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The case-study examples below illustrate some of the contributions that INFFER is making towards achieving significant environmental outcomes in different contexts. 
North Central Catchment Management Authority, Victoria
INFFER has led to a marked change in the way the North Central Catchment Management Authority (CMA) conducts its business. The changes relate both to the analysis and prioritisation of projects and the allocation of funds between asset-based and non-asset-based investment. 
Prior to INFFER, investment was usually allocated using a threat-based approach. Funding was spread thinly across the landscape. The North Central CMA Board became increasingly concerned that this approach was not generating enduring environmental benefits. The Board was the first body to sign up to an asset-based approach using INFFER in 2008 and has demonstrated sustained leadership and commitment ever since. This has been important to the success of implementing INFFER. The CMA is now in the fifth year of implementation of an asset-based approach with the INFFER team (starting with SIF3 in 2006).
INFFER has helped the North Central CMA move to investing in spatially explicit assets. It has encouraged a major cultural shift to being explicit about what is valued and why and what strategies will work and why. It has enhanced due-diligence in relation to investment decisions. It has also encouraged more appropriate target setting and measurement in monitoring and reporting. 

The initial benefit of adopting INFFER has become clearer over time. Cultural change took 2-3 years for acceptance of the increased rigor, justification and scrutiny of projects. There is now acceptance of the benefits of stronger targeting of investment. 
Community involvement in identifying significant assets has been a major benefit of using INFFER. Local knowledge is now used much more strategically in identifying regionally significant assets and priorities. Prior to INFFER the reasoning behind investment was often poorly understood by the community and often not documented well by the CMA. INFFER has also required all asset-based investments to be underpinned by sound scientific and economic understanding. 

The medium to long-term benefits are starting to be realised, with INFFER embedded into the organisation’s governance arrangements. INFFER is central to the project investment cycle for asset-based projects. INFFER requires a substantial mindset change away from current approaches and such change can take years, depending upon the openness of people to new ideas and their willingness to question current approaches.
In summary, INFFER has put the North Central CMA in a much stronger position to respond to new funding opportunities. As part of this readiness, the CMA has a number of well assessed, cost-effective projects ‘in the drawer’, ready to present to funders. Unlike many CMAs, North Central has been able to maintain its funding level over the past few years.
‘INFFER provides a decision making framework which when applied with good information and knowledge can yield simple but often profound results to guide investment in environmental protection.’ 
Damian Wells CEO North Central CMA  

York Plains Wetlands (NCCMA)
The York Plains wetlands are in the Avon-Richardson catchment in the North Central CMA region. They are approximately 1000 ha in area and are regarded as a significant environmental asset by the local community, with important ecological and cultural values. The wetlands are located on private land within a prime cropping and grazing landscape, involving about 10 landholders. 
Initially the significance and value of the wetlands was not recognised by the Victorian government and the wetlands were not listed on any state register. York Plains was identified as being of high priority by the community and in an initial appraisal by North Central CMA. Subsequent hydrological research and modelling suggested that it was technically and socio-economically feasible to protect the asset to achieve a meaningful environmental goal.
A detailed INFFER analysis was conducted and a business case for investment was put forward to the Victorian government. The project was initially rejected on the basis that York Plains was not on a state register and perceived difficulties associated with private land agreements. Persistence by the CMA, including an ecological assessment which established the value of the asset, and the strong evidence-base established by the INFFER analysis, resulted in the CMA obtaining Victorian Government investment, with feedback that the project application was the best that the agency had ever received.
There has now been three years of concentrated, successful project implementation for the York Plains. Key actions include grazing management, weed and pest animal control, establishment of perennials to replace cropping. A key element of the project has been the development of long-term stewardship agreements, legally binding on land titles for changed management. There is a significant level of payment to the small number of landholders involved. The approach is profoundly different to most CMA investments where agreements are often short-term and non-binding.

INFFER has also focused attention on the need for good-quality information, and has provided opportunities for adaptive management. For example, preliminary analysis revealed some key knowledge gaps around benchmark ecological condition and groundwater behaviour. Investigation into these helped inform the CMA about project actions leading to adaptations during implementation phase.
As a clear, SMART goal was developed, this has helped inform the monitoring program to assess improvements in the asset over time. INFFER has assisted with the development of a straightforward monitoring and evaluation plan which has been easy to develop, carry out and report on. unlike most traditional projects.

The York Plains project was costed at $3.775 million (total costs), with a Benefit:Cost Index of 1.7. The fact that the Victorian Government has made such a major direct investment of public money into privately owned wetlands is very significant. It would not have occurred without the INFFER analysis and a great deal of persistence by the CMA.
Moolort Wetlands (NCCMA)

Similar to the York Plains, the Moolort Wetlands are a complex of approximately 50 wetlands on private land, on the Victorian Volcanic plains. The area is a highly productive mixed farming landscape, largely for cropping and grazing, and as such, has been extensively cleared for agriculture. The wetlands are predominantly shallow freshwater meadows and Red-gum wetlands, which are highly depleted across the state. Few of the wetlands in this area are recognised on the state wetlands register, although significant biodiversity values are found within them, especially for migratory, colonial nesting and nomadic water birds. They also have significant cultural heritage value. Threatened species such as Brolga and Painted Snipe have recently been sighted. Key threats are habitat destruction from cropping, overgrazing, weed invasion, pest animals, and altered hydrology, including drainage. While the complex has long been recognised as a highly significant asset, landholders have been unable to access funding to a sufficient scale beyond ad hoc, temporary protection of a small cohort of wetlands managed by sympathetic landholders.

An INFFER assessment has been completed to assess the cost effectiveness of protecting the entire wetland complex. The Benefit:Cost Index of this assessment is 4.4 with a total project cost of $2.6 million. In September 2011, funding of $919,000 was announced through the Caring for our Country competitive process for the project making it the third largest single investment nationally from this funding round. 

Key actions include grazing management, pest plant and animal control, reinstatement of hydrological regimes and long-term stewardship payments. The North Central CMA will partner with the Moolort Landcare Group, Trust for Nature, Birds Australia and the Shires of Mount Alexander and Central Goldfields in implementing the project through the establishment of a conservation management network. 
Gippsland Lakes

An INFFER analysis was conducted in partnership with the Gippsland Lakes Task Force (GLTF) to assess the feasibility and cost-effectiveness of achieving an agreed target of 40% phosphorus (P) reduction over 20 years for this nationally significant asset..The approach used was adaptive and participatory, involving approximately 40 stakeholders and researchers. The methods used included collation of research and other knowledge, as well as stakeholder workshops with individual follow up to agree on the scope of the analysis and provide expert input on the assumptions required. Multiple P reduction scenarios were assessed.
Overall, the analysis indicates that:

· 4% P reduction in the load entering the Lakes can be achieved with no public cost. This is due to voluntary actions of a minority of landholders. The other scenarios listed below include this amount of P reduction.

· 10% P reduction (i.e. an additional 6%) is achievable at a cost $16.5 million (calculated in present value terms over 20 years). The initial up-front cost is $10.3 million and the BCI is favourable at 2.6 (Note: BCI values greater than 1 indicate that benefits exceed costs.)  

· P reduction of 20% can also be achieved cost-effectively (BCI 1.0) at a present value cost of $80.2 million ($54.0 million upfront cost assumed over 5 years followed by maintenance costs). 

· Whilst it might be technically feasible to achieve 40% P reduction, the cost is enormous ($994 million over 20 years) and the BCI is extremely low (0.02). It would require paying the full costs of BMP implementation in the dairy and beef/sheep industries, enforcement of existing regulations on nutrient emissions, and partial land-use change away from agriculture (the least-cost option calculated to be retirement of 2,415 ha irrigated dairying) .

The results for 10% and 20% P reduction scenarios provided the GLTF the basis to develop a business case for higher public investment. The results clearly showed that pursuing a 40% P reduction is not cost-effective. It provides a basis to discuss whether the 40% P reduction target should be retained, and/or some realism about achieving it. If retained, then very much greater funding will be required, as will managing the resulting social, economic and political challenges associated with large land-use changes away from agriculture.

The analysis has provided an indication of the real cost of achieving goals, has assisted the Australian and Victorian governments to re-consider the setting of water quality target setting in a more integrated way.
Due to government changes and uncertainty around institutional and personnel arrangements, the GLTF has not been in a position to take full advantage of the analysis as yet.  So far it has been used to help the West Gippsland CMA reconsider its emphasis on current nutrient reduction strategies.

The Gippsland Lakes analysis is having some tangible national and international impacts:

· The Australian government has requested an INFFER analysis be conducted as part of a water quality improvement plan for Corner Inlet

· DSE has requested INFFER be used in a preliminary way to assist with development of the Westernport Bay flagship asset-based approach in partnership with Melbourne Water, and the Port Philip and Westernport CMA

· There is interest from Queensland Department of Environment and Mines to explore the possibility of using INFFER to help with policy development in the Great Barrier Reef

· International interest from Canada. There is a formal request to do a similar analysis to help the Manitoba and Canadian Federal government think through policy strategies for water-quality improvement in Lake Winnipeg.
Rangelands NMR group, Western Australia
Rangelands NRM is the largest NRM region in Australia but it is supported by only a small number of staff and a very limited budget. There was no list of spatially explicit assets prior to involvement of INFFER team. Previous investment was based on historical priorities, spread thinly across the landscape. 
The region was keen to develop a targeted asset approach for the Murchison-Gascoyne region. Managers were keen to use INFFER to involve community and agency staff in asset identification. The INFFER team conducted an asset identification workshop involving pastoralists, local government, state agency staff and other community members. Approximately 40 significant assets were identified across different classes and scales. These assets were prioritised using the INFFER filtering process, resulting in less than 10 assets being deemed suitable for detailed analysis. One asset, Lake Nallan was selected as it was identified for development of a detailed Project Assessment Form (PAF) as it has very high significance, very high threat and strong feasibility for improvement. A PAF is under development to guide an investment proposal to the Commonwealth and Western Australian State government. 
The initial asset identification and filtering was completed in a single day. The process demonstrated the value of capturing local knowledge about asset values, threats and effectiveness of interventions. There was good agreement between stakeholders and strong recognition that a targeted approach to investment was needed to provide a better return on investment with a very limited budget. The Rangelands NRM group has been encouraged by the process to develop a live database of significant assets and intends to apply INFFER on an ongoing basis. The use of INFFER in Rangelands has enabled an organisation with modest resources to rapidly and effectively develop a sound and targeted proposal for investment. 
Corangamite CMA, Victoria
Corangamite CMA had previously developed a priority asset list for the region. It used INFFER to assist with an assessment of the Lake Connewarre wetland complex which has been the subject of intense local attention for many years. This wetland complex is one of the most valuable natural areas in the Corangamite CMA region, being recognised at local, state, national and international levels for its important flora and fauna, particularly waterbirds. The wetland complex is a 4,228 hectare coastal wetland system located on the southern Bellarine Peninsula, consisting of 3,410 ha of public land with the remaining 818 ha in private ownership. The complex includes Lake Connewarre itself, and a cluster of fresh and saline wetlands surrounding the lake (including Reedy Lake, Hospital Swamp, Salt Swamp, the estuary of the Barwon River and Lake Murtnagurt). In addition to the wetlands and lakes, the complex also includes important remnant native vegetation.

Disputes about the Lake Connewarre complex have been about amenity, ecological value and accessibility. With the long dry period Lake Connewarre has become shallow and some recreational uses (e.g. sailing) are no longer possible. This has led to proposals to dredge parts of the lake to deepen it and allow these recreational uses to be restored. Another local concern has been the odour from rotting weed and algae along the shoreline of Lake Connewarre.
The focus for this analysis was to develop a business case for the management actions that are necessary to maintain the ecological values of the wetland complex to be used to refine current management and to plan (and seek support for) future actions.

Two scenarios were assessed. In one scenario, private land adjacent to the complex was purchased while, in the other, management agreements on the private land were put in place. The first scenario was expensive ($25 million) and with a moderately poor BCI (0.5), whereas the second was cheaper ($5.3 million) and was assessed as being cost-effective (BCI 1.4).

The analysis highlighted that information gaps were a significant challenge. There were several information gaps relating to native vegetation, weed management and the landholder agreements but these were all judged as manageable within the operation of the project. However, gaps in knowledge about water quality were so significant that the analysis revealed the CMA would need to conduct baseline monitoring before it could develop a sound business case based on water quality.
The results of the INFFER analysis were presented back to a stakeholder meeting and to the Corangamite CMA Board. The CMA was pleased to have a stronger basis for developing cost effective options for future investment in protecting the values of the wetlands. As a result of this project the CMA is now using INFFER for the development of another major project centred on the Aire River estuary. 

Central West CMA, NSW

The Central West CMA adopted INFFER in 2009 to underpin the development of their Catchment Action Plan (CAP). Their interest in INFFER was based on a desire to improve their community consultation. They were also prepared to question their previous reliance on extension and small temporary incentives for delivering NRM outcomes. The INFFER team delivered a two-day training program for CMA staff and partner agencies. The CMA then conducted 13 community workshops across the region to identify significant environmental assets. Over 300 community members attended the workshops and approximately 400 assets were identified. These assets were filtered at a two day workshop with the results used to inform CAP priorities. 
The application of a spatially explicit asset-based approach is less well developed in NSW than Victoria. Overall CMA budgets have declined significantly in the last three years which puts significant limitations on their ability to maintain on-ground projects. Without stronger signals from the state and the Natural Resources Commission, we suspect that the application of INFFER is likely to be restricted to initial asset identification, rather than detailed assessment of projects, although there may be opportunities in certain cases, such as the development of Caring for Our Country competitive bids.

Compatibility of INFFER with the Caring for Our Country application form
The Caring for Our Country assessment criteria are highly compatible with INFFER. There is strong potential to use INFFER to provide quality assurance and confidence for the Australian Government in achieving environmental outcomes. 
	Caring for Our Country Investment Principles
	Complementarity with INFFER

	Demonstrated capacity of applicants and/or partnership to deliver results and manage contractual obligations 
	INFFER doesn’t consider this explicitly 

	Demonstrated technical feasibility 
	Technical feasibility, justification and documentation of effectiveness of works are crucial components of INFFER

	Relevance of proposed activities to the chosen targets 
	Description and justification of works and actions to achieve a stated goal

	Engagement with relevant stakeholders and partners 
	A full INFFER process involves engagement of stakeholders and partners

	The most effective delivery mechanisms 
	This is a particular strength of INFFER where policy mechanisms identified through the Public:Private Benefits Framework

	Scale and degree of intervention proposed 
	Specific works described, another of INFFERs strengths in transparency

	The likely degree of adoption where relevant 
	Adoptability of works and actions, cooperation by partner organizations and political constraints are all documented

	Potential to raise community awareness and enhance skills, including for Indigenous groups where appropriate 
	The full INFFER process involves engagement of stakeholders and partners

	The proposal is based on the best available science at the time and builds on the collective knowledge of what works best 
	INFFER as a whole provides this and the evidence-base is documented in the project assessment form

	The maintenance of benefits into the future (where appropriate)
	Long term funding required to maintain benefits, along with chance of obtaining this funding is documented 

	Alignment with national strategies where appropriate, such as the National Biodiversity Strategy or the Australian Weeds Strategy 
	INFFER does ask for this explicitly, but the information is included in section 1 of the project assessment form

	The risk of activities not being able to proceed as planned and the risk mitigation plan in place 
	Socio-political risks and risk of technical failure is explicitly addressed and taken into account in calculating the BCI

	The public/broader community benefit derived from the project. Cost sharing arrangements need to account for the levels of public and private benefits to be obtained.
	The Public Private Benefits Framework is used to inform policy choice selection. The BCI is calculated based on the important factors that need to be considered

	Value for money: Proposals that achieve the greatest benefit against targets, for every dollar invested, will receive a higher priority. 
	The BCI represents the benefits of a project divided by the costs of the project and is calculated for every INFFER project. The BCI indicates which of the projects should be higher in priority for public investment. 


Department of Sustainability and Environment, Victoria
The Victorian Government through the Department of Sustainability and Environment (DSE) and the Department of Primary Industries (DPI), has been moving toward a more targeted, asset-based approach to environmental works. INFFER has had a significant impact on Victorian Government policy and has assisted in developing an asset-based approach to investment.

In 2009 DSE made a decision to encourage Victorian CMAs to use INFFER. The following are quotes from the State’s White Paper on biodiversity, published in December 2009 “INFFER will be utilised for the next five years or until an alternative is developed”, “Utilise INFFER and further develop other decision support tools for applying asset-based approaches to planning and investment”, “Provide training and support in the application of INFFER and other decision support tools by 2011”. 

Despite a change of government, the new Victorian government remains committed to using an asset-based approach. The INFFER team has had significant impact in several areas within DSE, including providing advice to the Natural Resources Investment Program regarding appropriate assessment criteria for asset focused projects within the Victorian Investment Framework.

Canada
There is strong interest in INFFER in several provinces. INFFER team members have now travelled to Canada four times to provide briefings and training. A summary of impact to date is:

· Alberta stakeholders are now sufficiently familiar with INFFER to make decisions about future work.  Use of INFFER in further development of Alberta’s new Land Use Framework appears likely.  A major Non-Government Organisation in Alberta (Land Stewardship) will pursue INFFER in collaboration with the Government of Alberta;

· At least one of Manitoba’s CMA equivalents (Conservation Districts) is now using INFFER to help make decisions about water-related projects;  
· The Manitoba and Federal governments will commission a major study (based on our previous integrated analysis of water quality in the Gippsland Lakes) on achieving water quality outcomes on Lake Winnipeg;
· The Saskatchewan government and watershed authorities are interested in pursuing INFFER. The Albertan, Manitoba and Saskatchewan governments put up a tri-province proposal to the Federal government in 2010 to trial INFFER. A change of government meant that no projects were funded under the previous round which has slowed progress, but all governments remain strongly interested.  
· In British Columbia a collaborative project involving the University of Alberta’s Institute for Land Use Innovation, a farmer group and the British Columbia government appears likely.  
· Ontario has expressed initial interest in INFFER and a couple of Ontario government/University of Guelph pilots are being investigated.
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