master Plan the Committee will need to ensure 
it has the necessary management structure and 
resources to successfully deliver the Project. A 
business of the size envisaged will ultimately require 
a management structure something like as follows:

•	 Chief Executive

•	  PA / Executive Assistant

•	 Chief Financial Officer / Company Secretary

•	 Chief Ranger / Asset Manager

•	 Marketing and Partner relationship manager

The model for Stage 1 assumes that the Community 
Centre and camping ground be operated by a 
community group. Once the camp ground becomes 
operational it may be necessary to employ a fulltime 
ranger or this may be delivered through volunteers. 
The actual development work and ongoing 
maintenance would be provided by contractors.

Most importantly, the management team will need 
to have the sales skills and industry networks to ‘sell’ 
the concept to potential investment and strategic 
partners in property development, hotels and 
hospitality and tour operators. Creative attributes 
would be called for in the management team as 
there would be a greater need to come up with 
constant new ideas and innovation in the tourism 
offering and events calendar.

Even though Stage 2 is more highly commercialised, 
the facility will still be reliant on a volunteer base 
and support from community organisations. It 
is envisaged that this will remain an important 
attribute of the site and a mechanism by which 
community engagement will remain strong. The 
management will need to be sensitive to this and 
have the skills to fully leverage this volunteer labour 
force.

The Suggested Administrative Model for 
Tourism Destination (Stage 2) : 

As the project moves into Stage 2, the Tourism 
Destination Stage, there will also be a need for a 
broader level of skills in the management team 
and as per the situation with the board, in order 
to attract high calibre management, professional 
salaries will be required. In addition to the 
fundamental general management and leadership 
skills, future management attributes will need to 
include:

•	 Financial management

•	 Project management

•	 Management of commercial relationships

•	  Marketing

•	 Event management

•	 Public relations

•	 Coordination of education programs

•	  Tourism
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15.1 Partnerships

The ultimate success of the Winton Wetlands project 
will be heavily dependent on building strong 
partnerships with regional and state organisations 
as well as having strong local and regional support. 
The Winton Wetlands project will not succeed if 
it is developed in isolation from other regional 
organisations and the wider state and local tourism 
strategies.  The following map schematically 
illustrates the key partnerships: State

Government
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State Government

Key partnerships with the state government are 
summarised below:

DSE
DSE has a broad responsibilty for land, biodiverstiy, 
fire and water.

GBCMA
As the  management authority for the broader 
water catchment, they are a key stakeholder.

Tourism Victoria
As a key funding and support agency in tourism 
marketing and capability building, the working 
relationship will be largely through North Eastern 
Tourism Board at an operational level.

Parks Victoria
Collaboration will include knowledge sharing, on-
site management and operations of nature-based 
tourism activities.  Cross-marketing of the site with 
the Warby Ovens National Park would also be a 
potential area of engagement.

DPI
Transfer of expertise on management of agricultural 
land near nature reserves and environmental 
initiatives such as agro-forestry and carbon farming 
initiatives.

Local Government

Benalla Rural City
It is expected that the Benalla Rural City will be a 
funding partner for specific projects e.g. funding the 
bike path connecting Benalla to the wetlands will be 
an important project early in Stage 1. The intention 
also is to work closely with the city on the marketing 
of the site and the integration into its local tourism 
and hospitality capability building activity.    It is 
anticipated that the city will also play an active role 
in facilitating local relationships.  The Benalla Art 
Gallery could also play an active part in the cultural 
activities at the site.

Rural City of Wangaratta
The intention would be to link the site into 
the regional bike network that falls within the 
jurisdiction of the Rural City of Wangaratta.  There 
would also be collaboration or cross-marketing 
of the site with other tourist attractions in the 
Wangaratta jurisdiction, particularly the proposed 
Ned Kelly Centre at Glenrowan, Glenrowan wine 
region, Wangaratta Jazz Festival and the marketing 
activity of the King Valley Food & Wine region. 

Local Business

Winton Raceway
The Master Plan envisages that the Winton Wetlands 
management would engage with the Winton 
Raceway, particularly in relation to accommodation 
opportunities, camping and provision of other 
hospitality facilities.  The opportunity also exists to 
collaborate on shared events.

Tourist businesses and wineries
There will be mutual benefits achievable by working 
closely with the local tourism businesses and 
wineries such as cross-marketing and sharing of 
knowledge and resources.

Community Groups

CFA
It is essential that the Winton Wetlands 
management team work closely with the DSE in 
consultation with CFA on the fire management of 
the site.

Community
Stage 1 of the project is strongly predicated on a 
high level of community engagement.  To achieve 
this will require a proactive approach on a number 
of fronts.  Within the community there are several 
stakeholder cohorts who are likely to engage with 
the wetlands:

•	 Local Service clubs who could get involved with 
projects and events.

•	 Neighbourhood residents who will need to be 
considered during construction and events.

•	 Local landowners who may be impacted by 
water flows, pest and fire issues.

•	 Special interest groups such as walking, riding, 
astrology clubs, etc., who are potential regular 
users and may form a strong volunteer base.

 
Indigenous groups
The committee is required to deal with the Yorta 
Yorta Nation as the Registered Aboriginal Party for 
the area that includes the Winton Wetlands. In this 
process, it is important that concerns of Indigenous 
groups and other local Indigenous communities 
are heard and acknowledged.  The intention is not 
only to have strong representations of Indigenous 
heritage in the site but also a close involvement 
in how this evolves, as well as Indigenous 
participation in the site’s future operations. It is 
also recommended that the site is branded with 
an Indigenous name that is selected through 
a sensitively managed process of engagement 
with the Indigenous community. With all of 
these intended outcomes, the need for a robust 
Indigenous connection is imperative. 

Federal Government

The main linkage with the federal government 
will be through the local board of Regional 
Development Australia, which will be used as 
a platform to attract funds for specific projects.  
Initiatives of the federal tourism body DRET are 
likely to be driven by Tourism Victoria.  There will 
be opportunities from time to time to participate 
in various federal initiatives such as the carbon 
farming initiative.
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15.2 Next Steps: Action & Risk Profile 1 

ACTIVITY RISK ACTION BY:
A: Administrative Framework
A1: Stage 1

A1.1 
Outline a project timeline and project management team as per budgets and 
recommended guidelines of the master plan for Stage 1.

The momentum of the master planning process risks being lost if there is delay 
between submission of the plan and ‘turning the first sod’.  The community are 
impatient to see results and will be cynical if visible progress is not made in the 
short term.

Management

A2: Stage 2

A2.1 
Outline a project timeline and project management team as per budgets and 
recommended guidelines of the master plan for Stage 2.

Essential to establish structure and direction for the tasks that follow in 
development of Stage 2 ‘dusk to dawn’ attractions. It will be necessary to 
engage with investment partners as early as possible to progress Stage 2 
concepts that can then inform the detailed design of Stage 1 site facilities.

Management

A2.2 
Obtain legal advice on how to structure a Private Equity/Development Partner 
agreement for Stage 2 works.

This is a high priority, important to get a fair and balanced agreement to attract 
private sector partner.

Management

A2.3  
Investigate forming a new entity which is more commercially focused (e.g. can enter 
into contracts freely) and which is arm’s length from government (e.g. statutory 
authority model as per Melbourne Botanical Gardens).

The risk of a newly appointed government changing short term policy risks 
disrupting this long term project

WWCoM

A2.4  
Engage in partnership with private entity for Stage 2 works to gain their input in 
overall project early.

Need to have the partner for Stage 2 involved early so that they can have input 
into both Stage 1 works and Stage 2 works to gets best overall outcome for 
long term project

WWCoM

A2.5  
Develop a governance and management framework for Stage 2.

 
The project relies on strong governance and clear direction. This step must be 
undertaken in conjunction with the private equity partner once engaged.

WWCoM

B: Branding activity
B2: Stage 2

B2.1 
Commission a brand architecture study.

Leaving the current branding in place will create negative brand equity which 
will cost much more than the price of replacing some signage.

The stage 2 branding will require careful thought and consultation with the 
relevant indigenous communities.

Management

1. To be read in conjunction with the Activity Timeline page 108
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ACTIVITY RISK ACTION BY:
C: Marketing activity
C2: Stage 2

C2.1 
Devise brief and engage appropriate consultancy to develop a marketing and 
communication plan.

Failure to develop a coordinated, strategic approach to marketing the site at 
the outset, could result in either missed opportunities to promote the site or 
wrong/inconsistent messages.

Management

C2.2 
Prepare the new brand collateral and apply to marketing tools as required.

Management

C2.3 
Use branding collateral in developing a flexible prospectus for potential Stage 2 
investors

The stage two branding should be designed to flow seamlessly from the Stage 
1 design at the lowest possible cost.

Management

C2.4 
Incorporate prospectus and branding collateral into PowerPoint presentation for  
potential investors.

Visual communications important to convey a strong sense of the site’s 
potential and build interest and excitement about the ‘dusk to dawn’ attractions 
with targetted business identities.

Management

C2.5 
Devise and implement a sales strategy targeting potential investors. 

The long term nature of high capital investment means that the sales efforts for 
Stage 2 should begin as soon as branding decisions are made.

Management

D: Product development activity
D1: Stage 1

D1.1 
Engage with local employment groups such as Yooralla and encourage to develop 
tourism projects that fit with the theme and create employment e.g. bike hire, canoe 
hire, etc.

 
The failure to attract passionate locals will make it harder to attract larger scale 
operators from further afield.

  
Management

D1.2 
Encourage local individuals, organisations and business to develop tourism products 
that fit with the site’s nature-based experiences theme, such as B&B operations, café 
operator, walking tour operators, astronomy lessons.

The committee will need to be spokespersons for this commercial 
development and to assist management in ‘talking up’ the project.  Attracting 
the tour operators will be a challenge and the best chance of success will be to 
start with local operators who are likely to have a passion for and knowledge of 
the region.

WWCoM

D2: Stage 2

D2.1 
In conjunction with private equity partner(s), develop the  tourism products for the 
Stage 2 ‘dusk to dawn’ concept.

 
This activity would draw on the outcomes of approaches to local operators and 
the market ‘smarts’ of the private partner(s) in developing the products.

WWCoM
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ACTIVITY RISK ACTION BY:
E: Fundraising activity
E1: Stage 1

E1.1 
Clarify policy on donation collection.

The committee will need to assess community attitudes once significant 
investment in facilities on the site is more apparent and take a position on this 
source of revenue. This issue ties in with Community Engagement; refer below.

WWCoM

E1.2 
Seek funding through government grants and local government funding to assist in 
the delivery of Playground, bike and walking trails.

Additional funding will be required to supplement existing in order to retain 
a sufficient capital fund for attracting private investment. It is necessary to 
investigate all of the available sources including those with matching funding.

Management

F: Capital Works Implementation
F1: Stage 1

F1.1 
Prepare staging plan and program for delivery of capital works for the various stage 1 
elements.

 
Without adequate programming the works will not be built in a timely manner.

Management

F1.2 
Review the proposed Stage 1 works against the preliminary plans for Stage 2 to ensure 
projects are in alliance.

 
If not co-ordinated well, additional costs maybe incurred.

Management/

Consultants

F1.3 
Engage a Landscape Architect to prepare ‘design guidelines’ to cover all works on site: 
this would include definition of materials, design styles, typical details, furniture suite 
and signage guidelines.

These are crucial to the success of the overall look and feel of the works being 
implemented in Stage 1.  A highly important part of the project to ensure 
consistency in all designed elements and seamless integration with the site.

Management/

Consultants

F1.4 
Liaise with planning authorities to ensure timely approval process. 

If management does not engage with authorities to confirm understanding of 
requirement, approval process may be delayed.

Management

F1.5 
Assess range of options for delivery of Stage 1 capital works and select preferred 
method. Some options to consider are:

1. Design and Construct (D&C) - one tender process for all or each package

2. Traditional Design and Document then tender to head contractor  
(recommended approach), either as separate packages or total Stage 1 
works.

3. Traditional Design and Document then award a managing contractor to then 
tender works and award subcontractors on behalf of the WWCoM.

4. Projects could be prepared as individual packages or one large project 
covering all elements in Stage 1

It is important to agree on the delivery method prior to appointing consultants 
for the detailed design of the work to ensure documentation is prepared in the 
appropriate manner. Some of the key aspects of risk are:

1. D&C – risk that the quality of design will be compromised by builder

2. Traditional Document and tender – less risk for design quality, but 
possibly greater cost (this is the recommended approach)

3. Managing contractor – risk that the design quality will be 
compromised by the MC.

4. Dividing project into smaller packages opens up greater opportunity 
for more contractors to bid, dispersing risk of using just one 
contractor for all construction.

Management/

Consultants
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ACTIVITY RISK ACTION BY:
F: Capital Works Implementation
F1: Stage 1

F1.6 
Once overall staging program and delivery method is agreed consultants need to be 
engaged to prepare documentation to progress the works. This requires preparation of 
a brief and contracts for selection and engagement.

 
Important to ensure that any consultant engaged can demonstrate experience 
in this area and work of high quality.

Management / 
Consultants

F1.7 
Commission a consultant to devise the interpretive concept and signage, drawing on 
the stories of local cultures, identities and past residents.  This signage brief should 
include a strategy for cost effective change over to Stage 2 branding when required.

This element requires a sufficient lead time to enable the story gathering and 
local research to be factored into the interpretive design. This consultant must 
work with the landscape architect design team to resolve design of interpretive 
elements including signage to integrate with the Stage 1 documentation.

 
Management

F1.8 
Engage consultant team led by Landscape Architect to prepare detailed design and 
documentation of Stage 1 projects.

 
It is assumed that this appointment will align with formation of private equity 
partnership if Stage 2 is to proceed as envisaged.

F1.9 
LA design team commences preparation of concept plans, design development plans, 
plans for building approval then tender documentation.  Following call for tenders 
and evaluation, LA prepares contract drawings and specifications before contractor 
engaged. 

Note: this assumes the traditional approach is taken rather than either of the 
D&C or MC methods, with associated risks avoided.

Management / 
Consultants

F1.10 
Commence first phase of construction of Stage 1 works.

Commencement of this phase is dependent upon time involved in the 
preceding activities such as establishing program, delivery method, selection 
of consultants, authority approvals, etc.

Management / 
Consultants

F2: Stage 2

F2.1 
Devise brief and engage LA/design consultants to produce preliminary concepts for 
Stage 2.

 
Need to start on Stage 2 concepts early to co-ordinate with Stage 1 works and 
have graphic material as a basis for presentations to potential investors.

Management / 
Consultants

F2.2 
Work with consultants to prepare preliminary concepts, staging plan and program for 
Stage 2 capital works.

 
Important to place Stage 2 concepts within a clear program that shows 
sequence of activities and timelines.

Management / 
Consultants

F2.3 
Include preliminary concepts and staging plans in investor prospectus for marketing 
presentations.

 
This is a key element of Product development activity, above.

Management / 
Consultants

F2.4 
Progress Stage 2 detailed design once investment/development partners agree on 
concepts.

 
Commencement of this phase is dependent upon formation of private equity 
partnership. 

Management / 
Consultants
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ACTIVITY RISK ACTION BY:
G: Community Engagement
G1: Stage 1

G1.1 
Develop a community engagement plan to grow local interest in the Stage 1 project.

If community are not rallied to help in the effort they will not buy into the 
project at the outset.

Management/ 
Community

G1.2 
Assist in establishing a local ‘Friends of the Wetlands’ group.

 
A core group of advocates will be needed to ensure the link to community is 
not lost.  

Management/

Community

G1.3 
Approach local special interest groups to volunteer and provide input into 
development of key components. This would include bike riders re: trails, bird watchers 
re: bird observation, astronomers re: star gazing facility, canoe groups re: boat launch 
guidelines, gallery group consulting on sculpture garden, and others. 

Community will need to be involved in the decision making process.  A lack of 
input could result special interest groups becoming disenfranchised and good 
ideas being lost.

Community groups may help with cost minimisation on the site e.g. Landcare 
group tree planting or bike group maintaining the BMX track will build an 
empathy with site elements as well as reduce maintenance cost.

Insurance for volunteers would need to be factored.

Management/

Community

G1.4 
Encourage local service groups to donate time or money to key interest points on the 
site, such as donating BBQ facilities or picnic seating at the Duck Pond.

 
The risk of donation fatigue is real in a regional community such as this, 
therefore requests for assistance should be made with sensitivity.

Management/

Community

G1.5 
Develop a calendar of events for the local community (e.g. twilight farmers markets or 
hawkers market night, picnic evenings, etc.)

Local residents will need a prompt to return to the site regularly to view its 
progress.  There is a risk that a negative experience early in the life of the 
wetlands will tarnish the impression of Stage 1 held by local visitors. 

Management/

Community

G1.6 
Work with Rural City of Benalla to advance the channel bike link as soon as possible.

The planned bike link is an ideal opportunity for a tangible connection with the 
Wetlands that can generate interest in the site. Without a physical link such as 
the bike path, Benalla Rural City and its residents will not feel a connection to 
the site.

Management/ Benalla 
Rural City
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15.3 Cost Plan Stage 1

REF Description Unit TOTAL ($)

A/01 BOAT LAUNCH FACILITY ITEM 250,000

A/2A RV CAMPING SITE (Based on 50 RV Capacity) ITEM 1,080,000

A/02 YACHT CLUB (includeds 20 car spaces crushed rock car park) ITEM 600,000

A/03 ROBINSON’S HILL (Lookout Deck & Public Amenities) ITEM 600,000

A/04 11 MILE CREEK ITEM 240,000

A/05 BILL FRIDAY SWAMP ITEM 70,000

A/06 DUCK POND ITEM 600,000

A/07 SCHOOL CAMP GROUND ITEM 770,000

A/08 VISITOR ARRIVAL ITEM 750,000

A/09 REGIONAL PLAYGROUND ITEM 1,400,000

BIKE TRAILS SAY 200,000

INTERPRETIVE STRATEGY SAY 150,000

WALKING TRAILS SAY 120,000

BOARDWALKS SAY 270,000

ANTICIPATED TOTAL PROJECT COST (Excluding GST) Fixed Price Contract - April 2012 7,100,000

Allowance for the following have been included 
in our estimate:
Preliminary & design variable
Cost escalation to a tender date of April 2012
Cost escalation during construction
Competitive tendering
Contract contingency
Professional fees

Allowance for the following have been excluded 
in our estimate
Goods & Services Tax
Cost escalation to tender after April 2012
Adverse market conditions
Adverse ground conditions
Cost implications associated with a Carbon Tax
Authority contribution & headwork charges

Copyright and Disclaimer
The information regarding this cost plan is copyright 
and is intended for the use of the addressed only. The 
estimates are based on preliminary information and 
assumptions have been made. These assumptions will 
require confirmation when further documentation 
becomes available. PQS accepts no responsibility 
whatsoever to any third party who may use or rely on 
the whole or any part of the information



FINAL DRAFT: 31 August 2012Taylor Cullity Lethlean | McKINNA et al | Sanmor | DesignFlow | Prowse QS | Arup   

The Winton Wetlands @ Benalla MASTER PLAN
 108

NEXT STEPS: ACTIVITY TIMELINE
Year 1 Year 2

01 02 03 04 05 06 07 08 09 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

A: Administrative Framework
A1: Stage 1
A1.1 Prepare detailed project timeline and project management 

team allocating all tasks for Stage 1

A2: Stage 2
A2.1 Outline project timeline and project management team for 

Stage 2
A2.2 Obtain legal advice on Private Equity / Development Partner 

agreement for Stage 2 works C2.5
A2.3 Investigate forming a new commercially focused entity for 

entering into contracts A2.4
A2.4 Engage in partnership with private entity for Stage 2 works 

once partner(s) identified from Marketing D2.1
A2.5 Develop a governance and management framework for          

Stage 2

B: Branding
B2: Stage 2
B2.1 Commission a brand architecture study

C2.2

C: Marketing
C2: Stage 2
C2.1 Devise brief & engage consultant to develop marketing and 

communication plan
C2.2 Prepare the new brand collateral for application to various 

marketing tools B2.1
C2.3 Use branding collateral in developing flexible prospectus for 

potential Stage 2 investors
C2.4 Incorporate prospectus and branding collateral into 

PowerPoint presentation for potential investors F2.3
C2.5 Devise and implement a sales strategy targeting potential 

investors A2.2 A2.4

D: Product Development
D1: Stage 1
D1.1 Encourage local employment groups to develop tourism 

projects e.g. bike hire, canoe hire, etc.
D1.2 Encourage local individuals, organisations and businesses to 

develop tourism products incl accomm, F & B, etc
D2: Stage 2
D2.1 Develop the tourism products for the ‘dusk to dawn’ 

concept.
F1.9            
A2.4 F2.4

E: Fundraising
E1: Stage 1
E1.1 Clarify policy on donation collection

G1.4
E1.2 Seek government grants and local govt funding to assist in 

the delivery of Playground, bike and walking trails. F1.9

Key
Stage 1 activity

Stage 2 activity
Line of dependency linking activities

Indicator to dependent activity
F2.4 Location of dependent activity

Ongoing; timing for conclusion of activity is not known

Time in Months

Activity Ongoing

` `

`

`

15.4 Next Steps: Activity Timeline
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NEXT STEPS: ACTIVITY TIMELINE
Year 1 Year 2

01 02 03 04 05 06 07 08 09 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

Time in Months

Activity Ongoing

F: Capital Works Implementation
F1: Stage 1
F1.1 Prepare staging plan and program for delivery of capital 

works for the various stage 1 elements
F1.2 Review proposed Stage 1 works against preliminary concepts 

for Stage 2 to ensure project alliance F2.2 D2.1
F1.3 Engage Landscape Architect to prepare ‘design guidelines’ to 

cover all works on site, incl styles. F2.2 F1.7
F1.4 Liaise with planning authorities to ensure timely approvals 

process
F1.5 Assess range of options for delivery of capital works and 

select preferred method.
F1.6 Prepare contracts for engagement of consultants for design 

& documentation of the works.
F1.7 Prepare brief and commission a consultant to devise 

interpretive concepts and signage F1.8
F1.8 Engage consultant team led by Landscape Architect to 

prepare all contract documentation. F1.3 A2.4 E1.2
F1.9 Detailed design and documentation for Stage 1; duration 

dependent upon delivery and approval processes.
Contract Documentation

Bldg 
Approval

Tenders

F1.10 Commence first phase of construction of Stage 1 works

F2: Stage 2
F2.1 Devise brief and engage LA/design consultants to produce 

preliminary concepts for Stage 2
F2.2 Work with consultants to prepare preliminary concepts, 

staging plan and program for Stage 2 F1.8
F2.3 Include preliminary concepts and staging plans in investor 

prospectus for marketing presentations C2.4
F2.4 Progress Stage 2 detailed design once 

investment/development partners agree on concepts A2.4 D2.1

G: Community Engagement
G1: Stage 1
G1.1 Develop a community engagement plan to grow local 

interest in the Stage 1 project
G1.2 Assist in establishing a local ‘Friends of the Wetlands’ group

G1.3 Approach local special interest groups to volunteer and 
provide input into development of key components

G1.4 Encourage local service groups to donate time or money to 
key interest points on the site E1.1

G1.5 Develop a calendar of events with the local community 
focussing on evening/twilight gatherings

G1.6 Work with Rural City of Benalla to advance the channel bike 
link as soon as possible.

Key
Stage 1 activity

Stage 2 activity
Line of dependency linking activities

Indicator to dependent activity
F2.4 Location of dependent activity

Ongoing; timing for conclusion indefinite

Design, Documentation, Approvals and Construction

Des DevtConcept Designs

12 Months Construction






