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Background

The Australian apple and pear industry is the third largest horticultural industry in Australia and annually invests approximately $4.5 million in research, development and extension programs.  

In 2008, Apple and Pear Australia Limited (APAL) undertook a review of its approach to research and development investments.  This included a first-hand review of pome fruit research institutions in Europe and New Zealand to benchmark approaches and to establish opportunities for collaboration from these sources.  The conclusion was that our current research effort was piecemeal, lacking in strategic focus and consisted of many small projects.  

This review coincided with the National Horticultural Research Network (NHRN), which comprises representatives from State departments of primary industries and CSIRO, forming a view that there are many advantages to having agreed and coordinated national research programs, including: 

· alignment of investment by research agencies, industry and HAL to reduce duplication; 

· maximise returns on investment; 

· increase breadth of cover; 

· enhance cooperation;

· improve stability of funding;

· attracting and retaining research resources.  

APAL entered a negotiation with the NHRN to develop a large scale integrated research program focused on orchard productivity.  The resultant programme has been named “PIPS”  - standing for Productivity, Irrigation, Pests and Soils.  The program is broad ranging in its scope covering orchard design and tree structure, soil and nutrition, pest management and optimum irrigation systems.  The integrated research program is being delivered by multiple State Government based research organisations and Plant & Food Research New Zealand.  Importantly the program is being managed by the Tasmanian Institute for Agricultural Research (TIAR) underpinned by an advisory and operational committees involving both grower and research agency representatives. 
These core areas of orchard productivity represent the most significant research areas that need to be investigated to ensure an environmentally and economically sustainable apple and pear industry into the future.

In this paper, I will concentrate on just three aspects of this programme; cooperation between research providers; leveraging the industry research dollar and taking control of the research and development program.

Co-operation

Horticultural research in Australia has largely been undertaken in the state based department of primary industries but over the past 10 to 20 years, support for this work has declined significantly, often leaving islands of expertise in small regionally based research stations with very little support and critical mass of research colleagues. 

PIPS has drawn together six stakeholders to contribute to this major research program.  Two of the organisations, Apple and Pear Australia Ltd and Horticulture Australia Ltd provide Australian apple and pear industry funding and manage the Australian Government’s matching dollar contribution as well as give overall direction to the program.

Three organisations have taken lead roles in the research part of the program.  They are Victorian Department of Primary Industries, Queensland Department of Employment, Economic Development and Innovation (DEEDI) and Plant and Food Research New Zealand (PFR). 

The involvement of Plant and Food Research NZ is a big win-win for the Australian industry and PFR.  Plant and Food Research has a stated vision to be a major R&D provider to Australian horticulture but they also bring skills, resources and current research developments to the program that are not available in Australia. 

Tasmanian Institute of Agricultural Research is contracted to manage operations and communications of the five year project.  TIAR has the responsibility to deliver on the program objectives and to ensure the integration of the research effort across the different disciplines and between the multiple agencies involved.  

Co-operation between the organisations is mutually beneficial.  APAL will develop an identity for the program to create credibility for PIPS research and researchers over and above the credibility of participating organisations.  Co-operation will be ensured by the advisory committee with an independent chairperson and representatives from each participating organisation overseeing the whole program.

We believe this structure will be robust and deliver far more than we could achieve if we had contracted independently with each organisation to conduct separate aspects of this research program. 

Leverage

Another huge benefit that APAL gets from the program is the leveraging of research funds.  The four contributing organisations are co-investors in the program.  Not only do we leverage funding from three States, but we also leverage funding from New Zealand’s considerable research and development effort.  

Plant and Food Research sources much of its funding from the Foundation for Research, Science and Technology (FRST) in addition to levy funds invested by industry.  The PIPS project is able to leverage research funds from PFR’s existing research programs with matching dollars from HAL for the benefit of the Australian industry.

The outcome from this co-operative approach is that HAL and the apple & pear industry are investing in world class research that leverages $1 million of Australian apple and pear levy monies into a $12 million program over 5 years.

This consists of more than $3 million in a Voluntary Contribution from Plant and Food Research, more than $3 million from Commonwealth funds applied to the project and more than $4 million from TIAR, VicDPI and DEEDI.

This is excellent outcome for our growers who are facing enormous challenges at present and require a concerted R&D effort to lift productivity and improve international competitiveness.

 Control

The fundamental control the apple and pear industry has over its R&D investment is enhanced immeasurably by the implementation of the program approach of PIPS.  In the past, R&D investments carried out in the apple and pear industry were contracted following a call for projects to deliver against the industry’s strategic objectives.  This often resulted in a large number of small projects which may not have been well integrated across the various disciplines.  While some outcomes have delivered ‘wins’ for industry it is evident in hindsight that they could have been achieved more effectively.  

R&D agencies have been forced into a process of bidding for multiple projects requiring time-consuming detailed submissions, often with small budgets and short timeframes.  This has restricted their ability to provide long-term employment certainty to researchers and technicians.  The program approach as demonstrated in the PIPS project provides agencies with much more certainty to enable longer term planning and investment in staff and other resources.

The PIPS project also provides the industry and its co-investors with a great deal of control over a significant body of research activity and its ultimate delivery through extension activity to industry.  The program management ‘project’, managed by TIAR and involving RD&E providers, APAL and HAL, is responsible for delivering the outcomes from the $12M program.  The advisory committee, comprising senior representatives from each stakeholder, has the responsibility to manage the integrated program, ensuring responsiveness to changing industry needs and the ability to re-allocate resources accordingly.

An added benefit of the integrated nature of this project with TIAR as the management agency is the leveraging available from the post-graduate education system.  Not only does this add to the funding available to the program, it also assists in building human capacity in the research arena.

Finally, the delivery of research outcomes to industry through the extension ‘project’: Program Operational and Industry Development, is arguably the most important element of the whole program.  All stakeholders have a role in this task to ensure integrated outputs for a unified industry development program through a comprehensive communication strategy and utilising the existing Future Orchards 2012 extension project.

PIPS

(Productivity, Irrigation, Pests & Soils)

An APAL Flagship Program (2009-2014) designed to integrate research effort and provide a dynamic            

interface with industry; through co-investment and shared management

Project 4:


Integrated Pest Management


Project Leader:


DPI Vic





Project 3:


Soil, water & nutrients


Project Leader:


DPI Vic





Legend


APAL 		Apple and Pear Australia Ltd 


HAL 		Horticulture Australia Ltd 


TIAR 		Tasmanian Institute of Agricultural Research 


DPIV		Department of Primary Industry, Victoria  


DEEDI 		Department of Employment, Economic


                          Development & Innovation, Queensland


PFR 		Plant and Food Research (New Zealand)








Project Administrator:  TIAR


Delivery of milestones


Performance Criteria


Accountability


Budget


Variation/Re-direction





PROJECT


INTERACTION


Coordination


Integration


Extension


Compatibility


Feedback





LINE MANAGEMENT


Leadership


Reporting


Interaction


Coordination


Delivery


Quality


Timeliness








Stakeholders


APAL 


TIAR


DPIV


DEEDI


PFR


HAL








Project 5: Operational and Communication


Project Leader: Program Coordinator: PFR


APAL 


HAL 


TIAR Project administrator 


Grower representative


Research leaders








Project 2:


Tree Structure


Project Leader:


PFR NZ





Project 1: Program Management


PIPS Advisory Committee








