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1.0 FINAL REPORT
1.1 Project Administration Details

Grant Details

	Project Title:
	Horticulture NRM Initiative

	Proponent Organisation:
	Horticulture Australia Ltd

	Project Start Date:
	February 2005

	Project Completion Date:
	June 2007


	Please provide a brief project description.

	The Horticulture Natural Resource Management (NRM) Initiative emphasised horticulture’s role as a responsible manager of resources and built on knowledge about sustainable management within a catchment context. It was managed by HAL in partnership with industry, and involved growers, technical advisers, and industry groups, as part of the Horticulture for Tomorrow program. The Initiative has been supported by the Australian Government, through the National Landcare Program (NLP) - Sustainable Industry Initiatives. 
The Horticulture NRM Initiative proposed to;

· Develop a national Horticulture Natural Resource Management Strategy; and 

· Pilot the development of industry, industry cluster or regional NRM plans that design, record and initiate complementary programs for on-farm change. 




Financial Statement

	Total Sustainable Industry Initiatives funding received:
	$450,000


1.2 Project Performance

Performance against Objectives, Milestones and Key Performance Indicators
	Describe (providing evidence) how your project performed against the objectives, milestones and key performance indicators listed and signed onto in the Funding Agreement. Also state if the time frames and expected outcomes of the project were met.

	Anticipated Outcome

Assessment

Efficiency & Effectiveness

Individual horticultural industries are now being encouraged to build components of the NRM Strategy into their industry plans as they come up for periodic review. This will result in a more concerted effort within horticulture regarding natural resource management.

HAL is also exploring ways to extend the operations of the Industry Leadership Group (ILG) and expand their role to include being a mentor for the implementation of the Strategy. This will result in more encouragement for horticultural industries and increased coordination between them.

The success of the Regional Industry project workshops has sparked interest in establishing a technical forum for people working in NRM across all horticultural industries in Australia.

Collaboration

The Industry Projects have undoubtedly enhanced collaboration between industry and other stakeholders on NRM matters. A highlight has been the decision of the Condamine Alliance to establish a three year project to that end, stimulated by this work.

Better, and More Programs

It is too early to assess this aspect of the initiative. Some new programs will unfold (eg chemical handling courses in the Kimberley), but generally, more time will be required for new programs to be initiated. It can be expected, with reasonable confidence, that projects emanating from this work will be better targeted than they may otherwise have been.

Confidence

Searching for links between programs, on-farm change and environmental outcomes has given people enhanced insight into how systems operate. It may have exposed knowledge gaps and shortcomings in plans, but has built the capacity of those associated with the horticulture industry. 

The Horticulture Australia Council (the policy arm of horticultural industries) will draw from the NRM Strategy to develop a set of NRM policies. 

While not always providing a clear answer to NRM questions, this work has increased understanding and with that, confidence.

Appreciation of Industry

There has been anecdotal feedback that the NRM Strategy has been well received when used by industry with external stakeholders.




Programme Objectives

	Demonstrate how your project contributed to the objectives of the Sustainable Industry Initiatives (page 7) and the National Landcare Programme (page 10). Briefly describe the broader significance of the project outcomes for sustainable agriculture and NRM.

	The Horticulture Natural Resource Management (NRM) Initiative was initiated to emphasise horticulture’s role as a responsible manager of resources and to build on knowledge about sustainable management within a catchment context. It was managed by HAL in partnership with industry, and involved growers, technical advisers, and industry groups, as part of the Horticulture for Tomorrow program. 
The Horticulture NRM Initiative proposed to;

· Develop a national Horticulture Natural Resource Management Strategy; and 

· Pilot the development of industry, industry cluster or regional NRM plans that design, record and initiate complementary programs for on-farm change. 

It was anticipated the development of the national and regional / industry strategies would contribute to;

· Improved efficiency and effectiveness in horticulture’s environmental initiatives; linking the environment with production and profit goals;

· Increased collaboration between horticultural industries and with governments, communities, catchment plans and markets;

· Better targeted Natural Heritage Trust (NHT) and National Action Plan (NAP) programs with greater on-farm application for horticultural industries; 

· Improved certainty and confidence for horticultural industries in dealing with environmental issues;

· Better appreciation by governments and communities of the environmental issues relevant to horticultural industries; and the thoroughness with which they are managed and

· More industry NRM programs and increased capacity building and support for growers; for improved on-farm management and better catchment outcomes.

The projects aligned well with the key objectives of the NLP Sustainable Industries Initiative;

i. Widespread recognition of industry practice as sustainable and demonstrating best practice excellence.

ii. Increased number of resource managers and industries adopting natural resource management and sustainable agricultural practices.

iii. Greater participation in regional NRM planning and implementation processes.
The development of the Horticulture Natural Resource Management Strategy was in line with objectives i, and ii. The regional / industry projects focused on objective iii.




Planning Processes

	Describe the success of the project Implementation Plan, Risk Management Plan and Communication Plan.

	The implementation and management of the Initiative was successfully driven by the HAL Environment Portfolio Manager, as part of Horticulture for Tomorrow. Planning at the beginning of the initiative was vital to ensure application and successful achievement of proposed outcomes. Strategic direction was provided by a leadership group, a communication component was developed and a project facilitator appointed to manage all aspects of the initiative.

Strategic Direction

Strategic advice was provided by the Horticulture Industry Leadership Group (a collective that advises HAL on NRM projects such as the Horticulture Environmental Assurance Guidelines that were developed through the Industry Pathways to EMS program of the NHT). The chair of the ILG (Jack Sinden) also chaired the Industry NRM Groups workshops and gave ongoing advice and direction during the development of the NRM Strategy and reports such as this.

Project Facilitation

HAL engaged Peter Day to develop the NRM Strategy and provide advice and assistance in facilitating the Regional Industry projects. This facilitation was vital to ensure the collaboration and organisation of all aspects of the initiative – both in the extensive industry consultation process for the NRM Strategy and the ongoing management of the NRM Groups progress. Alison and Peter visited most (but not all) of the projects about a third of the way through the initiative to confirm the approaches being employed and the outputs to be provided. 
Communication

Communication was also a key component of the initiative.

A Communication package was developed for the Industry NRM Groups, and introduced to the group coordinators at the Workshop 7th-8th December 2005. Communication is a vital component of any program and ensures consistency of messages and should help promote the program both internally (industry leaders and growers) and externally (Government and other environmental representatives). Due to the fact that the coordinators of the NRM Groups were responsible for a great deal of communication, it was vital to ensure there was a measure of consistency across the groups. 

The Communications Package developed included a Two-page summary of the NRM program; Media Program outline; Final version of the media release on the new initiatives; Background document (includes summary of each group); Key Messages for the initiative; Powerpoint slides for use in promoting the initiative; Branding document; Logo requirements (NLP Recognition document); Draft NRM Strategy; and the NRM Strategy brochure. 




1.3 Outputs Produced

	What has the project produced? How has the product been used so far and how will it be used in the future?

	There have been a number of documents developed as part of this project, all of which have been submitted and accepted by DAFF over the life of the initiative (two years). 

A list of these outputs have been provided below for reference (all can also be located at www.horticulture.com.au/environment ):

· Horticulture NRM Strategy

· Horticulture NRM Initiative brochure

· Communication documents

· Communication plan

· Media releases

· Website (NRM Initiative page - www.horticulturefortomorrow.com.au )

· Quarterly Reports (5 submitted – June 05, Sept 05, Jan 06, June 06 and Sept 06)

· Industry NRM Group Evaluation Reports (one for each of the seven Industry NRM Groups) 

Each document has been used in promotion and extension of NRM activities within the horticulture industry both to internal industry audiences and external stakeholders. 

The Horticulture NRM Strategy is the most promoted and utilised document. The development of the strategy was a key objective of the initiative and it was developed over a year of the project, due to the extensive industry consultation that was undertaken. The Industry Leadership Group signed off on the final version of the document and it was launched in September 2006 by the Parliamentary Secretary for Agriculture Fisheries and Forestry, Sussan Ley in Victoria’s Yarra Valley.

Ms Ley stated that "the launch of the NRM strategy is an important landmark for industry. The strategy is a statement from the horticulture industry that it is willing to take ownership of natural resource management issues and find solutions that benefit the industry and the broader community.”
Since that time the Strategy has been promoted to horticulture industry leaders with the recommendation that the objectives of the Strategy are incorporated into their individual industry investment plans. The positive response to the document has been great to see – with industry supportive of the Strategy and its objectives.




1.4 Industry Uptake and Partnerships
Industry Involvement

	How were industry and community involved in this project? How have the project outcomes contributed to industry and community needs? Describe uptake and use of the project activities and/or outcomes by industry/land managers/others.

	As part of this project a number of regional Industry NRM Groups were established to help link horticultural growers and their management practices with catchment management initiatives. The aim was to establish close working relationships to ensure industry and catchment managers agreed on: 

· the environmental targets to be achieved for local catchments; and

· the programs that will be needed to assist growers if industries are to contribute to improving catchment health.

The focus of the regional groups was to generate more targeted assistance for growers through programs like the Natural Heritage Trust (NHT) and to ensure that environmental targets being set for catchments are realistic from an industry perspective. 

Selection and establishment of Industry NRM Groups:
A call for expressions of interest for involvement in the Industry NRM Groups was communicated to industry in Jun-Aug 2005. 

There were 16 expressions of interest received, many of which submitted evidence of catchment management support and industry support. Seven Industry NRM Groups were selected and established in September 2005. The groups were: the Kimberley, WA; Yarra Valley, VIC; Mary-Burnett, QLD; NSW Central Coast; Sunraysia, VIC/NSW; Mt Lofty, SA; and the Condamine, QLD. These groups include a large cross section of horticultural industries including vegetables, macadamias, pineapple, citrus, table grapes, nursery, apples and pears, potatoes and stonefruit (see Appendix 1: Regional Industry NRM Groups).
Linking and Learning Workshops:

Three workshops have been held (Sept 05, Dec 05 and Sept 06) to bring together the Industry NRM Groups. 
Leaders from the projects met twice in national workshops early in the process, to familiarise themselves with the objectives, share ideas and information, and to plan the detail of their projects. Through that process they sharpened their focus to two questions;
1. What will promote greater industry participation in regional NRM planning and implementation processes?

2. Do processes like “Targets for Change” help?

“Targets for Change” is a process developed by the dairy industry with funding from the NLP. A report can be viewed at; http://www.dairyingfortomorrow.com/activities/products.php. The six step process converts resource condition targets to management action targets and helps design programs to promote any necessary on-ground change. Through the horticulture projects it was simplified to three more generic steps (as illustrated in Figure 3):

1. Management practices

2. Programs

3. Environment

Without the three aspects of Figure 3 being addressed there is limited impact on changing behaviours to ensure beneficial environmental outcomes.

The project leaders met again for a third time towards the end of their projects to share experiences and information and to evaluate those learnings. Much of this report draws on the outputs of the Evaluation Workshop (see Appendix 2: Workshop Notes).
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Figure 3: Horticulture’s targets for change

During the workshops there was considerable discussion on NRM extension processes that spawned the development of a draft (for discussion) framework for change – see Appendix 3. The need for such a framework had previously been identified in the NRM Strategy and was reinforced by discussions amongst the regional groups. Different regions were taking different approaches to promoting on-ground change (from an expectation that requirements for NRM accreditation would be a catalyst for change to an emphasis on identifying market segments amongst growers and promoting change differently to each). The development of common understandings was being retarded until these differences were acknowledged and explored. The draft is still “work-in-progress”. It attempts to draw upon past and recent learning and to develop a means to consider on-ground change programs that accommodates the diversity of approaches appropriate to different circumstances.




Industry Strategy

	Describe how the funding received has helped contribute to the industry’s broader NRM strategy (or key NRM goals). Now that the project is complete, what are the future priorities for NRM activity within the industry?

	The Horticulture NRM Strategy was developed over a period of 12 months with extensive consultation with industry. This involved both one-on-one interviews with industry members, meetings and written comments.

Steps in the development of the Horticulture NRM Strategy included:

· Literature review (Apr-Jun 2005): Review of industry strategic plans undertaken to set initial framework for the NRM Strategy. It showed that existing industry plans were cognisant of NRM issues though often short on detail regarding how to tackle the identified issues.

· An NRM Framework (July 2005): Presented to the Horticulture for Tomorrow Industry Leadership Group at their meeting held in Sydney 27th July for feedback prior to release to industry;

· Follow-up interviews (Aug-Sep 2005): Consultation with industry leaders was undertaken to ensure the strategy captured:

· the NRM issues faced by horticulture industries;

· what industries are doing to address them; and

· the type of programs the horticulture sector wants to develop in the future. 

· A Preliminary Draft Strategy (Sep 2005): Developed and circulated to interviewees (and HAC) for corrections;

· Presentation to industry (Nov 2005): A presentation was made by Peter Day and HAL Project Manager Alison Turnbull to a unique session titled Where to from here – one year on from the Horticulture for Tomorrow Industry Summit held on 16th November 2005 in conjunction with the HAL Industry Forum. This session was showcasing the current Environmental Portfolio to the horticulture industry, with attendees at the forum including all horticultural commodity representatives (CEOs and Chairs of Industry Advisory Committees), HAC and HAL Staff. The NRM Initiative, and more specifically the draft NRM Strategy, were presented at the meeting. Attendees were introduced to the draft NRM Strategy, and following the forum an NRM Brochure and the draft NRM Strategy were distributed to industry and wider stakeholders for comment. 

· ILG sign-off (Mar 2006): The ILG are the key drivers and owners of the Horticulture for Tomorrow program, and as such were the obvious representatives to sign off on the final document on behalf of industry. 

· HAL and DAFF sign off (Jun 2006)
· Launch (28th Sep 2006): On Thursday 28th September the NRM Strategy was launched by the Parliamentary Secretary, Sussan Ley, in the Yarra Valley, VIC. 
The NRM Strategy has been made available to industry via the Horticulture for Tomorrow website and via industry publications. Presentations have been made by the Project Manager Alison Turnbull to industry advisory committee meetings held July-September 2006 to provide an overview of the NRM Strategy. The industries presented to include vegetables, citrus and turf.

Industry leaders were often very familiar with specific issues and had a very thorough understanding of them from an industry context. There was also an appreciation that individually they had difficulty in moving forward and that communicating with communities, governments and markets was one of their major obstacles. 

Consequently, there was considerable interest in developing a national strategy to better coordinate their individual activities and to speak, on their behalf, to external audiences. The final Strategy is a synthesis of ideas gathered across the different horticultural industries. It can be viewed at; 

http://www.horticulture.com.au/delivering_knowhow/environment/nrm.asp?WebsiteSearch#a_2058  

The HAL Environment Portfolio will endeavour to drive uptake and investment in the NRM objectives described within the Strategy through industry groups and external stakeholder consultation. 




Project Partnerships

	Who were the project partners? Include a list of groups or individuals who contributed significantly to the technical, financial or administrative aspects of the project. Did the partners effectively play their role?

	The NRM Initiative has been managed by Horticulture Australia Limited (HAL) in partnership with industry.

Managed by: 
Alison Turnbull

Project Manager – Environment

Horticulture Australia Limited

Special thanks to Peter Day for the facilitation and development of the Horticulture NRM Strategy and coordination of Industry NRM Group activities throughout the life of this initiative.

This project has also been guided by the Horticulture for Tomorrow Industry Leadership Group (ILG), appointed by the Horticulture Australia Council (HAC) and HAL on behalf of industry. The ILG comprises:

· Dr Jack Sinden, University of New England (Chair)

· Neil Eagle, citrus grower, Barham NSW

· Jeffrey McSpedden, vegetable grower, The Lagoon, NSW

· John Gillet, macadamia producer, Brooklet, NSW

· Vicky Kippin-O’Connor, banana grower, Innisfail, QLD

· Stuart Swaddling, nursery owner, Annangrove, NSW

As part of the project, seven Industry NRM Groups were established and supported to address the issue of linkages between industry and catchments. Acknowledgement is given to those involved in the management of those groups, including:

· Yarra Valley, Victoria: 

· Alison Medhurst - Department of Primary Industries Victoria

· Doug Evans - Catchment Management - Port Phillip Western Port

· Central Coast, New South Wales:


· Joseph 
Ekman
- NSW Department of Primary industries

· Tony Wells - NSW Department of Primary industries

· Col Freeman - Landscape and Environmental Services

· Condamine, Queensland:


· Margie Milgate - Growcom

· Rowena  Beveridge - Condamine Alliance

· Penny Hamilton- Condamine Alliance

· SE QLD/Mary Burnett, Queensland:


· Margie Milgate - Growcom

· Patrick Logue & Jo Embury - Growcom

· Kim Jones - Australian Macadamia Society

· Sunraysia, Victoria:


· Charles Thompson - RM Consulting Group

· Clare Kelliher - RM Consulting Group

· Mt Lofty, South Australia:


· Trevor Ranford & Megan Howard - Apple & Pear Growers Association of SA Inc

· Kimberley, Western Australia:


· David McKerrell – KPIA

· Dick Pasfield





1.5 Communication
	How have you communicated your project outcomes? Can the learning’s be shared with other industry groups?

	Communication of the NRM Initiative and its outcomes is still occurring through presentation by the HAL Environment Portfolio Manager and others involved in the initiative.

A summary brochure and Powerpoint presentation have been developed at the completion of the initiative to sum up the key learnings and ensure they are communicated in a comprehensive but practical manner. These will be made available on the website.

As part of the initiative

A summary of the key learnings are below:
KEY LEARNINGS
Industry ownership

Industry networks have been pivotal to ensuring the success of this initiative. 

A key component of this initiative has been to ensure that industries (at all levels from leaders to growers) were engaged. The development of the national NRM strategy and the effectiveness of the regional groups were only possible with industry’s involvement to drive and influence them. Groups that had growers on a project steering group found the practical insight, experience and relevance that they added to be of considerable value. 

· For example, being introduced through industry leaders enabled targeted consultation to develop the NRM Strategy and gave growers and their representatives the confidence to be open and honest about environmental issues and their management.

Industry knowledge was also vital to gain industry trust. Industry members need to be sure that their interests are at the heart of the initiative’s focus. By using existing industry networks and structures, such as HAL and their peak industry members, it ensured that the correct approach and people were engaged to maximise grower involvement.

· As another example, being part of an industry structure, even though funded by regional NRM and SII programs, enabled Rowena Beveridge (Condamine Group) to identify, and have an open dialogue with, potato growers in the Condamine catchment about their management practices which had been the source of some public conjecture.

Having “focusing questions”

Using “focusing questions”, like those posed by the Targets for Change process, has been useful in testing how much knowledge and information is available for NRM. It has highlighted knowledge gaps and provided new insights with which to assess NRM programs and their likely effectiveness. It has also drawn attention to the importance of having good data on the environment and its management and being able to access it. Several projects found it labour intensive to track down information from different government sources. For example;

· In the Riverina, Charles Thompson was able to model (using a Bayesian Network) the potential effectiveness of alternative NRM extension programs in improving water quality and to provide well documented suggestions for variations to some resource condition targets.

· In the Yarra Valley, Alison Medhurst and associates were able (with some difficulty) to find a lot of data on the local environment, but were less successful in finding people who could interpret it to understand any links between on-ground management and resource condition.

· Operating in a region where horticulture was a small, scattered component of the landscape, Col Freeman (NSW Group) and others found it hard to apply the Targets for Change approach at a catchment scale, but very successful as a means of engaging growers in environmental management planning and action at a local scale.

Sharing the insight gained through “focusing questions” with local NRM bodies has improved the dialogue and understanding between them and industry.
Resources and support 

Horticulture is a dynamic industry made up of many commodity groups located in diverse regions around Australia. As a result of this complexity it is often difficult for industry to identify and be compatible with environmental funding programs. 

This NRM Initiative provided industries with the assistance they needed and has given them the opportunity to use seed funding to lever further support to address the issue of NRM within a regional location. For example;

· In the Ord River issues of chemical and nutrient levels in irrigation drainage water were understood by industry (the Kimberley Primary Industries Association) but there was no program in place to build the capacity of growers to address the problem. With assistance from SII funding Good Agricultural Practice guidelines were developed for growers and local TAFE resources have been enhanced to better deliver training and accreditation in the management of farm chemicals.

· In the Condamine the resources available to the SII project made it possible to locate useful data tied up in government departments though it wasn’t possible to reconcile differing views between agencies as to whether a significant water quality issue existed or not. It was also noted that “when targets are set that are too specific, they are sometimes uneconomical to achieve or the timeframes are impractical”. In an effort to make any targets more relevant to growers it was suggested they be simplified and summarised.

· In the SE Qld pineapples group there was anecdotal reference to former research that was reported to show high soil losses from pineapple production but no-one could find the data or provide a reference to reports or other documentation. This project enabled a survey of current growers (highlighting the shift of production from steep to less steep lands) and provided the opportunity to track down former researchers and their work. Their “lost” work is now available for review. These activities also led to greater collaboration between industry and NRM networks, with industry groups now beginning to be used for NRM programs. These linkages will open the door for greater industry liaison when water quality targets are set for local waterways.




1.6 Project Summary

	How would you describe the results of your project for interested parties? What do you think would be useful for them to know about your project? Provide a brief summary that outlines the objectives, activities and outcomes of the project and a brief assessment of the success of the project. Present the information in a manner suitable for publication in newsletters, websites etc.

	The Horticulture Natural Resource Management (NRM) Initiative is a key component of

‘Horticulture for Tomorrow’– an industry driven program, managed by Horticulture Australia, aimed at promoting environmental stewardship within Australia’s horticultural industries. The Horticulture NRM Initiative has been supported by the Australian Government through the Sustainable Industry Initiatives within the National Landcare Programme.

The NRM Initiative has a clear, overriding objective to enable and empower horticultural industries to address environmental issues strategically, efficiently and sustainably. It is based on the premise that every link in the horticulture chain, from catchment management authority, to producer, to wholesaler, to distributor, to retailer has a important role to play.

The Initiative developed a Horticulture NRM Strategy and generated seven Regional Projects, involving different industries and regions across Australia. 
Industry bodies are being encouraged to take up the Horticulture NRM Initiative and apply it to their individual circumstances. For example, as industries revise their Industry Development Plans they can build in elements of the Horticulture NRM Strategy. They may choose to incorporate relevant aspects of the Strategy independently or in collaboration with others.
What is the Horticulture NRM Strategy?

The Australian Horticulture Natural Resource Management Strategy is a whole-of-industry platform designed to guide forward planning and to promote a coordinated approach to Natural Resource Management. Including farm-level, catchment and industry approaches, the Strategy ensures growers have adequate resources and information to tackle environmental issues.

The Strategy identifies:

· The NRM issues faced by horticultural industries

· What industries are doing to address them

· The type of programs required for development in the future.

The Strategy’s Objectives

Key themes of the Strategy are:

· Efficient Production Advancing efficient and sustainable production systems for profitable and environmentally sound practice.

· Skilled Growers Building the capacity and confidence of growers so that they understand and are better equipped to manage sustainable production systems and environmental issues.

· Healthy Environments Planning environmentally healthy and productive regions through joint, mutually beneficial programs that encourage industries and resource management agencies at all levels.

· Positive Communities Providing positive business environments for growers through informed planning and policies to help them to invest wisely in their own enterprises, and add value to their communities and regions.

· Loyal Consumers Maintaining ongoing consumer demand (both domestically and internationally) for Australian produce with informed purchasers who have confidence in the availability and quality of produce, and the farming systems that grow it.

The Horticulture NRM Strategy provides an analysis of critical NRM issues affecting horticulture and presents practical, workable means to address them. It covers a five year period and will be reviewed periodically.

Industry and regional horticultural bodies can build on the Regional Groups and their learnings. The Regional Groups have started to define the knowledge, network and communication gaps at a catchment scale that need to be addressed so that Australian horticulture can manage natural resources and respond to environmental issues effectively. Ongoing application of the Horticulture NRM Initiative and increasing regional activity should promote a coordinated, enthusiastic and strategic approach to Natural Resource Management.
The Horticulture NRM Initiative is an important step on a clear path to secure the future of Australian horticulture.
Some conclusions from the NRM Initiative are provided below.
CONCLUSIONS
NRM is not new; but its structures are

The development of the “regional delivery model” for NRM has proceeded at a rapid rate across Australia. The difficulty for industry is in the complexity and variability between regions. It was observed in this program that there isn’t “a single model” of regional delivery, rather that there was one for each State.

Another layer of complexity is added where the horticulture industry is concerned, as the industry itself is made up a broad cross-section of commodities each with their own NRM issues within their regions. This has often made it extremely difficult for industry to engage with the regional delivery model.

In some regions (e.g. the Riverina and Ord River), industry has been closely involved with the process, while in others it has not. Regardless of the locality, industry engagement needs to be factored into NRM body operations if the NRM groups want to build the management skills of primary producers and to build upon the integrated environment / production messages directed to growers via industry organisations.

Industries need help in understanding new NRM structures and their operating procedures.
It was also noted that, even where resource condition and management action targets did exist, there was often little, if any, regard given to the interplay between production, resource use, management and resource condition. It was concluded that there would be merit in setting, as a Matter for Target, a requirement for regions to contemplate a “sustainable agriculture outcome”; e.g. the nature and level of agricultural production anticipated from their region, with comment on the land, water and vegetation resources required. This would promote meaningful dialogue between industry and NRM bodies and result in a more realistic view on future environmental conditions and a better appreciation of how principles like ecologically sustainable development apply in practice.

The importance of having a sustainable production target was identified in two ways. Groups, such as the apple and pear producers in the Mt Lofty Ranges, who have “sustainable development” discussions with NRM bodies identified it as a valuable approach. Independently from this, other groups (e.g. the NSW Central Coast), concluded that the absence of such targets hindered their efforts at effective communication with NRM interests.
Chains are only as strong as their weakest link

The “Critical Success Factors” listed in the appended Evaluation Workshop notes record elements that are considered necessary for an ideal NRM program with industry. They also describe the benefits, and phases of advancement, of such an integrated approach.

However, the elements work together like links in a chain. Weaknesses or gaps in one aspect are difficult to make up for through strength in others. Rather, a significant weakness in one area can undermine what are otherwise very strong programs – regardless of their size or total budget.

National Coordination

An initiative of this scope needed to be managed at a national scale to ensure its relevance to all of the horticulture industry. HAL has managed the Horticulture for Tomorrow program in partnership with industry to provide this national coordination. This has allowed for the regional Industry NRM Groups to be managed within a national framework. It also allowed for the majority of the funding to be invested in regional activities and not in ‘management’ through an external provider.




1.7 On-Going Action
Further Work

	Did the project raise any further issues which should be addressed? For example, the need for further collaboration, education or research.

	RECOMMENDATIONS
Current HAL investment in the environmental area is over $10 million. In 2004/05 there were $2.5 million worth of current projects being managed through HAL, in areas such as water/irrigation, soil health and natural resource management (NRM). This does not include the external government funded project, Horticulture for Tomorrow, which adds a further $1.5 million to the total investment.

With the injection of funds by Government the Environment Portfolio for horticulture has been given a significant boost and has been instrumental in catapulting the issue of environmental management higher on the industry’s radar. However, funding for these national scale programs is due to finish in early 2007 and there is a need for continuation and maintenance of this momentum to ensure horticulture remains proactive within the environmental area.
The Horticulture NRM Initiative has been very successful in terms of addressing the issue of linkages between industry and catchments. However, this initiative is seen as only a small step in addressing the issue of maximising environmental outcomes across industry. 

The overall recommendation from these projects is that further effort should now be made to build on the Horticulture NRM Initiative. More specifically, it is recommended that HAL and DAFF;

1. Translate the NRM Strategy into industry and regional NRM plans. The Horticulture NRM Strategy should be factored into horticultural industry development plans and into regional NRM plans, through industry networks.

2. Conduct more industry / NRM projects. Additional projects should be focused on planning programs to build capacity and improve management to align grower practices with anticipated environmental outcomes.

3. Provide more management support to regional projects. In an effort to better manage the variability of regional and industry strengths there is the need to invest more effort in mentoring any new industry / NRM projects and encourage the generation of information and stories about their work.

4. Further develop models for industry leadership. Build on the Industry Leadership Group and the network between the Industry NRM Group leaders to better promote NRM to industry, coordinate activities within industry at a national scale and communicate the benefits of the industry to wider community.

5. Encourage regional NRM plans to record targets for sustainable agricultural production. Working with industry, it should be feasible for regional NRM plans to comment on potential future production levels, the resources required for production, and the management of those resources to achieve resource condition targets. Industry should play a significant role in establishing targets for management actions and sustainable production.

6. Appoint Horticulture NRM Coordinators. The coordinators should be in key areas to facilitate the above, and other horticultural NRM initiatives, with regional NRM bodies and industry.

7. Maintain incentives. Encourage NRM bodies to work with industry to identify the incentives and assistance most needed by producers in order to build their capacity and stimulate desired changes in practice.

Implementation of these recommendations will build upon the outcomes of the Sustainable Industries Initiative and further assist Australia’s horticultural industries to continually improve the sustainability of their operations.



Maintaining Project Outcomes

	How will your group maintain the project’s outcomes in the longer term, now that funding for this project has concluded?

	The Horticulture for Tomorrow Natural Resource Management (NRM) Initiative has been a very successful program, managed by Horticulture Australia Limited (HAL) and funded by the Australian Government National Landcare Program’s Sustainable Industries Initiative.

Over the past two years this program has been increasing knowledge on the linkages and other requirements to enhance the relationship between industry and catchment groups, facilitating the development of the Horticulture NRM Strategy and communicating these activities both internally and externally.

There has been strong industry involvement in this initiative – through the development of the NRM Strategy, and through involvement within the seven Industry NRM Groups established as part of the Initiative to review the current situation in regards to linking environmental practices on farm and catchment targets. It is positive to see the broad industry support for successful natural resource management programs in horticulture.

However, there is still work to be done within the area of NRM in horticulture. While there have been numerous activities undertaken over this two year program the focus has been on testing options and setting a good foundation for industry. 

Future recommendations from across the Horticulture NRM Initiative include:

· Maintain industry leadership and ownership of this program by maintaining a national committee to review the progress of implementation and adoption of environmental assurance and the NRM Strategy;

· Continue implementation of the Horticulture NRM Strategies with industry, including ensuring that the NRM Strategy components are incorporated into future industry strategic plans;

· Facilitate further collaboration between catchment groups and industry in regards to environmental and NRM activities;

· A Communication Strategy to promote the environmental credentials of horticulture to the broader community, i.e. through case studies; to research into consumer perceptions of horticulture and the environment; and maintain the Horticulture for Tomorrow brand;

· Continue to build the capacity of industry to allow for quick adoption of environmental assurance when necessary, through workshops / training / cost:benefit analysis and identification of linkages between farm to catchment targets;

· Undertake a benchmarking study of industry practices to determine the current status of environmental management in horticulture; and

· Maintain strong partnership with the Australian Government to ensure Government environmental policies and Horticulture’s Natural Resource Management Strategy are aligned. This will ensure a collaborative and effective implementation strategy is developed for natural resource management in horticulture.

The HAL Environment Portfolio is not solely reliant on external Government funding to maintain activity within the environmental area. Industry investment and other stakeholder investment in the portfolio will continue to be used to build upon previous activities, including those of Horticulture for Tomorrow and specifically the NRM Initiative. There is increasing interest from Australian Horticulture industries in environmental programs and projects and it is envisaged that this interest will ensure the continuation of this Portfolio and the NRM objectives into the future.
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