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1
Introduction

1.1 Purpose of the document

The Project Initiation Document (Lite) consolidates information required regarding the fundamental aspects of the project and is the basis against which the project is evaluated and prioritised.
· Why is this project important
· What will the project do, what outcomes will be delivered, what are the success factors and risks
· How much will it cost, what resources are required
** This document is a “lite” version of the full Project Initiation Document (PID) required when initiating the project fully. The full PID contains additional information.
· How will the project be implemented, how will it be managed

· When will the project be implemented

· Who will be involved and who will be impacted

1.2 Executive Summary

1.2.1 The Aquadrome is the district’s most popular open space and is visited by a large number of residents as well as by visitors from further afield.  The site hosts a number of users groups ranging from the Bury Lake Young Mariners and the Nomad Kayak Club to the Colne Valley Special Sailors (a sailing club for disabled users) and the Uxbridge Rover Angling and Conservation Club.

1.2.2 Historically the Aquadrome has suffered from high levels of blue-green algae.  It is now hoped to utilise ultrasound technology, in conjunction with a product that will remove nutrients from the bed of the lakes, to effectively control the levels of blue-green algae in Batchworth and Bury Lakes at the Aquadrome.

1.2.3 Liquid-Live Micro-Organisms (LLMO) have been utilised to treat the lakes, with varying degrees of success, until the last two years when the Aquadrome has suffered with persistently high levels of blue-green algae throughout the summer and in to the autumn.  A new method of control is now sought.

1.2.4
Ultrasound technology, in combination with a product that the will digest nutrients from the bed of the lakes, should be a more reliable way to control the levels of blue-green algae.
1.2.5
By controlling the levels of blue-green algae in Batchworth and Bury Lakes the Aquadrome should remain safe for all users groups/licensees based on the lakes, the general public and the wildlife of the area.
1.3 Project Objectives

1.3.1
The overall objective of this project is to effectively control levels of blue-green algae in both Batchworth and Bury Lake at the Aquadrome so that it remains safe for all user groups/licensees, the general public and wildlife.
1.4 Current issues and priorities

1.4.1 This project relates to the following Strategic Themes and Aims:

1.3
We will reduce health inequalities, promote healthy lifestyles, support learning 
and community organisations
1.3.1
Improve and facilitate access to leisure and recreational activities for adults

1.3.5
Work with the Community and Voluntary sector to meet the needs of local 


communities

2.1
We want to maintain a high quality local environment and reduce the eco-


footprint of the district

2.1.1
Maintain the number of accredited open spaces, parks and woodland areas
3.1
Economic prosperity – support for business and local economy

4.1
Customers – We will deliver our services to a standard that meet the needs 


and expectations of all of our customers

4.1.1
We will strive to improve and maintain service standards for all services

4.1.2
We will strive to improve and monitor customer satisfaction

4.1.3
We will inform and update customers about the council’s work and services

4.2
Governance – We will manage our resources to deliver our strategic priorities 


and service needs

4.2.1
We will manage our financial resources to deliver value for money

1.4.2 The ultrasound units, in conjunction with a product that will help remove nutrients from the bed of the lakes, will help control levels of blue-green algae in Batchworth and Bury Lake so that the Aquadrome is safe for all site users, including the users groups/licensees and the general public, as well as the wildlife that uses the Local Nature Reserve.
1.4.3 Ultrasound units were installed on Batchworth Lake in 2016 and it is now hoped to install ultrasound units on Bury Lake in order to help control levels of blue-green algae.

1.4.4 As both Batchworth and Bury Lake have high nutrient levels, which the blue-green algae feed upon, it would also be beneficial to apply a product to both lakes which helps to remove some of these excess nutrients.  Such a product would be applied twice a year, once in the spring and once in the autumn.
1.5 Implications of project not being complete

1.5.1 If ultrasound units are not installed on Bury Lake and nutrient levels are not reduced in both lakes then it is very likely that the levels of blue-green algae will become elevated above the World Health Organisation (WHO) guidance level.  This may result in:

· The suspension of activities on the lake (eg Bury Lake Young Mariners, Colne Valley Special Sailors, Rickmansworth Waterski Club, Uxbridge Rovers Angling Club, Nomad Kayak Club and the Remote Control Yacht Club) due to the potential for skin rashes, eye irritation, vomiting, diarrhoea, fever and muscle and joint pain.
· If levels of blue-green algae become very high and bloom this could lead to oxygen levels in the water crashing which would have adverse effects on the wildlife.  For example, fish may die.
· During times of elevated blue-green algae levels a scum can develop on the surface of the water and toxins occur in a gas which is given off by the blue-green algae.  This not only looks unsightly but can affect users.
· Dog owners would need to keep their pets out of the water due to the potential for fatal effects to the liver and nervous system damage.
2 Business Case

The business case for the project is about supporting strategic objectives relating to organisational efficiency and effectiveness and use of resources.  

Why should this project be undertaken?
· To maintain a safe and attractive site for all of the user groups/licensees that have a licence in place with the council, the general public who use the Aquadrome on a daily basis as well as the wildlife that makes use of this Local Nature Reserve.
How will project success be measured?

· Water samples will be taken from both Batchworth and Bury Lake, on a monthly basis, in order to monitor the levels of blue-green algae.  The levels should remain below the World Health Organisation (WHO) guideline value.
2.1 Project Definition
2.2 Outputs and Outcomes

Outputs
· To maintain the level of blue-green algae in Batchworth and Bury Lake at the Aquadrome below the World Health Organisations (WHO) guideline value.
Outcomes

· All user groups/licensees are able to continue their water based activities.
· The Aquadrome remains open for the general public to enjoy.
· Wildlife is not adversely affected by elevated levels of blue-green algae.
2.3 Benefits

The benefits from this investment are:
· Blue-green algae levels maintained below the World Health Organisations (WHO) guideline value

· A long term financial saving to the council

· Improved public perception of the Aquadrome

· User groups/licensees are able to use the lakes for their water based activities throughout the year without any issues or closure of the lakes
· The general public are safe to use the Aquadrome throughout the year

· Wildlife, such as fish and wildfowl, are not put at any risk due to elevated levels of blue-green algae in the lakes

Water samples will be taken on a monthly basis.  The accompanying reports will identify the level of blue-green algae in the lakes so that the site can be monitored.
The council has been paying around £35,000/annum to treat Batchworth and Bury Lakes with Liquid Live Micro Organisms to try to control the levels of blue-green algae.  Ultrasound units were installed on Batchworth Lake during 2016.  Two ultrasound units would be required for Bury Lake and would cost around £26,000 each.  It would be highly advantageous to treat both of the Aquadrome lakes with a product that would help reduce the level of nutrients on the lake beds (which the blue-green algae feed off); this would cost around £11,000 per treatment of Batchworth Lake and £15,500 per treatment of Bury Lake.  Both lakes would need to be treated twice a year.  As such, once the ultrasound units were purchased there would just be the annual cost of the nutrient removal product to account for.
3 Project Costs

The projected costs for the project are:

One off purchase:

Purchase of two ultrasound units for Bury Lake:




£52,000

Annual costs:

Annual treatments to reduce nutrient levels in Batchworth Lake:


£22,000

Annual treatments to reduce nutrient levels in Bury Lake



£31,000
Water monitoring (monthly samples throughout the year)



£1,700
Annual service, winter storage and spring reinstallation of all ultrasound units:
£1,900
There is an existing budget of £35,000 for the treatment of the lakes.  As such an additional £73,600 is sought for the project (£52,000 for the ultrasound units and £21,600 towards the removal of excess nutrients and maintenance/monitoring) in year one.  Subsequent years would only require an additional £21,600 per annum.
3.1 Financial viability

It will cost around £52,000 to purchase two ultrasound units for Bury Lake.  The annual removal of nutrients will cost in the region of £53,000.  These will work in conjunction with the ultrasound units on Batchworth Lake to help control the levels of blue-green algae across the Aquadrome.  Previously the council has been paying approximately £35,000 per annum to treat the lakes with Liquid Live Micro Organisms which, in recent years, has not been successful.
3.2 Resources and skills

Contractors will be appointed to supply, install and maintain the ultrasound units.  Contractors will also be appointed to supply and treat the lakes with a product that will help remove excess nutrients from the bed of the lakes at the Aquadrome.

The project will be overseen by TRDC staff.

Has the project been agreed by the Head of ICT?

	Yes
	

	No
	√


3.3 Equalities

Is this project responding to an Equality Impact Assessment?

	Yes
	

	No
	√


If yes, please provide brief details of the EIA… ______________________________________________________________________________________________________________________________________________________

Has an Equality Impact Assessment been undertaken for this project?

	Yes
	

	No
	√


If yes, what are the outcomes and how do these link to the project?
______________________________________________________________________________________________________________________________________________________
3.4 Risks

Initial Risk Log
Likelihood and Probability Key
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	Risk
	Level of Risk
	Required actions
	Owner

	
	Impact
	Likeli-hood
	
	

	1) Procurement and installation miss key dates or project does not adhere to the project timetable.
	III
	D
	Regular meetings between TRDC and the contractor.
	Julie Hughes

	2) Closure of the lakes due to excessive levels of blue –green algae and licensees unable to undertake water sports if blue-green algae levels are not successfully controlled.
	III
	B
	Water monitoring takes place on a monthly basis.

TRDC process in place for alerting users groups/licensees and the general public of elevated blue-green algae levels.

Each licensee to have risk assessments in place.
	Julie Hughes

	3) Restricted use of the lakes due to elevated levels of blue-green algae.
	III
	B
	Water monitoring takes place on a monthly basis.

TRDC process in place for alerting users groups/licensees and the general public of elevated blue-green algae levels.

Each licensee to have risk assessments in place.
	Julie Hughes

	4) Death of wildlife in the lakes due to blue-green algae blooms.
	III
	C
	Water monitoring takes place on a monthly basis.

Liaise with the appropriate organisations regarding oxygenation of the lakes.
	Julie Hughes

	5) Poor public perception of the council and the Aquadrome if the blue-green algae blooms.
	II
	D
	Water monitoring takes place on a monthly basis.

TRDC process in place for informing the general public of elevated blue-green algae levels.
	Julie Hughes
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