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1.Introduction from Advisory Committee Chair

It has been a pleasure to serve as the Chairperson for this great program. | have met with many producers across the
state at various meetings and events that | have attended. It is wonderful to hear from them about the great work the

coordinators are doing with their groups, and to here how they appreciate what the program is delivering to them.

At the beginning of this funding round the road was rocky with the introduction of a fee structure for members of
groups. However, with a dedicated team to show value to the members confidence has increased and new groups have

been forming and enjoying the learnings that comes with being involved with like minded people.

BESTWOOL/BESTLAMB has now been running for 10 years and has established itself as the most successful network in
Victoria to disseminated research and development for AWI, MLA and DPI. Continued evaluation of the program has
shown members have increased their skills and knowledge and have changed how they do things on farm. They have
appreciated the support from fellow members during the drought years and have been able to access relevant

information to help with difficult decisions.

| appreciate the hard work that has gone into making this program the best in the state and congratulate the
management staff, coordinators and the Advisory Committee whose enthusiasm has enabled them to tackle issues with

an open mind and generous heart.

Jamie Ramage

Chair, BESTWOOL/BESTLAMB
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2. Executive Summary

BESTWOOL/BESTLAMB (BWABL) is a long standing sheep industry extension project, which has been running for ten
years. The aim of BWBL is to improve the productivity and profitability of producers as well as fostering positive
environmental and social outcomes. It was established in 1998 after findings from the Victorian Wool Industry Review
showed there was a need for a major extension project to assist Victorian wool producers. BWBL has been funded for
the past three years by Victorian Department of Primary Industries, Australian Wool Innovation and Meat & Livestock
Australia. An active Advisory Committee made up of producers and the funding organisations oversee the strategic

direction of the program providing insight into sheep producer issues and ensuring the relevance of the program.

BWBL delivers information to producers through self directed discussion groups, using a paid coordinator from either
DPI or private consultants. Evaluations of the program have shown that the professional coordination of these groups
is a key to the success of the BWBL. BWBL also involves an associate membership for sheep producers who do not
wish to participate in group activities. These members, along with group members receive regular updates through the
fortnightly email “Newsflash”, the bimonthly Newsletter and monthly feature articles in the Stock & Land. Regular
phone seminars and regional forums are conducted for members and non members covering topical issues for the
sheep industry. Throughout the past three years BWBL has utilised new and evolving technology to communicate and

engage producers.

The BWBL network has continued to grow over the three year period. The network has grown from 28 groups to 40
groups and as of the end of June 2008 consisted of 556 group members and 433 associate members. An evaluation
conducted by Hassall and Associates has demonstrated that the BWBL project has achieved the aims of the project.

BWBL is enabling groups to function well and to access technologies that were highly suitable to members’ enterprises.

Overall there has been an improvement in member knowledge, skills, confidence, aspirations and practices with 96% of
respondents indicating they had gained new knowledge, 73% had used the information to improve their farm practices,
68% think more about planning for the future, and 65% were more confident about facing future challenges; and as a
result about 45% of members felt their involvement in BWBL had led to on-farm production increases, while 33% felt
farm profitability had increased. Natural resource management (NRM) had also improved however, members
considered that productivity/profitability were their main goals. Almost 90% of members attributed a social benefit to
BWBL, nominating networking opportunities to assess different technologies as most important. Members also
considered that BWBL had benefits of a personal nature, including improvements in self-confidence and improvements

in mental health during difficult times.

Practice change is the result of a complex interaction between physical, financial and social factors which are influenced
by a range of external influences often beyond the direct control of individual producers — economic and market
conditions; government policies, legislation, programs and priorities; public pressures; environmental and climatic
conditions. BWBL provides the ideal environment for producers to explore the modifications required to allow their

business to change to meet the requirements of these ever changing external influences.

A number of recommendations have been included in the proposed continuation of BWBL including a revised
membership fee structure, an improved marketing plan, web page development and an improved method for capturing

quantitative and qualitative outcomes.
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3. Project Background

BESTWOOL/BESTLAMB is an industry extension project that developed out of an initial project called BESTWOOL 2010
(BW 2010). BW 2010 was established in 1998 after findings from the Victorian Wool Industry Review showed there
was a need for a major extension project to assist Victorian wool producers lift their on-farm productivity and

profitability, as well as fostering positive environmental and social outcomes.

The approach included adult learning concepts, group learning situations, teaching specialists and professional
coordination. Producer driven groups were formed in collaboration with the Department of Primary Industries (DPI)

and the Victorian Farmers Federation (VFF).

In 2002 Australian Wool Innovation (AWI) became a major stakeholder of the BW 2010 project. In 2004, the Grains
Research & Development Corporation (GRDC) funded BW 2010 as it was recognised that most cropping enterprises
included sheep within the farming program, and that improvements in the sheep enterprise would lift overall business
performance. In 2005 the program expanded when Meat & Livestock Australia (MLA) provided funding for the
establishment of producer groups with a focus on lamb production. The name of the program was changed to
BESTWOOL/ BESTLAMB (BWBL) to accommodate the broader range of producers. During this phase member fees were

also introduced and resulted in changes to the program and participation levels.

4.Project Aims

The primary purpose of the BESTWOOL/BESTLAMB project is to:

“To assist Victorian wool/lamb producers lift their on-farm productivity and profitability, as well as fostering

environmental and social outcomes.”

The project aimed to:

= Help create conditions for better productivity and profitability for members;

= Foster positive social and environmental outcomes;

= Increase sheep farmers’ self confidence and self reliance;

= Disseminate valuable information and share best practices in order to inspire the pursuit of excellence amongst all
sheep farmers;

= Contribute to the long-term viability of wool growing and other livestock practices; and

= Respond positively to changing community attitudes as they relate to sheep farming practices.
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5.Delivery Methods

The primary delivery method of the BWBL program is through self directed groups, using a paid coordinator from either
DPI or private consultants. Groups determine the number of times they meet which ranges from four to twelve times
per year, with most meeting six times. Activities have been listed in the six monthly milestone reports and the target

of 160 activities per year has been easily achieved.

BWBL also involves an associate membership for sheep producers who do not wish to participate in group activities.
These members, along with group members receive regular updates through the fortnightly “Newsflash”, the bimonthly

Newsletter and monthly feature articles in the Stock & Land.

Phone seminars have been an innovative way of engaging a wide audience in a very short time frame to cover issues
which need to be addressed quickly. BWBL phone seminars are open to anyone to participate are another method to
promote the BWBL program. Six phone seminars are run per year with 722 participants over the three year period

easily exceeding the target of 200.

Regional forums were run during the first two years of the funding period with 723 participants at these events (events
listed in milestone reports). Seasonal conditions were again placing many businesses under pressure and it was
decided that BWBL needed to provide a workshop which focused on strategic planning for the farm business. The Front
Foot Farming workshops were developed and delivered during the last twelve months replacing the regional forums.

Ten Front Foot Farming workshops were delivered to BWBL groups with 117 participants.

In May 2008 BWBL delivered the first major Updates Conference. The conference was designed to provide information
on the big issues facing the sheep industry along with other relevant research findings. The conference was highly

successful with 148 participants and very positive feedback as highlighted in the attached conference evaluation report.

Two coordinator conferences and quarterly Advisory Committee meetings are held each year as outlined in the
milestone reports. Coordinator conferences aim to provide training to increase their skills and knowledge. Conferences

also provide interaction opportunities to share information and experiences.

The role of the Advisory Committee is to provide strategic direction to the program.
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6.Measuring Success

Success of the BWBL project will be measured against the targeted project outcomes and the achievement criteria as

documented in the project proposal and listed in the table below. Hassall and Associates put in the successful tender to

evaluate the past three years of BWBL.

PRoOJECT OUTCOMES

Outcomes

Achievement Criteria

Target Groups:

1. Farmer discussion groups
across sheep producing
regions of Victoria.

2. Non group joining sheep
farmers.

40 active discussion groups
adopting improved production
and management practices.

800 non-group-joining sheep
farmers accessing information on
improved practices.

Outputs:

1. Discussion groups actively
conducting training and
adoption.

2. Four regional farmer
forums.

3. Six phone seminars.

4. Farm adviser network
provided with technical
updates

160 group activities conducted per
year.

160 farmers attending forums and
planning change each year.

200 farmers calling in to “Talk to
the Experts” phone seminars
Farm advisers in Victoria who are
highly competent at influencing
sheep farmers.

Immediate Outcome:

1. Group members’
knowledge, aspirations and
skills raised.

2. Non group members’
knowledge levels raised.

3. Farmer Network
development

Measured levels of change in
knowledge, aspirations and skKills.
Measured changes in knowledge.
The network of sheep farmers is
expanded.

Intermediate Outcome:

1. Validation and adaptation
of improved practices.

Sheep farmers are confident in
their ability to seek new
information and make informed
decisions.

Final Outcome:

1. Sheep farmers achieving
practice change

40% of group members
demonstrating major practice
change in their farm management.
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7.Results

The BWBL network has continued to grow over the three year period. The target groups and outputs criteria as in the
table above have all been achieved and demonstrated in the milestone reports. The network has grown from 28

groups to 40 groups and as of the end of June 2008 consisted of 556 group members and 433 associate members.

Hassall and Associates evaluation demonstrated that the BWBL Project has achieved the above project outcomes. The

following is a summary of the results of the evaluation.

BWBL is enabling groups to function well and to access technologies that were highly suitable to members’ enterprises.
The survey and interview data also suggested that technologies are being presented in ways that are easy for members
to understand. Although these attributes are necessary conditions for the adoption of technologies on farm they do not

automatically lead to improved adoption.

The evaluation report found that members and coordinators consider that the project has lead to a range of beneficial

productivity/profitability, Natural Resource Management (NRM) and social outcomes including:

- improvement in member knowledge, skills, confidence, aspirations and practices with 96% of respondents
indicating they had gained new knowledge, 73% had used the information to improve their farm practices, 68%

think more about planning for the future, and 65% were more confident about facing future challenges;

- as a result about 45% of members felt their involvement in BWBL had led to on-farm production increases,

while 33% felt farm profitability had increased;

- natural resource management (NRM) had also improved, with use of stock containment areas during drought

being highly rated. However, members considered that productivity/profitability were their main goals;

- almost 90% of members attributed a social benefit to BWBL, nominating networking opportunities to assess
different technologies as most important. Members also considered that BWBL had benefits of a personal

nature, including improvements in self-confidence and improvements in mental health during difficult times.
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IMPROVED PRODUCTIVITY AND PROFITABILITY OUTCOMES

On-farm adoption of improved technologies

Figure 11 shows the management technologies that have been implemented by members on their farms. The results
demonstrate a high level of implementation of the majority of listed technologies, and also the importance of the group
in the implementation process. More than half of the BWBL members adopted improved technologies on their farms

following group involvement in the technology.
Figure 1: Member survey - improved technologies adopted on-farm attributable to BWBL.
Sheep feeding/nutrition

Drought management

Improved pasture
production

Grazing
management/systems

B Group involved in
38 & implemented

Sheep reproduction &
on farm

lambing management

Oimplemented on

Sheep health & diseases farm

Genetics & breeding B Group involved in

Animal welfare

0 10 20 30 40 50 60

No. of respondents

Most of the technologies implemented were related to sheep feeding/nutrition and drought management. This result is

not surprising given the prevailing drought conditions across Victoria in recent years.

BWBL members were asked to identify the most important productivity benefit they felt they had gained through their
involvement in the BWBL project. Figure 2 shows the most important technology related to pasture management.

However, the non-technology response ‘support from members’ was identified as the greatest benefit.
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Figure 2: Summary of the productivity / profitability benefits.
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Coordinators also considered that members had adopted technologies as a result of BWBL involvement, with

improvement in drought management technology being the most important as demonstrated in Figure 3.

Figure 3: Coordinators - Attitude towards technologies/practices offered by BWBL.
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On-farm adoption of technologies for improved productivity/profitability

When asked about the skills they gained by being involved in BWBL, members listed a range of technologies for

improving productivity and profitability.

All of the members interviewed felt that they had increased their knowledge and skills in sheep production, marketing
and farm management as a result of the BWBL project. A number of members described their gain in knowledge as

greater than expected — e.g. ‘pick up good things at most activities’. Members gain knowledge and awareness of what
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other members are doing as well as from guest speakers. The knowledge is then taken home where the member

determines what is suitable for their situation.

During phone interviews, members were asked about the importance of improving profit when considering the
introduction of new technologies. In all cases the profit or productivity motive was the major consideration in adopting
a new technology on farm. Productivity was viewed as technology that ‘makes the job easier’ or is a more efficient use

of time and labour.

Improved business and marketing skills

An important requirement for successful businesses is the need to ensure that any production or productivity gains are
captured in improved profitability. The members’ survey responses indicated a relatively high level of group
involvement in benchmarking and enterprise analysis, and implementation on farm. Thirty three percent of member
respondents have been involved in marketing of wool and lambs and have implemented these skills on their farm in the

last three years.

A majority of the BWBL coordinators surveyed (67%) agree that their members had improved their marketing of wool
and/or lamb since participating in the BWBL project. Thirty six percent of coordinators feel that their members have

decreased their costs of productions as a result of the project.

Figure 4 shows that 45% of members surveyed felt that their involvement in the BWBL project increased productivity
on their farm 14% of members reporting an increase of between 10 and 15%. Fifty five percent of members were
either unsure or indicated no improvement in productivity. Drought conditions may have contributed to this latter

response.

Figure 4: Level of improvement in productivity.
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27% 11%
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Figure 5 shows the level of improvement in profitability by members attributable to BWBL, with 33% indicating
improvements. The largest percentage increase was from 0% to 5%, reported by 15% of members. A total of 67%

percent of members were unsure or considered there had been no increase in profitability. Of these, many felt that

this was not related directly to the project but rather the unseasonably dry conditions over the last three years.

Figure 5: Level of improvement in profitability.
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Improved business and marketing skills

Members felt that their participation in BWBL enabled them to react to issues in a more timely manner to improve their
enterprise productivity, and that this occurred due to networking. They made on-farm changes by seeing how and
what other producers were doing. Examples included sourcing of drought fodder and preparedness for flystrike risk.
Also, information on lowering the costs of production, particularly in times of drought, was very important to improving

profitability.

Some interviewees considered there was a range in the proactive and innovative nature of members, and that the
impact of the loss of the BWBL program would be most severe on those that were less proactive. The productivity and

profitability gains of the less proactive members are achieved through group interaction.

Other producers spoke about advice and/or changes they would not have made if they had not participated in their
local BWBL group (e.g. accessing key agricultural advisers, getting through the drought well, access to specific advice,
feeding practices for premium lamb and getting to know other farmers in their region). One producer felt that even

learning ‘only one’ idea in a given year made having the BWBL group worthwhile from a profitability perspective.

-11 -
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IMPROVED NATURAL RESOURCE MANAGEMENT (NRM) OUTCOMES

Adoption of technologies that preserve/enhance natural resource conditions

Figure 6 shows NRM practice changes that member respondents attributed to their involvement in BWBL.
Establishment of stock containment areas was the most significant. The focus groups identified increased groundcover,
decreased soil erosion, increased pasture recovery and protection of hill country as the major benefits of stock
containment areas. Soil conservation and revegetation activities were also actively implemented as a result of BWBL

activities. Knowledge of resource conditions and climate change were activities with the least involvement.

Figure 6: NRM practice change attributable to BWBL.
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More than half of the members surveyed (55%) felt that they were better able to manage natural resources on their
farm because of their involvement with BWBL, with the remainder stating they were unsure or there was no

improvement.

-12 -
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Members provided the following examples of improved natural resource management attributable to BWBL activities:

value of shelter belts and soil management;

¢ thinking outside the circle;

e soil conservation from stock contained areas;

e importance of fertiliser application;

e better pasture management using ground cover for guidance;

e better management of pasture, water and shelter;

e direct drilling of permanent pasture leading to less wind erosion; and

e« improved soil knowledge.

Of the BWBL coordinators surveyed, more than half (58%) agreed that their members had improved their on farm
natural resource management practices since participating in the BWBL project. This result is consistent with the 25%
of coordinators reporting that their members have developed whole farm planning approaches as a result of the BWBL

project.

-13 -
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IMPROVED SOCIAL OUTCOMES

There are a range of factors that influence on-farm practice change. Certain social factors are both the means to
achieve the ends as well as being an end in themselves. Improved productivity and profitability and NRM outcomes

indicate that practice change has occurred.

In the case of BWBL, the success of the self-directed group approach relies on the social interaction of group members
to assess the suitability of technologies and the best approach to their implementation based on individual

circumstances.

Improved capacity of individuals and groups to respond to change

Figure 7 shows the relative importance that members attribute to different social outcomes from their involvement in
the BWBL. The strongest level of agreement was that BWBL membership provided respondents with new ideas and
information, and support from other BWBL members. This sharing allows members to assess the likely success of
different technologies on their farms and share knowledge on implementing those practices, so that ‘pit falls’ can be

avoided.

Figure 7 also shows personal social benefits to members, as well as enterprise level outcomes. These personal-level

benefits include members making new friends and have improved confidence (more able to ask questions in public).

When asked to indicate the most important social benefit gained from BWBL involvement, members identified very
similar benefits (Figure 8) — which collectively point to the occurrence of social learning. Social learning is a
collaborative process where people discuss, debate and interact with others and in so doing are exposed to new ideas,
views, and practices. Often this exposure causes participants to alter their own thinking and behavior to varying
degrees. The necessary conditions for learning include: a sense of need for the group to exist; networks; a sense of
collective ownership of particular issues; sufficient time for group processes to develop; participants believe they need

each other to develop solutions; trust, equity and openness; and comprehensible options for action (Van Dijk 2001)*.

1 Van Dijk, N. (2001). Social learning for collective action in catchment management. Wageningen University: Netherlands.

-14 -
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Figure 7: Level of agreement with social outcomes contributed to by the BWBL project.
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Figure 8: Perceptions of the BWBL Project’s key social benefits.
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8.Discussion

Sheep producers face a range of complex challenges in order for their enterprises to remain both economically and
environmentally sustainable. As a result, producers need to consider modifying their practices as new information
becomes available. Practice change is the result of a complex interaction between physical, financial and social factors
which are influenced by a range of external influences often beyond the direct control of individual producers —
economic and market conditions; government policies, legislation, programs and priorities; public pressures;
environmental and climatic conditions. BWBL provides the ideal environment for producers to explore the modifications

required to allow their business to change to meet the requirements of these ever changing external influences.

The results section clearly shows the financial, environmental and social benefits of the BWBL program to producers.

The key results are again listed below.

- improvement in member knowledge, skills, confidence, aspirations and practices with 96% of respondents
indicating they had gained new knowledge, 73% had used the information to improve their farm practices, 68%

think more about planning for the future, and 65% were more confident about facing future challenges;

- as aresult about 45% of members felt their involvement in BWBL had led to on-farm production increases,

while 33% felt farm profitability had increased;

- NRM had also improved, with use of stock containment areas during drought being highly rated. However,

members considered that productivity/profitability were their main goals;

- almost 90% of members attributed a social benefit to BWBL, nominating networking opportunities to assess
different technologies as most important. Members also considered that BWBL had benefits of a personal

nature, including improvements in self-confidence and improvements in mental health during difficult times.

The Hassall & Associates survey did not include specific questions about what benefits BWBL held for the wider
community. Hence, in the phone survey, members were asked what broader, positive benefits they believe the BWBL
program offered. Most of the members identified benefits that could be equated with building social capital. These
responses were predominantly focused on the links between BWBL's role in helping members to run more productive
and sustainable enterprises, and those members in turn were making positive social and economic contributions to
their local/regional communities (e.g. employment, flow-on benefits to local businesses). For example, a member said,
“... when farms are more profitable — and some are because of BWBL — the wider community is financially and mentally
more healthy.” Similarly, another member noted how their productivity has increased and they felt “more engaged
with what is going on around us.” This member believed these benefits were not easily quantified, but nonetheless had

tangible and positive impacts on producers’ self esteem.

-16 -
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9.Recommendations

The Hassall & Associates evaluation report captured learnings about program design and delivery to inform future

program development. The following recommendations were made:

Strategic planning

A comprehensive strategic plan which captures the expectations of investors and the group’s, should provide direction
to the project for the next funding period. Such an approach would provide detail of the roles and responsibilities of all

stakeholders, as well as the expected outcomes.

Monitoring and evaluation

Both members and investors are interested in better quantifying the return on investment from BWBL activities. For
members (and the management team) this information will assist to justify both the time and fees they expend on the
activities. In addition, this information can be used for promotional material to attract new members and retain

existing members.

For investors, the information will provide justification that returns on investment are in line with the organisation’s

expectations.

One concern is that investors are likely to commit to funding over a relatively short time period (three years), and it is
not always possible to capture outcomes of project activities in that time. In addition, the costs of completing

comprehensive evaluations place a significant drain on project funds.

It is also important to recognise there will be both quantitative and qualitative outcomes from the project and suitable
processes for evaluating these two types of benefits will be required. Investors will need to recognise the importance

of productivity/profitability as well as social outcomes as indicators for successful extension.

Quantitative aspects can be measured following initial on-farm baseline studies and reports at suitable intervals for
selected production and profitability indicators. Outcomes of social change are generally less easily monitored but
could be structured around Performance Story reporting. This method introduces the idea that there are different time
scales at which different outcomes are looked at (e.g. changes in resource condition happen over longer time scales

versus the more intermediate outcomes).

In order to reduce the costs of evaluation an option is to develop the capacity among the project management team,

BWBL coordinators, and members.

-17 -
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The funding and fee structure

Developing an equitable funding structure is important to all stakeholders. Member fees remain the most contentious

of the source of funds and are a priority area for improvement.

Members recognition to project funding is currently only via their cash contributions. Consideration of valuing in-kind

contributions for activities such as monitoring and evaluation by members is an option.

Other options raised by members during this evaluation include:

e develop facilitators’ capacity to draw in external dollars to their groups to lower the cost of membership;

e membership fee rebates for demonstrated practice change;

e a fee structure based on the number of members in a group. More members per group would lower the cost of
individual membership and would also provide incentives for members that introduce new members to their
group); and

e better communication to prospective members of the value for money of their involvement in the BWBL project.

The BWBL network also provides an opportunity for investors to promote their organisations and it may be possible to

value this contribution within return on investment calculations.

Coordinator capacity

The success of the group extension model is highly dependent on the skills of coordinators. Although this evaluation
showed that members valued the contribution of coordinators, feedback from both members and coordinators indicated

a continuing need for structured, professional development opportunities.

These opportunities may be provided by both formal and informal training opportunities. A mentoring program for new
coordinators is an example of an informal training approach, as is a more structured process of communicating

successful BWBL case studies between coordinators.

Development of an improved recruitment strategy

Recruitment of new members and their role within groups is important for BWBL. The most persuasive recruitment tool
for new members is demonstrated return on investment from membership in the form of a value proposition statement

for BWBL. In addition, new members need to be accepted within the group and consider that their needs are being

met.

-18 -
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EXCUTIVE SUMMARY

Hassall & Associates (Hassall) was engaged by the Victorian Department of Primary
Industries to evaluate the BESTWOOL/BESTLAMB (BWBL) Project for 2005 to 2008. The
consultancy was conducted between August 2007 and February 2008.

Hassall developed an Evaluation Framework based on the objectives of BWBL to
guide the evaluation process. This Framework established a number of indicators for
measuring project performance which in turn guided the information sources and
data collection process. The evaluation collected information relating to the following
inter-related and overlapping key outcomes:

- productivity and profitability;
- natural resource management; and
- social conditions.

Surveys of investors, coordinators and BWBL members were completed. The surveys
included a combination of questionnaires and phone surveys. In addition, two focus
group meetings with members were conducted.

Over the evaluation period, membership numbers declined from a peak of 1,700 in
2004 to 742 in 2007 but have since rebounded to 961 in 2008. Introduction of member
fees was a significant factor in the decline. Although investor funding declined as
member numbers declined, the cost of the project on a per member basis increased
by 50% in 2007. The rebound in member numbers in 2008 is likely to be a reflection of
the fact that members were generally satisfied that their fees provided value for
money.

BWBL is based on a group extension model in which self-directed groups determine
their own activities. This model generally results in improved outcomes for members
compared to alternatives. It is therefore not surprising that members and coordinators
consider that the project has lead to a range of beneficial productivity/profitability,
NRM and social outcomes including:

- improvement in member knowledge, skills, confidence, aspirations and
practices with 96% of respondents indicating they had gained new knowledge,
73% had used the information to improve their farm practices, 68% think more
about planning for the future, and 65% were more confident about facing
future challenges;

- as aresult about 45% of members felt their involvement in BWBL had led to on-
farm production increases, while 33% felt farm profitability had increased,;

- natural resource management (NRM) had also improved, with use of stock
containment areas during drought being highly rated. However, members
considered that productivity/profitability were their main goals;

- almost 90% of members attributed a social benefit to BWBL, nominating
networking opportunities to assess different technologies as most important.
Members also considered that BWBL had benefits of a personal nature,
including improvements in self-confidence and improvements in mental health
during difficult times.

Social outcomes take time to develop (formation of the group and group processes,
assessing and applying skills) and the evaluation results indicate that success improves
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with increasing length of BWBL membership. Disruption of group activities may result in
reduced or delayed return on investments.

The evaluation indicated that investors’ milestones have generally been achieved,
although most milestones are based on project outputs such as training events or
provision of technology information including phone seminars. However, investors
have become increasingly concerned that low member numbers restrict the reach of
their investment. Also, despite recognising the advantages of a self-directed group
extension model, investors consider that this approach is leading to a misalignment
between their organisations’ strategies and BWBL group objectives.

Investors recognise the benefit of the BWBL network for the improved dissemination of
information and also the social support that such networks provide when conditions
become more difficult (eg. drought).

The evaluation has highlighted a number of areas for future project development,
including:

- development of a comprehensive strategic plan which can accommodate
the potentially different objectives of BWBL groups and investors, and which
clearly defines the roles and responsibilities of the stakeholders;

- establishment of an on-farm monitoring system by group members to enable
measurement of return on investment, including measurement of social
outcomes. This will provide justification to investment organisations for
continued funding, and at the same time will promote BWBL to potential new
members;

- consideration of valuing monitoring activities by members as in-kind
contributions and assessed as part of their annual fees;

- provision of a mentoring program and other training activities to improve
coordinator capacity; and

- development of a recruitment strategy for new members.

A
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1 INTRODUCTION

1.1  Background

BESTWOOL/BESTLAMB is an industry extension project that developed out of an initial
project called BESTWOOL 2010 (BW 2010). BW 2010 was established in 1998 after findings
from the Victorian Wool Industry Review showed there was a need for a major extension
project to assist Victorian wool producers lift their on-farm productivity and profitability, as
well as fostering positive environmental and social outcomes.

The approach included adult learning concepts, group learning situations, teaching
specialists and professional coordination. Producer driven groups were formed in
collaboration with the Department of Primary Industries (DPIl) and the Victorian Farmers
Federation (VFF).

In 2002 Australian Wool Innovation (AWI) became a major stakeholder of the BW 2010
project. In 2004, the Grains Research & Development Corporation (GRDC) funded BW
2010 as it was recognised that most cropping enterprises included sheep within the
farming program, and that improvements in the sheep enterprise would lift overall business
performance. In 2005 the program expanded when Meat & Livestock Australia (MLA)
provided funding for the establishment of producer groups with a focus on lamb
production. The name of the program was changed to BESTWOOL/ BESTLAMB (BWBL) to
accommodate the broader range of producers. During this phase member fees were
also introduced and resulted in changes to the program and participation levels.

1.2 Purpose

In June 2007, DPI engaged Hassall & Associates to evaluate Phase 2 of the BWBL program
(2005-2008) and look ahead to Phase 3.

The terms of reference for the evaluation were to:

= Assess project performance and impacts against the six stated objectives. This is to
include an account of farmer reactions and changes in knowledge, skills, confidence,
aspirations and practices as a result of the program, and the contribution made
towards Economic, Natural Resource Management (NRM) and Social outcomes. In
addition, an assessment of any change in focus between wool and lamb meat
production is desirable.

= Assess the extent to which these impacts are in line with expectations of investors, and
determine areas of misalignment.

= Capture learnings about program designh and delivery to inform future program
development. This is to include an assessment of any changes in strategy and tactics
arising from recommendations of the previous evaluation.

1.3 BWBL Project Objectives

The evaluation of the BWBL Project was to assess the outcomes of the project in relation to
its primary objective:

“to assist Victorian wool/lamb producers lift their
on-farm productivity and profitability, as well as
fostering environmental and social outcomes.”

/7y

Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 1





Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

The project aimed to:

= Help create conditions for better productivity and profitability for members;
= Foster positive social and environmental outcomes;

* Increase sheep farmers’ self confidence and self reliance;

= Disseminate valuable information and share best practices in order to inspire the
pursuit of excellence amongst all sheep farmers;

= Contribute to the long-term viability of wool growing and other livestock practices; and

= Respond positively to changing community attitudes as they relate to sheep farming
practices.

1.4 Report context

The report has been structured around the Evaluation Framework developed by Hassall.
Chapter 1 provides an overview of the project, the purpose of the evaluation and the
BWBL objectives. The evaluation methodology is detailed in Chapter 2 together with the
Evaluation Framework which drives the assessment of outcomes for the project. A
description of the evaluation participants is presented in Chapter 3.

Chapters 4, 5, 6 and 7 provide the outcomes of the evaluation for each of the Framework
descriptions. The chapters include subsections of results from the different survey tools -
questionnaires, phone interviews and focus groups. These chapters include selected
tables and figures of survey results. The complete results of questionnaires and other survey
information are provided as appendices in Chapter 9.

Chapter 8 provides the Conclusions and Recommendations based on the three Terms of
Reference for the evaluation.

/7y
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2 EVALUATION METHODOLOGY

2.1  Approach

Sheep producers face a range of complex challenges in order for their enterprises to
remain both economically and environmentally sustainable. As a result, producers need to
consider modifying their practices as new information becomes available. Practice
change is the result of a complex interaction between physical, financial and social
factors which are influenced by a range of external influences often beyond the direct
control of individual producers — economic and market conditions; government policies,
legislation, programmes and priorities; public pressures; and environmental and climatic
conditions.

Within this context, Hassall developed an Evaluation Framework (Table 1) to guide the
evaluation process. The Framework in turn guided the structure and content of
guestionnaires and surveys of BWBL members, coordinators and investors.

Hassall considered that the six project objectives contain overlapping ideas. For the
purpose of the evaluation, two broader and interrelated objectives were identified as
follows:

= Create conditions for members to improve productivity/profitability, NRM and social
outcomes (i.e. project inputs and outputs); and

=  Members experiencing improved productivity/profitability, NRM and social outcomes.

As noted above, while ‘social’ outcomes are specified separately they are closely
interwoven with the other two outcomes: in effect, they are necessary in enabling
practice change which results in productivity/profitability and NRM gains. Nonetheless, for
the purposes of this evaluation, it was important to make some distinctions between
different conditions and outcomes in order to measure their performance.

A stakeholder engagement plan was developed to ensure that all BWBL stakeholders
were included in the evaluation process. As a result, the following consultation was
undertaken:

= Two focus groups with members and coordinators (Hamilton on 28 August 2007 and
Bendigo on 29 August 2007), one with a wool focus and the other with a lamb focus.
These informed the completion of the final Evaluation Framework and subsequent
development of questionnaires. Summaries of the outcomes of the focus groups are
attached (Appendix 1).

= Questionnaires for members and coordinators developed in consultation with DPI,
including a pilot phase with BWBL members (questionnaires are attached in Appendix
2 and Appendix 4).

= Questionnaires distributed to all members by DPI via email link or mail. Two reminder
emails were sent to both BWBL members and coordinators with the closing date
extended by a week to ensure maximum response.

= Phone interviews with 22 BWBL members, five BWBL coordinators and three BWBL
investors. These interviews were used to obtain more in-depth qualitative information
on the BWBL project, in particular, to evaluate social outcomes. Member and
coordinator interview summaries are provided in Appendix 6 and Appendix 7.
Interview summaries for investors have not been included in this report in order to
maintain the confidentiality of results.
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Table 1: The BWBL Evaluation Framework

Goal: To assist Victorian wool and lamb

roducers lift their on-farm

Indicators

Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

rofitability, as well as fostering environmental and social outcomes

Sub Indicators

Information source

Project objectives

1. Create conditions for
members to improve
productivity/profitability,
NRM and social
outcomes (i.e. Project
inputs and outputs)

Description
Agreed funds available
for the project

AWI, MLA and DPI
budgets

AWI and MLA
reports, interviews.
Project reports

Self-directed groups and
members available to
conduct activities

Number of groups and
members

Recruitment process
and member
satisfaction

1. Change in number of groups and members.
2. Degree of satisfaction with aspects of BWBL
program design and delivery.
e are flexible and well timed;
e recognise and incorporate producers'
knowledge and values;
3. Any evidence of new national/ international links to
BWBL and/or other organisations using this
approach.

Project
documents.
Coordinator,
member surveys?,
Investors

Trained coordinators to
facilitate group activities

Number & quality of
coordinators with
appropriate
qualifications

Degree of satisfaction that BWBL project:
o uses coordinators with knowledge and credibility to
implement/deliver activities.

Project
documents.
Coordinator,
member surveys
Investors

Productivity/profitability &
NRM technologies
suitable for on-farm
adoption

List of suitable
technologies and
presentation
opportunities
(presenters, fact sheets
etc)

Degree of satisfaction that BWBL activities provide:

1. relative advantages (e.g. long & short term costs,
degree to which resource degradation is avoided,
help achieve increased efficiencies),

2. 'useable’ practices (not overly complex,),

3. a degree to which they can be observed and
trialled prior to adoption.

AWI, MLA
interviews

Project
documents, incl.
evaluation reports
Coordinator,
member surveys

2. Members with
improved
productivity/profitability,
NRM and social

Productivity/profitability

On-farm  adoption  of
improved technologies

Measured changes in
outputs VS. inputs
attributable to BWBL

Degree of satisfaction that BWBL activities:
o demonstrate practical, on-ground benefits;
o are targeted/tailored to needs;

Member surveys,
Coordinator
surveys, Investor

outcomes o provide producers with some control and input; interviews
and
o minimise actual and opportunity costs.
1 Coordinator and member surveys includes questionnaires to all, and phone interviews with a sample
M Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 4
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Improved business and
marketing skills

Evidence of enterprise
analysis to inform
decision making

benchmarking, cost of production analysis of
businesses
use of succession planning

Member surveys,
Coordinator
surveys, Investor
interviews

NRM

Adoption of technologies
that preserve/enhance
natural resource
conditions

Practice change
attributable to BWBL
and measurements of
resource condition

Evidence/examples of members integrating new or
existing concepts into their practices
40% of members adopt new practices by 2008.

Member surveys,
Coordinator
surveys, Investor
interviews

Social

Improved capacity of
individuals and groups to
respond to change

Evidence of change in
a range of social
capacities (knowledge,

Evidence that farmers gained new (technical and
interpersonal) knowledge & skills identified (by
them and others) as important.

Member surveys,
Coordinator
surveys, Investor

attitudes, skills, Evidence of farmers gaining new aspirations about | interviews
aspirations) management practices.
Evidence that farmers learn how to identify
information needs.
Evidence that members become more
independent in identifying their overall needs and
seeking solutions.
Evidence of positive community reactions to sheep
producers.
List of other community benefits gained from BWBL
groups.
M! Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 5
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The evaluation also considered other BWBL and investor documents and previous
evaluations including:

= AWI and MLA project contracts with BWBL 2005 — 2008;
=  AWI Milestone six monthly reports submitted by the BWBL Manager;
= MLA Milestone six monthly reports submitted by the BWBL Manager;
= The 2005 - 2008 BWBL Business Plan;
= The 2004/05 and 2005/06 BWBL Annual Reports;
= The BWBL group yearly plans for 2006/07;
= Previous completed BWBL evaluation documents including:
o Areview of the changes to the BWBL project by Jeff Coutts in July 2006;
An evaluation by Jeff Coutts in May 2005 of BESTWOOL 2010;

0 An evaluation by Down to Earth Research in April 2004 of BESTWOOL 2010;
0 An evaluation by Jeff Coutts in January 2002 for BESTWOOL 2010;
0 An evaluation by Charlotte Duke in June 2002 for technology adoption &

productivity; and

0 The BESTWOOL 2010 annual telephone survey of group contacts for 2001 &
2003.

A summary of stakeholder engagement is shown in Table 2. The number of different
stakeholders consulted as part of the evaluation, the specific tools used to elicit those
views, and the number of responses received are reported.

Table 2: Summary of stakeholder engagement

Stakeholder Evaluation tool Number Number returned (%)
sent/interviewed
244 BWBL members Web based 406 (45 incorrect email | 61 members (25%)
and 162 associate guestionnaire sent via addresses received
members link in email questionnaire by maiil)
77 BWBL members and | Mail based 147 34 members (44%)
70 associate members | questionnaire
19 BWBL coordinators Web based 19 12 coordinators (63%)
guestionnaire sent via
link in email
BWBL members Phone interviews 22 na
BWBL coordinators Phone interviews 5 na
BWBL investors — AWI, Phone interviews 3 na
MLA and Vic DPI

The survey was targeted at BWBL members only, even though associate members
received the questionnaire. As expected, very few associate members (1%)
completed the questionnaire and their responses have not been included in the
following analysis. A total of 95 member questionnaires (30%) were returned. This
response rate is considered acceptable for this type of survey and provides
confidence that the data reflects the views and attitudes of BWBL members.

The return rate for coordinators was 63%, which also provides confidence in the survey
results.
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3  EVALUATION PARTICIPANTS

3.1 BWBL member survey

Those responding to the BWBL member survey have been members of their BWBL
group for an average of four and half years. The length of BWBL membership ranged
from six months to ten years. Figure 1 shows that almost half of the members surveyed
described their enterprises as a mixture of wool and lamb.

Figure 1: Member survey - description of enterprise
Mixture of sheep

& lamb Predominately lamb
41% 27%

Predominately wool
32%

Forty five percent of members felt that their sheep enterprise had remained the same
over the past three years, while 43% now had a greater emphasis on lamb and 12%
had a greater emphasis on wool. This data suggests that a majority of member
respondents had changed the emphasis of their enterprises.

3.2 BWBL coordinator survey

The coordinator respondents have been involved with the BWBL project for an
average of 3.6 years, ranging from one to 10 years. The number of BWBL groups for
which coordinators were responsible ranged from one to six.

7y
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4  CONDITIONS TO IMPROVE PRODUCTIVITY /
PROFITABILITY, NRM AND SOCIAL OUTCOMES

This section considers responses to the first major objective of the Evaluation
Framework - ‘Create conditions for members to improve productivity/profitability,
natural resource management (NRM) and social outcomes’. There are four
components within this objective and each is discussed separately. The relevant
section of the Evaluation Framework is provided for each component.

4.1 Agreed funds available for the project

Description \ Indicators
Agreed funds available | AWI, MLA and DPI budgets
for the project

4.1.1 Documentary analysis, member and coordinator survey results

A total of $6,606,775 has been invested in BW 2010/BWBL since 1998. BW 2010 was
initially fully funded by the DPI between July 1998 and June 2002, with in-kind
assistance from the VFF. Table 3 shows the agencies and level of funding since 1998.
Note that member contributions commenced in 2006. Currently more than 50% of
funding is provided by DPI which has maintained its contribution at about $390,000 per
year since 2003. AWI’s contribution of $195,000 per year is less than half of its 2005
level.

Table 3: The level of investment in the BWBL project from 1999 to 20072

Funders 1999 2000 2001 2002 2003 ‘ 2004 2005 2006 2007
DPI $502,422 $521,312 $544,270 $543,577 $398,983 $348,852 $318,030 $380,000 $390,000
AWI $147,385 $400,040 $499,999 $500,000 $231,780 $195,000
VFF (in kind) $40,000 $40,000 $40,000 $40,000 $40,000

GRDC $51,000 $84,219 $90,000

MLA $120,000 $60,000  $120,000
OJD $39,951

Other $22,446 $20,000 $20,000

Producers $50,000 $60,000

Total $502,422 $521,312 $566,716 $668,471 $799,023 $919,851 $1,082,200 $811,780 $735,000

The BWBL project management team is responsible for the expenditure of funds.
Funding is allocated into four categories (Figure 2). Over half of the annual budget is
spent on group support which includes payment of salaries and training for
coordinators, recruitment costs, maintenance of the website and a portion of the
costs for the program administrator. Communications covers the costs of newsletters
and phone seminars for members, and also media costs to inform the community
about the BWBL project. Project development includes the cost of evaluating the
project. Project management includes the salary of the project leader, the costs of the
Advisory Committee and the provision of administrative support.

2 Victorian DPI - BWBL Project Management Team
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Figure 2: Resources used for the BWBL project 2006 - 20073

Group Support
55%

Project Development
13%

Communications
14%

Project Management
18%

MLA and AWI provide funding to BWBL in line with a number of their strategic

objectives (Table 4).
requirements

management improvements.

Most of these objectives are output based, although AWI’s
include measuring outcomes such as attitude, knowledge and

The six-monthly milestone reports prepared by the BWBL management team show that
output targets are achieved and often exceeded, and in this respect, BWBL can be
considered successful. Indications of success in achieving outcomes targets are
reported in Chapter 5 and Chapter 6.

Table 4: Summary of BWBL project objectives for MLA and AWI

MLA Objectives* AWI Objectives®

By the 30 June 2008:

0o

By the 30 June 2008:

Work with all BWBL 2005-2008 coordinators
and groups to facilitate access to
participants to MLA R&D products aimed at
sheep and lamb producers.

Promote MLA products through existing

communication means, including BWBL
newsletter and the fortnightly emall
newsletter, with 10 news items to be

communicated each year.

Create 10 new BWBL groups.

Recognise MLA’s contribution to the project
in all publications.

Conduct 4 sheep industry communication
activities a year.

Collect data and information on agreed
target management practices from all
groups.

Include MLA in the development of the
strategic plan and funding mechanisms for
1 July 2006 and onwards. The strategic plan
will include target management practices,
and pre and post surveys on an annual
basis, to measure adoption and change
including annual benchmarking.

Provide half yearly and final reports to MLA
on group activities and outcomes.

(0]

10 new groups with a minimum of 10
members.

A network of 40 active discussion groups that
facilitate improved production and
management practices amongst growers.
160 group activities conducted per year.
Four regional forums each year.

200 farmers participating in “Talk to the
Experts” phone seminars each year.

800 non-group joining sheep farmers
accessing information on improved
practices  through general program
communications.

Measured levels of change in the
knowledge, skills, and aspirations of 400
group members.

Measured levels of change in the

knowledge and skills of at least 20 farm
advisors in Victoria.

40% of group members demonstrating major
change in their farm management.

3 Victorian DPI - BWBL Project Management Team
* MLA Consultancy Agreement with Vic DPI for the BWBL Project
5 AWI Research, Development & Innovation Contract for the BWBL Project
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In 2007 the total level of investment in BWBL was equivalent to about $990 per
member (assuming 742 members). This compares with about $640 per member in
2005 (assuming 1,700 members). The cost per member in 2007 increased by more
than 50% compared to 2005, primarily due to a large decline in membership numbers
although member numbers have since increased. This cost per member will have
reduced in 2008 as member numbers have increased to 961 — see section 4.2 below.

Member fees comprise less than 10% of total project funding, but the introduction of
fees has been a source of contention. This was extensively reviewed in 2006 (Jeff
Coutts, July 2006) and has been a major reason for membership decline (see section
4.2).

Despite the impact of member fees on membership decline, the majority of current
members consider they get value for money, with the member survey showing that
77% of members were satisfied or neutral that their BWBL membership is providing
value for money, and 23% indicating they were dissatisfied.

The majority (67%) of the coordinators surveyed were satisfied with the current level of
overall funding.

In summary, the project received its agreed level of funding from investors and
member fees, and this enabled the agreed activities to be completed.

4.1.2 Interview and focus group findings

The interview and focus group results confimed the survey findings regarding
member fees, and although members might initially baulk at the cost they
considered generally it was cheap and provided value for money. Rather than cost,
the main issue concerned the poor process of introducing member fees. This was also
acknowledged during investor interviews.

The need to demonstrate value for money was raised at the focus group meetings
and was a major finding by Jeff Coutts® in his review of BW2010 in 2005 where he
recommended the need for the systematic collection of practice change by group
participants.

Investor interviews highlighted the high cost per producer of the current model with
lower member numbers compared to 2005 levels. Investors need to be able to justify
funding the BWBL project by demonstrating a return on investment. They suggested
that an alternative funding model which is linked to the strategic direction of the
investor companies would be more appropriate in the future to help justify the cost of
the BWBL project.

4.2  Self-directed groups and members available to conduct activities

Description Indicators

Self-directed groups and Number of groups and members

members available to

conduct activities Recruitment process and member satisfaction

®J&R Coutts (May 2005) Evaluation of BESTWOOL 2010.
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4.2.1 Documentary analysis, member and coordinator survey results

BW 2010 was considered a successful extension project with a participating network of
1,700 producers in 2005. After the introduction of fees, membership declined to 742
members and associate members but has since grown to a total of 961 (Table 5).

Table 5: Number of members and groups involved in BWBL from 1999 to 20087.

1999 2000 2001 | 2002 2003 2004 2005 2006 2007 2008

No. of groups 32 38 47 50 55 66 76 34 36 40
NCWCTENTS 640 | 760 | 900 | 1,300 | 1,500 | 1,600 | 1,700 | 1,084 | 742 | 961
Clizus Selit 17 20 21 22 24 26 27 14 13 15
West

CireIze Nerin 5 8 12 13 15 14 16 8 9 10
West

EIrEUTEe e 7 7 10 11 12 12 17 6 8 8

East

Groups

Gippsland £ 3 4 4 4 4 5 1 1 2

Clfollgs 4 4 5 5 5

University

OJD groups 5 7 1

N, EiF 22 23 24 21 28 31 36 16 16 19
coordinators

The decline coincided with the introduction of member fees but was also associated
with the cessation of single issue groups (eg OJD) whose aims had been achieved
and was more evident in BWBL groups that had existed in partnership with other
production groups. These other production groups included FM 500, MacKinnon,
TopCrop, RCS Keep in Touch groups, Birchip Cropping, Pastures for Profit, and OJD
groups (Couttsg).

Group and member numbers have increased since 2007 and this review will consider
some of the reasons for this rebound in numbers, including the level of satisfaction of
BWBL members with the existing program. Member responses will guide
recommendations for future self-directed groups to continue conducting BWBL
activities in an efficient and effective manner.

4.2.2 Interview and focus group findings — membership levels

The issue of membership levels was addressed in interviews with investors, coordinators
and BWBL members. A number of BWBL members felt that the current fee structure
caused a decrease in membership from previous levels and continued to discourage
wider participation. The members interviewed suggested that the fee structure should
be either removed or a tiered approach adopted.

Interviews with coordinators also identified the need for better funding models,
including more innovative fee structures (e.g. group fees versus individual member
fees).

7 Victorian DPI - BWBL Project Management Team
8 J&R Coutts (2006) Review of BESTWOOL/BESTLAMB groups - following program changes
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The fee structure issue was also raised during the focus groups. Suggestions for
improvement included rebates on membership fees for demonstrated practice
change and a fee structure based on the number of members in a group which
would lower the cost for larger groups as well as providing an incentive for new
members to join.

All stakeholders recognise the importance of maintaining and increasing membership
and are interested to explore the most appropriate ways of achieving this. Section 4.1
indicated a demonstrated return on investment from BWBL membership is an
important consideration.

4.2.3 Survey findings — satisfaction with BWBL

Figure 3 shows the level of member satisfaction with a number of aspects of the BWBL
program design and delivery. Most satisfaction was associated with the degree of
member input into group decisions and is a reflection of the self-directed nature of the
groups.

Respondents were most dissatisfied with recruitment of new members. This view was
also raised during the focus groups and phone interviews, and suggests the need to
consider an improved recruitment process to increase (or at least maintain) BWBL
members and BWBL groups.

Figure 3: Member survey - satisfaction with aspects of BWBL

100% -
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80% -
52
58
64
g 70 W satisfied
o 60% -
g 48
g ONeutral
8
° 40% 1 O Dissatisfied
> 25
24
20% - 31
24 32
23 18
6
0% \ 2 \ \
Value for Timing of group Degree of Size of our Recruitment of
money of BWBL activities member input group new members
membership into group
decisions

Survey data collected from coordinators suggest that the most useful method to
recruit new members to the BWBL project was via word of mouth by current members
(Figure 4). Respondents generally considered that use of newsletters and the internet
would be less useful.
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Figure 4: Coordinator survey - utility of different recruitment methods
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4.2.4 Interview and focus group findings - satisfaction with BWBL

Responses from interviews and focus groups indicated that newer members are likely
to have different needs to long standing members. New members expressed
frustration that existing members were unwilling to re-visit activities that the group had
undertaken in the past. Yet, existing members did recognise the need for the group to
attract and meet the needs of new members, and the potential to benefit from any
new ideas they might bring to the group.

Facilitation of cross-group activities was suggested by members at the focus groups
and by the coordinators interviewed as means to improve satisfaction among new
members. Coutts® suggested that some coordinators wanted more structure and more
coordinator focus on existing groups, rather than starting new groups, or more resources to
promote interaction outside of groups.

Demonstration of value for money for members was considered by investors as the
best approach to recruitment, and that monitoring/benchmarking practice change
and improvements in productivity would be the most appropriate way to achieve this
outcome.

4.3 Trained coordinators to facilitate group activities

Description Indicators
Trained coordinators to facilitate Number & quality of coordinators with
group activities appropriate qualifications

Both DPI and independent (non DPI) coordinators are used to facilitate BWBL groups.
In 2005, 36 coordinators each had responsibility for an average of 47 members.

9 J&R Coutts (May 2005) Evaluation of BESTWOOL 2010.
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Currently there are 19 coordinators and they have responsibility for an average of 50
members (Table 5).

4.3.1 Survey findings — availability and capacity of coordinators

The vast majority (94%) of members were satisfied or neutral with the facilitation role of
coordinators, with only 6% indicating dissatisfaction. This indicates that the recruitment
and training of coordinators is appropriate to member needs.

Coordinators felt that the training they had received over the past three years had
been excellent or adequate. Figure 5 shows that the majority of coordinators
considered the training courses and coordinator conferences as the most useful
events for improving their capacity as coordinators. Other training activities
nominated as useful included involvement in phone seminars and the fortnightly
updates from the management team. The events of less use for the coordinators
were the regional forums and attendance at other group meetings.

Figure 5: Coordinator survey - improving coordinators’ professional capacities.
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4.3.2 Interview and focus group findings — availability and capacity of coordinators

The coordinator survey results were confimed by the phone interviews - all
coordinators agreed that their knowledge and skills in facilitation and consultation
had increased as a result of their training and involvement as a BWBL coordinator.
Whilst a number of the coordinators had a ‘background in extension’, they have been
able to further develop their skills by being employed in the BWBL Project. Some of the
coordinators reported having taken advantage of the training courses that are
offered through the BWBL project.

The newer coordinators felt that they could learn a lot from the more experienced
coordinators. A number of the coordinators mentioned that they would like to see
more sharing of activities between groups/coordinators. They believed that sharing of
ideas and activities would help facilitate shared learning among BWBL groups.
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Member interviews confirmed the positive reaction to coordinator availability and
capacity. A small minority considered that the high turnover rate of coordinators and
the lack of skills of their coordinator had resulted in reduced motivation among some
members. As a result, progress for their group had declined and there was reduced
value for money for members.

4.4  Productivity / profitability & NRM technologies suitable for on-farm
adoption

Description Indicators

Productivity/profitability & NRM List of suitable technologies and

technologies suitable for on-farm adoption | presentation opportunities
(presenters, fact sheets etc)

Although BWBL groups were self-directed and thus chose the activities and topics to
be pursued, the BWBL management team, including the coordinators, provided some
coordination services to ensure efficiency of utilisation of guest speakers, workshops
and forums. The choice of technologies and the means by which these are extended
will influence the degree of uptake by members.

4.4.1 Survey findings — productivity/profitability & NRM technologies

The list of technologies available to members is addressed more fully in Chapter 5,
however Figure 6 shows that members had a positive attitude towards the
technologies/practices offered by the BWBL project, rating them as appropriate to
their needs and presented in a way that has been easy to understand. They also
considered there was a good balance in BWBL activities between productivity,
profitability and NRM technologies.

Figure 6: Member survey - attitude towards technologies/practices offered by BWBL.
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With regard to the overall way the technologies were presented, the majority of
members rated all the listed information sources as useful in making management
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decisions (Figure 7). The most useful sources were farm walks, group discussions, farm
tours, guest speakers, and grower presentations. The majority of members (83%) were
also satisfied with the skill level of the workshop/field day presenters.

Those sources rated as less useful were phone seminars, regional forums and
newsletters, although all except regional forums were considered useful by more than
50%. These findings are consistent with research showing farmers preferences for
informal, face-to-face settings for learning, and for hearing from other farmers about
best management practices.

It should be noted that it is not possible to tell from the survey response if those with a
less positive attitude had actually been involved in the particular activity such as
phone seminars.

For phone seminars, both focus group outcomes and information from BWBL
management indicated that members considered this to be a valuable source of
information. Since the first phone seminar was held in late 2005, 12 seminars have
been completed to date with participants totalling 610, or an average of about 50
per seminar. In addition, approximately one third of participants are non-members
which potentially increases the reach of BWBL activities as well as being a good
marketing tool.

Figure 7: Member survey - utility of information sources to make management
decisions.
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All of the coordinators surveyed felt that the discussion in groups, farm walks and farm
tours were the most useful tools to help their members make decisions on how to
better manage their enterprises. They considered BWBL newsletters to be the least
useful.
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4.4.2 Interview and focus group findings — productivity/profitability & NRM
technologies

While phone seminars were suggested to be less useful by members in the survey, this
contrasts with a more positive attitude to this initiative expressed by BWBL members
during the focus groups. Whilst coordinators felt that the phone seminars were an
innovative method of communication, one noted that the level of member
participation has not been very high. A number of members also expressed a lack of
enthusiasm for being on the end of a phone line to discuss their issues.

The member interview responses showed that members also seek production advice
from outside the BWBL project. However, the majority felt that the BWBL project
satisfies most of their needs. They also considered that an important attribute was the
unbiased nature of the information they received through their BWBL group.

The investors in the past have not recommended practices or packages to the BWBL
groups, but rather have left it up to individual groups to decide. Investors believed
they may need to take a more active role in the future in selecting technologies
specific to BWBL to ensure closer alignment with their stratgeic plans.

In relation to the balance between productivity/profitibality and NRM, investors
suggested that improving productivity and profitablity are a higher priority, and that
funding of NRM activities is largely a government responsibility. However, investors felt
that production technologies must consider NRM impacts within an overall package
of farm improvement.
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5 IMPROVED PRODUCTIVITY AND PROFITABILITY
OUTCOMES

Chapter 4 demonstrated that the BWBL Project funds are enabling BWBL groups to
function well and to access technologies that were highly suitable to members’
enterprises. The survey and interview data also suggested that technologies are
being presented in ways that are easy for members to understand. Although these
attributes are necessary conditions for the adoption of technologies on farm they do
not automatically lead to improved adoption. This chapter provides further
information about the level of adoption of technologies by BWBL members and the
benefits that the adoption has provided.

5.1 On-farm adoption of improved technologies

Description Indicators
On-farm adoption of improved | Measured changes in outputs vs. inputs
technologies attributable to BWBL

5.1.1 Survey findings — on-farm adoption of technologies for improved
productivity/profitability

Figure 6 shows the management technologies that have been implemented by
members on their farms. The results demonstrate a high level of implementation of the
majority of listed technologies, and also the importance of the group in the
implementation process. More than half of the BWBL members adopted improved
technologies on their farms following group involvement in the technology.

Figure 6: Member survey - improved technologies adopted on-farm attributable to
BWBL
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Most of the technologies implemented were related to sheep feeding/nutrition and
drought management. This result is not surprising given the prevailing drought
conditions across Victoria in recent years.

The questionnaire also asked BWBL members to identify the most important
productivity benefit they felt they had gained through their involvement in the BWBL
project. Figure 7 shows the most important technology related to pasture
management. However, the non-technology response ‘support from members’ was
identified as the greatest benefit. This response may have been a misinterpretation of
the question, but it indicates the importance members place on social support. This is
discussed further in Chapter 7.

Figure 7: Member survey - summary of the productivity / profitability benefits.

Benchmarking Support from group
5% members
Marketing 21%

5%

Lifetime wool course
7%

Drought management
9%
Pasture management
15%

Lambing management
12%

No benefit/Unsure
13% 13%

Animal Husbandry

Coordinators also considered that members had adopted technologies as a result of
BWBL involvement, with improvement in drought management technology being the
most important as demonstrated in Figure 8.

Figure 8: Coordinators survey - attitude towards technologies/practices offered by
BWBL.
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5.1.2 Interview and focus group findings — on-farm adoption of technologies for
improved productivity/profitability

When asked about the skills they gained by being involved in BWBL, members
interviewed listed a range of technologies for improving productivity and profitability.
Those included:

e prime lamb tour;

e business skills;

¢ networking skills;

e prime lamb competition; and
e cost of production workshop.

All of the members interviewed felt that they had increased their knowledge and skills
in sheep production, marketing and farm management as a result of the BWBL
project. A number of members described their gain in knowledge as greater than
expected - e.g. ‘pick up good things at most activities’. Members gain knowledge
and awareness of what other members are doing as well as from guest speakers. The
knowledge is then taken home where the member determines what is suitable for
their situation.

During phone interviews, members were asked about the importance of improving
profit when considering the introduction of new technologies. In all cases the profit or
productivity motive was the major consideration in adopting a new technology on
farm. Productivity was viewed as technology that ‘makes the job easier’ or is a more
efficient use of time and labour.

Appendix 1 shows the focus group outcomes of the range of productivity changes
attributed to BWBL, how these have been measured and the BWBL activity leading to
the change. The changes relate to pasture production, sheep breeding and nutrition,
and marketing and benchmarking activities.

5.2 Improved business and marketing skills

Description Indicators
Improved business and | Evidence of enterprise analysis to
marketing skills inform decision making

5.2.1 Survey findings — improved business and marketing skills

An important requirement for successful businesses is the need to ensure that any
production or productivity gains are captured in improved profitability. The members’
survey responses indicated a relatively high level of group involvement in
benchmarking and enterprise analysis, and implementation on farm. Thirty three
percent of member respondents have been involved in marketing of wool and lambs
and have implemented these skills on their farm in the last three years.

A majority of the BWBL coordinators surveyed (67%) agree that their members had
improved their marketing of wool and/or lamb since participating in the BWBL project.
Thirty six percent of coordinators feel that their members have decreased their costs of
productions as a result of the project.

Figure 9 shows that 45% of members surveyed felt that their involvement in the BWBL
project increased productivity on their farm 14% of members reporting an increase of
between 10 and 15%. Fifty five percent of members were either unsure or indicated
no improvement in productivity. Drought conditions may have contributed to this
latter response.
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Figure 9: Member survey - level of improvement in productivity.
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Figure 10 shows the level of improvement in profitability by members attributable to
BWBL, with 33% indicating improvements. The largest percentage increase was from
0% to 5%, reported by 15% of members. A total of 67% percent of members were
unsure or considered there had been no increase in profitability. Of these, many felt
that this was not related directly to the project but rather the unseasonably dry
conditions over the last three years.

Figure 10: Member survey - level of improvement in profitability
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With respect to the stated increases in productivity and profitability, it is possible to analyse
responses based on length of BWBL membership. Respondents to the email and postal
survey were BWBL members for varying lengths of time as shown in  Table 6.

Table 6 Length of BWBL membership

Years as BWBL member ~ Number

0-2years 31
3-5years 38
> 5 years 32
Total 101
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The increases in production and profitability which members attributed to their
involvement in BWBL varied with length of membership as shown in Figure 11 and Figure 12.

Figure 11 Production increase by years as a BWBL member
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Figure 12 Profitability increase by years as a BWBL member
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These show a trend towards higher increases in both production and profitability attributed
to involvement in BWBL as the length of membership increased. This is further highlighted
by the fact that fewer longer term members chose ‘none or unsure’ when asked about
production and profitability increases. This highlights the importance of longevity of
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membership in obtaining production and profitability outcomes, and may be a reflection
of the more supportive social environment which has developed with time.

5.2.2 Interview and focus group findings — improved business and marketing skills

Members felt that their participation in BWBL enabled them to react to issues in a more
timely manner to improve their enterprise productivity, and that this occurred due to
networking. They made on-farm changes by seeing how and what other producers
were doing. Examples included sourcing of drought fodder and preparedness for
flystrike risk. Also, information on lowering the costs of production, particularly in times
of drought, was very important to improving profitability.

Some interviewees considered there was a range in the proactive and innovative
nature of members, and that the impact of the loss of the BWBL program would be
most severe on those that were less proactive. The productivity and profitability gains
of the less proactive members are achieved through group interaction.

Other producers spoke about advice and/or changes they would not have made if
they had not participated in their local BWBL group (e.g. accessing key agricultural
advisers, getting through the drought well, access to specific advice, feeding
practices for premium lamb and getting to know other farmers in their region). One
producer felt that even learning ‘only one’ idea in a given year made having the
BWBL group worthwhile from a profitability perspective.

/7y

Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 23





Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

6 IMPROVED NRM OUTCOMES

6.1 Adoption of technologies that preserve/enhance natural resource

conditions
Description Indicators
Adoption of technologies that Practice change attributable to BWBL
preserve/enhance natural resource conditions and measurements of resource
condition

6.1.1 Survey findings — adoption of new technologies that preserve/enhance natural
resource conditions

Figure 13 shows NRM practice changes that member respondents attributed to their
involvement in BWBL. Establishment of stock containment areas was the most
significant. The focus groups identified increased groundcover, decreased soil erosion,
increased pasture recovery and protection of hill country as the major benefits of
stock containment areas. Soil conservation and revegetation activities were also
actively implemented as a result of BWBL activities. Knowledge of resource conditions
and climate change were activities with the least involvement.

Figure 13: Member survey - NRM practice change attributable to BWBL
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More than half of the members surveyed (55%) felt that they were better able to
manage natural resources on their farm because of their involvement with BWBL, with
the remainder stating they were unsure or there was no improvement.

Members provided the following examples of improved natural resource
management attributable to BWBL activities:
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e value of shelter belts and soil management;

e thinking outside the circle;

e soil conservation from stock contained areas;

o importance of fertiliser application;

o better pasture management using ground cover for guidance;

¢ better management of pasture, water and shelter;

o direct driling of permanent pasture leading to less wind erosion; and
¢ improved soil knowledge.

Of the BWBL coordinators surveyed, more than half (58%) agreed that their members
had improved their on farm natural resource management practices since
participating in the BWBL project. This result is consistent with the 25% of coordinators
reporting that their members have developed whole farm planning approaches as a
result of the BWBL project.

6.1.2 Interview and focus group findings — adoption of new technologies that
preserve/enhance natural resource conditions

Despite the generally widespread and positive influences of BWBL involvement in NRM
issues identified from the surveys, most interviewees stated that NRM was not widely
discussed in their groups. A number believed that NRM is the responsibility of other
groups such as Landcare, and that BWBL should concentrate on productivity and
profitability.

The coordinators interviewed felt that NRM is a component of many of the
technologies (eg ‘Grain & Graze’) discussed within the groups but are included from a
sustainable production perspective. The NRM ‘message’ may not be explicit to
members but it is an important component of changing management practices.
Coordinators also felt that NRM issues are separately addressed by other groups such
as Landcare or through the land and water management plans promoted by
Catchment Management Authorities.

Appendix 1 shows the focus group outcomes of the range of NRM changes attributed
to BWBL, how these have been measured and the BWBL activity leading to the
change. The changes include establishing stock containment areas, fencing to land
type, increased planting of perennial pastures, and tree planting for shelter.

/7y

Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 25





Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

7  IMPROVED SOCIAL OUTCOMES

As noted earlier, there are a range of factors that influence on-farm practice change.
Certain social factors are both the means to achieve the ends as well as being an
end in themselves. Improved productivity and profitabiity and NRM outcomes
evaluated in the previous two chapters indicate that practice change has occurred.
This chapter explores some of the factors informing that practice change, as well as
providing other benefits. In the case of BWBL, the success of the self-directed group
approach relies on the social interaction of group members to assess the suitability of
technologies and the best approach to their implementation based on individual
circumstances. The questionnaires and phone interviews were designed to assess the
importance and effectiveness of social attributes to BWBL outcomes.

7.1 Improved capacity of individuals and groups to respond to change

Description Indicators

Improved capacity of Evidence of change in a range of social
individuals and groups to capacities (knowledge, attitudes, skills,
respond to change aspirations)

7.1.1 Survey findings - improved capacity for change

Figure 14 shows the relative importance that members attribute to different social
outcomes from their involvement in the BWBL. The strongest level of agreement was
that BWBL membership provided respondents with new ideas and information, and
support from other BWBL members. This sharing allows members to assess the likely
success of different technologies on their farms and share knowledge on
implementing those practices, so that ‘pit falls’ can be avoided.

The sharing of information is not restricted to members feeling supported by other
group members.

Figure 14 also shows personal social benefits to members, as well as enterprise level
outcomes. These personal-level benefits include members making new friends and
have improved confidence (more able to ask questions in public).

When asked to indicate the most important social benefit gained from BWBL
involvement, members identified very similar benefits (Figure 15) — which collectively
point to the occurrence of social learning. Social learning is a collaborative process
where people discuss, debate and interact with others and in so doing are exposed
to new ideas, views, and practices. Often this exposure causes participants to alter
their own thinking and behaviour to varying degrees. The necessary conditions for
learning include: a sense of need for the group to exist; networks; a sense of collective
ownership of particular issues; sufficient time for group processes to develop;
participants believe they need each other to develop solutions; trust, equity and
openness; and comprehensible options for action (Van Dijk 2001)20,

10 VVan Dijk, N. (2001). Social learning for collective action in catchment management. Wageningen University:

Netherlands.
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Figure 14: Member survey - level of agreement with social outcomes contributed to by
the BWBL project

Heard about new ideas and information. 96

Felt supported by members of my BWBL group. 80
Been able to access wider professional networks than |
did before.

Used new ideas/technologies to change some of my
farm management practices.

74

73

Made new friends.

Been more able to identify my information needs in 70
general. O Disagree
Begun to think more about planning for the future.

ONeutral
Felt more confident about facing future challenges.

Become better at identifying when | need help with
finding appropriate resource material.
Felt more able to ask questions in public (e.g. BWBL
group environment)

61 B Agree

Involved my partner in BWBL activities.

Seen my mental health improve.

Seen my physical health improve.

0% 20% 40% 60% 80% 100%

% of respondents

Figure 15: Member survey - perceptions of the BWBL Project’s key social benefits.

Meeting & getting to
know other farmers and
No benefit/Unsure sharing what they have
12% in common

37%

Support from group
members
26%

Learning from other
farmers and new
information sources
25%

7.1.2 Interview and focus group findings — improved capacity for change

The Group process

When asked to discuss what it was about ‘being part of a group’ that helped
members, the most common responses among interviewees were those relating to
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social learning as described above. The group provided networking opportunities that
introduced members to each other and gave them opportunities to share information
about their practices and new ideas. One member noted how important this was to
them personally, being relatively new to the district. Other members discussed the
benefits in terms of general opportunities to socialise with one another, be part of a
peer group, and/or gain support and confidence from that social contact. Two
members talked about how their group provided a ‘safe’ (non-threatening) and
appropriate forum in which to talk about their practices, which they might not have
talked about elsewhere (e.g. at the pub, at a large seminar). One member noted
that the value of the group was partly informed by the effort each member made to
actively participate in discussions. Another noted that some members needed the
social support more than others.

When members were asked if they had any additional comments, four BWBL
members made reference to the group process approach. They identified that a
valuable feature of BWBL groups is that they are ‘farmer-driven’. Members also felt
that the coordinator’s role was a critical part of a group’s success. The coordinator
played an important role in maintaining the momentum of the group, sourcing and
providing access to key information and services, and conducting administrative and
facilitation role for which producers would not necessarily have the time and/or skills.

Members felt that the BWBL process is better than other means of improving
knowledge and skills because it enables both individual and group learning. The
BWBL process provides appropriate support for group members and enables
knowledge sharing between group members. It also enables members to see what
others have done. The process provides better context compared to seminars or
reading articles. Members have the ability to see if the new technology is working
before going to the expense of introducing it — i.e. ‘trialability’. The process is a good
means of finding out immediate problems - e.g. recent blowfly strike activity — so that
members are able to be forewarned.

One of the investors recognises the value of the group approach, but claims the
benefits do not extend beyond the group. This investor felt that funds should not be
used to create conditions for social interaction. Another investor talked about the
challenge of getting its board members to recognise the social aspects of adopting
new technologies/practices.

Barriers to change

As noted in earlier chapters, some BWBL members did not consider they had
achieved productivity and profitability increases or NRM benefits from the program.
Factors beyond the program such as drought would have influenced member
responses, as well as other factors related to the program such as the length of time as
a member of BWBL.

Member interviewees were asked more generally about barriers to making on-farm
changes. They referred to:

e ‘economics’ —the costs of making changes, having sufficient cash flow to do
so, managing debt levels (mentioned by 6 interviewees);

¢ knowing what problems need to be addressed and/or identifying the best way
to make changes (3 interviewees);

e dealing with lack of water and/or seasonal conditions, obtaining reliable
weather forecasts;

e minimising lamb mortalities;

e maintaining optimal pastures;

e getting good prices;

e sourcing (commercially) un-biased information/services; and
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¢ having to operate under/meeting regulatory requirements.

These barriers indicate a mix of social, economic and technical factors, some of which
are outside of any influence that BWBL might have. However, the BWBL process will
assist to reduce a number of the identified barriers as discussed in section 7.1.1.

Community views and benéefits

The questionnaire sought information on whether members believed that participating
in their BWBL group helped them to better understand community attitudes regarding
the sheep industry. Their responses were divided equally between ‘yes’, ‘no’, and
‘unsure’.

It is very likely that survey respondents were unsure what was meant by ‘community
attitudes’. Therefore, the telephone interviews provided an opportunity to explore the
issue more fully and included questions about:

¢ what they thought prevailing community attitudes were towards the
sheep/wool industry;

o whether they thought that their participation in BWBL helped them understand
those attitudes; and

o whether they believed that producers’ participation in BWBL (or programs like
it) had a positive influence on the more negative views.

When responding to these questions, members generally distinguished between
different ‘communities’ — such as the general public (typically residing in cities), the
sheep/lamb growing community, and rural Victorians. One member believed that
rural Victorians were generally more pragmatic people than city residents and
therefore had a better understanding of agriculture (and of the sheep/wool industry).
Another member believed that historical familiar links between city and rural people
have declined, and this trend was contributing to a broader lack of understanding
about agricultural practices in general, and sheep/wool growing in particular.

Most members felt that the ‘general public’ were either uninterested in the industry or
had negative views about the industry, which were based on high profile, animal
welfare campaigns on specific issues such as mulesing (e.g. PETA). The general public
was generally perceived as naive and uninformed, basing their views on stereotypes,
instead of seeking to question some of the more negative information they were
exposed to in the media. Another member felt that it was common for people to see
wool as an ‘old-fashioned’ product and the wool industry lacking a future.

A few members talked about views of the wool/sheep producing ‘community’. One
member believed that younger producers were becoming less interested in wool
production and were likely to focus more on crop production. Another member
lamented what they saw to be a lack of interest among wool producers in responding
proactively and positively to public criticism of mulesing.

A small number of members felt that their involvement in BWBL had helped them
better understand community views — their group had discussed some of the more
high profile issues such as mulesing and had attended presentations at a Regional
Forum on R&D strategies to counteract public concerns about mulesing.

When discussing whether people knowing about members’ participation in BWBL
would improve views about the sheep/wool industry — members typically thought that
the wider community had no awareness of BWBL (or of programs like it). Half of the
members interviewed believed that increasing the awareness and understanding of
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BWBL (and programs like it) would help improve awareness and understanding of the
industry. These members had different opinions about who should bear the ‘lion’s
share’ of responsibility for promoting BWBL to the wider community (e.g. BWBL
management, investors, groups, individual members, all of them). The remaining
members were unsure about how to address the broader community’s lack of
awareness of the sheep/wool industry in general, which they saw as a pre-requisite to
informing them about more specific information about programs like BWBL.

The survey did not include specific questions about what benefits the BWBL held for
the wider community. Hence, in the phone survey, members were asked what
broader, positive benefits they believe the BWBL held. Most of the members identified
benefits that could be equated with building social capital'l. These responses were
predominantly focused on the links between BWBL’s role in helping members to run
more productive and sustainable enterprises, and those members in turn were making
positive social and economic contributions to their local/regional communities (e.g.
employment, flow-on benefits to local businesses). For example, a member said, “...
when farms are more profitable - and some are because of BWBL - the wider
community is financially and mentally more healthy.” Similarly, another member
noted how their productivity has increased and they felt “more engaged with what is
going on around us.” This member believed these benefits were not easily quantified,
but nonetheless had tangible and positive impacts on producers’ self esteem.

A number of members felt that BWBL could have a more positive impact on the wider
community by engaging with more producers than was being achieved. They
believed that the existing BWBL fee structure had, and would continue, to discourage
producers from participating. The Coutts'?2 review of the BW2010 project in 2005
suggested that there was scope to more effectively promote interaction between
groups and between groups and the wider community.

Coordinators’ views

When asked about the broader community’s views on the issues faced by sheep
farmers, all five coordinators felt that there was a lack of understanding about
agricultural production. Coordinators felt that the broader community often sees
agriculture as unsustainable, and those views are often influenced by the media’s
negative reporting on drought subsidies (which many farmers are unable to access).
Coordinators believed the public’s greatest concern with sheep farmers were animal
welfare and the environmental impacts of grazing.

Coordinators reported different degrees of emphasis on talking about public views in
their respective groups. Four coordinators reported that their groups did not discuss
community views about the sheep and wool industry, while one said that they did -
citing the need for the group to be proactive in this area — planning ways to improve
their practices in such a way that reduces public concerns.

Investors

Negative community views were seen as a result of historical, poor farming practices
relating to NRM and animal welfare. These concerns are expected to increase into
the future. Hence, the sheep and wool industry needs to address them at both the
strategic and on-farm levels.

11 Social capital is a term developed by social scientists to describe the networks, contacts, shared norms, values
and understandings which facilitate cooperation within or among groups. It is generally accepted that strong
and positive social capital is vital for community and individual well-being.

12 J&R Coutts (May 2005) Evaluation of BESTWOOL 2010.
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In addition to the above, Appendix 1 shows the focus group outcomes of the social
changes attributed to BWBL. Most of these changes related to improved conditions
for decision making as a result of shared experiences of different technologies.
However, there were also important personal benefits of improved health and
improved confidence. These were seen as contributing to improved business results for
the enterprise.
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8 CONCLUSIONS AND RECOMMENDATIONS

This chapter summarises the outcomes of the evaluation process based on
questionnaire and interview responses from members, coordinators and investors, and
considers the outcomes against the three terms of reference for the evaluation. Key
findings are summarised for each TOR and recommendations to inform future
program design and delivery are provided at TOR 3.

8.1 TOR 1 - Project performance and impacts against six stated objectives

Assess project performance and impacts against the six stated objectives. This is to
include an account of farmer reactions and changes in knowledge, skills, confidence,
aspirations and practices as a result of the program, and the contribution made
towards Economic, Natural Resource Management (NRM) and Social outcomes. In
addition, an assessment of any change in focus between wool and lamb meat
production is desirable.

Hassall considered the six project objectives based on the Evaluation Framework that
was developed as part of the consultancy (Table 1). The key general findings are
listed below, with more specific findings within each sub-section:

e Although membership declined from a peak of 1,700 in 2004 to 742 in 2007,
and cost per member of the program increased by 50% at this time, member
numbers have since rebounded to 961. The number of groups increased from
34 in 2006 to 40 in 2008.

¢ Over half of the annual budget (55%) is spent on group support which includes
payment of salaries and training for coordinators, recruitment costs,
maintenance of the website and part of the costs for the program
administrator.

¢ Member fees comprise less than 10% of total project funding, but the
introduction of fees has been a source of contention even though the majority
of members were satisfied or neutral that their BWBL membership is providing
value for money.

e Agreed program outputs based on investor contracts were achieved,
although investors in future require increased certainty of a satisfactory return
on their investments.

¢ Conditions were created for better productivity, profitability, NRM and social
outcomes for members with suitable technology packages, trained
coordinators and presentation options provided through the program.

¢ The highly self-directed nature of groups ensures that activities are related to
local requirements, but at the same time can lead to problems of recruitment
of new members.

8.1.1 Memberreactions and changes in knowledge, skills, confidence, aspirations
and practices

e Almost all members (96%) gained new knowledge attributed to BWBL, 73%
used this new knowledge to change farm management practices.

e About 68% of members began planning for the future, and 65% felt more
confident about facing future challenges.

e The above responses were due to the high regard that members had for many
of the BWBL activities — farm walks, group discussions, guest speaker
presentations and field days.
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There was a high correlation between group involvement in activities
associated with different technologies and eventual implementation on farm.
The level of involvement and on-farm implementation was higher for
productivity/profitability issues than NRM issues.

All of the members interviewed felt that they had increased their knowledge
and skills in sheep production, marketing and farm management as a result of
the BWBL project.

Contribution towards economic (productivity/profitability), NRM and social
outcomes

About 45% of members felt their involvement in BWBL had resulted in
production increases on their farms, with a significant percentage (14%)
claiming an increase of between 10 to 15 percent. Coordinators confirmed
there was an overall increase in production. The increase in production was
achieved in the face of very difficult seasonal conditions caused by drought.
33 percent of members felt that their profitability had increased as a result of
their involvement in the BWBL project. The largest percentage increase was
from zero to five percent (15% of members).

Half of the members surveyed (55%) felt that they are better able to manage
the natural resources on their farm because of their involvement with the BWBL
project.

Of the BWBL coordinators surveyed more than half (58%) agreed that their
members had improved their on farm natural resource management practices
since participating in the BWBL project.

More than half of the members surveyed have been involved in as a group
and implemented on farm activities relating to soil conservation and stock
containment areas during drought.

Almost 90% of members attribute a social benefit to BWBL with the most
common responses relating to ‘social learning’: the networking opportunities
that introduced members to each other and gave them opportunities to share
information about their practices and new ideas.

Other social outcomes included improved individual confidence to source
information and identify information sources. Although not rated highly in the
questionnaire responses, the focus groups attributed improvements in mental
health and members’ ability to cope as outcomes of the program.

The data indicates that productivity and profitability increases are correlated
with length of BWBL membership, and therefore disruption of group activities
may result in reduced or delayed return on investments.

There is limited member knowledge of changing community attitudes based
on BWBL activities, and there is also differences in understanding of the
definition of community.

Assessment of any change in focus between wool and lamb production
While 45% of members had retained the same enterprise mix between wool

and lamb, 43% had a greater emphasis on lamb and 12 percent had a greater
emphasis on wool.
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8.2 TOR 2 - Alignment of expectations

Assess the extent to which these impacts are in line with expectations of investors, and
determine areas of misalignment.

e Both investors and members consider impacts of productivity/profitability to be
the major drivers of change, with NRM impacts seen as part of a total
package.

e The productivity/profitability impacts noted in section 8.1 are in line with
investor expectations of on-farm improvements, however there is some
misalignment as investors are seeking a greater ‘reach’. They consider that
investment in a relatively low number of BWBL members is increasingly difficult
to justify.

e Both members and investors require a positive return on investment, but the
scope of how this return is calculated is a source of further misalignment.
Members place high importance on the ‘social learning’ aspects of a group
extension approach (the process elements) whereas investors are more
concerned with the financial outcomes. As a result, investors are querying
funding of the group process but are still wiling to fund the provision of
technology packages.

e Investors increasingly require that their investments fit within their organisations’
strategic plan. This can cause misalignment with the BWBL model where groups
are largely self-directed and determine their own strategy. The self-
determination within groups is considered to be the major reason for their
success, so any attempt to impose direction may cause friction and reduced
outcomes.

o The member fee structure currently covers about 10% of program costs, and
despite the fact that over 75% of members believe they get value for money or
are neutral about fees, the process of their introduction and impact on
discouraging new members are problematic.

8.3 TOR 3 - Learnings about project design and delivery to inform future project
development

Capture learnings about program design and delivery to inform future program
development. This is to include an assessment of any changes in strategy and tactics
arising from recommendations of the previous evaluation.

8.3.1 Strategic planning

A comprehensive strategic planning approach which captures the expectations of
investors and groups would remove the current misalignment that has developed.
Such an approach would provide detail of the roles and responsibilities of all
stakeholders, as well as the expected outcomes.

8.3.2 Monitoring and evaluation

Both members and investors are interested in better quantifying the return on
investment from BWBL activities. For members (and the management team) this
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information will assist to justify both the time and fees they expend on the activities. In
addition, this information can be used for promotional material to attract new
members and retain existing members.

For investors, the information will provide justification that returns on investment are in
line with the organisation’s expectations.

This was a recommendation of the previous evaluation (Coutts, 2005) and is widely
supported by members, but a suitable system has not yet been implemented across
all groups.

One concern is that investors are likely to commit to funding over a relatively short
time period (three years), and it is not always possible to capture outcomes of project
activities in that time. In addition, the costs of completing comprehensive evaluations
place a significant drain on project funds.

It is also important to recognise there will be both quantitative and qualitative
outcomes from the project and suitable processes for evaluating these two types of
benefits will be required. Investors will need to recognise the importance of
productivity/profitability as well as social outcomes as indicators for successful
extension.

Quantitative aspects can be measured following initial on-farm baseline studies and
reports at suitable intervals for selected production and profitability indicators.
Outcomes of social change are generally less easily monitored but could be
structured around Performance Story reporting. This method introduces the idea that
there are different time scales at which different outcomes are looked at (e.g.
changes in resource condition happen over longer time scales versus the more
intermediate outcomes).

In order to reduce the costs of evaluation an option is to develop the capacity
among the project management team, BWBL coordinators, and members.

8.3.3 The funding and fee structure

Developing an equitable funding structure is important to all stakeholders. Member
fees remain the most contentious of the source of funds and are a priority area for
improvement.

Members recognition to project funding is currently only via their cash contributions.
Consideration of valuing in-kind contributions for activities such as monitoring and
evaluation by members is an option.

Other options raised by members during this evaluation include:

¢ develop facilitators’ capacity to draw in external dollars to their groups to
lower the cost of membership;

o membership fee rebates for demonstrated practice change;

e afee structure based on the number of members in a group. More members
per group would lower the cost of individual membership and would also
provide incentives for members that introduce new members to their group);
and

o better communication to prospective members of the value for money of their
involvement in the BWBL project.
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The BWBL network also provides an opportunity for investors to promote their
organisations and it may be possible to value this contribution within return on
investment calculations.

8.3.4 Coordinator capacity

The success of the group extension model is highly dependent on the skills of
coordinators. Although this evaluation showed that members valued the contribution
of coordinators, feedback from both members and coordinators indicated a
continuing need for structured, professional development opportunities.

These opportunities may be provided by both formal and informal training
opportunities. A mentoring program for new coordinators is an example of an informal
training approach, as is a more structured process of communicating successful BWBL
case studies between coordinators.

8.3.5 Development of an improved recruitment strategy

Recruitment of new members and their role within groups is important for BWBL, but
this evaluation had demonstrated the need for improvement in this activity.

The most persuasive recruitment tool for new members is demonstrated return on
investment from membership. In addition, new members need to be accepted within
the group and consider that their needs are being met.

Development of a recruitment plan with two central components is required:
e the value proposition of BWBL membership; and

e an induction program within established groups to ensure the needs of new
members are being met.
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9  APPENDICES

Appendix 1 Focus Group Summaries

Below are summaries of focus group outcomes relating to the changes made by members, how the changes could be measured, and
what BWBL activity they could attribute those changes to. The summaries are presented in Table 1. Also presented (Table 2) are
participants’ thoughts on the strengths, challenges and opportunities for BWBL project.

Table 1: Summary of outcomes from the focus groups

Outcome \ Change Measurement BWBL Activity
Improved sheep nutrition through | + Condition scores + 1 day course, Jolly
condition scoring, pasture monitoring, | + DM/ha + Group discussion
feed evaluation + Feed values - ME, CP + Lifetime Wool days
Improved lambing percentages due to | «+ Lambing % + Course, Scrivener
changed lambing date, condition score, + Group visits
scanning
Own ram breeding program using | ¢+ Wool quality & quantity improvement + Lynda Hygate sheep breeding
measured traits and indexes + Cost saving on ram purchases course
=3 + Centreplus / McKinnon project visits
3 Apply individual sheep production | « Micron tests + Bus trip to properties using OFDA
.;‘5 records and indexes + Fleece weights at shearing + Exposure to information around
o selection based on indexes
.g' Introduce new pasture species, | + Visually higher performing pastures + Field day
g rotational grazing, soil testing + Log of pasture avail + Evergraze presentation
> + Financial improvement + Grain & Graze — Cam Nicholson
2 Increase use of lime + Measure Al, pH levels + Group soil test
S Improved sheep health — worms, OJD | + Faecal egg counts + Guest speaker from Hamilton
'8 vaccine + Drench resistance test (Rendell)
a + Improved prices + DPI vets
Split lambing (3x/yr) — continuous supply | ¢+ Inc. lamb price, lamb weights, + Group meeting discussion
for improved marketing weaning rates
Application of lamb specification to | « Feedback sheets from processors + Group participation - Elmore field
lamb marketing days
Better sheep feeding in containment | «+ Condition of sheep and lambing + Guest speaker and handouts
areas percentage
+ Protect, enhance pastures
+ Labour saving

7y

Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 37






Outcome

Change
Shift in enterprise mix to include wool
and lambs
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Measurement
+ Profit

*

BWBL Activity
Lisa Warn speaker, group discussion

Benchmarking

+ Costs of production, comparison with
group

Group activity

Natural Resource Management

Stock containment areas during drought
period

Pastures saved

Increased groundcover
Decreased soil erosion
Increased pasture recovery
Protect hill country

* & o o

*

* & o o

On farm visit to containment area
Guest speakers

Phone seminars

Drought workshops

Increased confidence in existing | + Earthworm activity + Hamilton Soil Health Day
practices + Pasture growth
Land classification,  fencing and | «+ Modify system/intensity to suit land + On farm field day

establishing different pastures for soil
types

capacity
+ Pasture growth
+ Increased utilisation

Increased tree planting

Increased perennial and deep rooted
pastures (phalaris, lucerne)

Land class fencing

+ Shelter for sheep
+ Persistence
+ Protect hilltops

Group discussion

Develop profitable system to better
match resources

+ Increased profit

Lisa Warn — Grass Grow

Increasingly see the importance of NRM

+ Have established SCAs
+ Shelterbelts established

Various not one thing

Becoming a more profitable farm in a

+ Healthier farm and environment

Combination of all knowledge

healthy environment. gained
Shelterbelts (trees) + Number of trees + Own research
+ Land area allocated + Landcare

Federal government grants

Decreased usage of  chemicals
(decreased cost for same production)

+ Decreased chemical bill
+ Soil structure

Bore water - being transferred from
dams to troughs

+ Improved water quality
+ Less evaporation

Group discussion

Social

Succession planning, and being more
future focused

+ Preparing and having plansin place
+ Including younger family members in
discussions

*

Lyn Sykes — guest speaker at group

meeting

Improved health

- mental, physical, self & family
outcomes

- including feeling happier and

+ No suicides

+ Increased sense of enjoyment (work,
life)

+ Children happier

*

*

Group interaction generally
Workshop session on farmer health
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Change
having more positive outlook
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Measurement
+ Still in farming business
+ Improved coping capacity

BWBL Activity

Increased confidence
(in making changes, communicating)

+ Feel less stressed

+ Improved business results
+ Increased participation in
community/social events

+ BWBL Group

+ Length of time in operation; meetings
w/ meals

¢+ MORLC - leadership course

+ Regular meetings during drought

Wider social networks, more & better
relationships/activities

+ Improved ability to approach others

+ Increased enjoyment

+ New sources of information/ resources
(e.g. sourcing drought grain, shearers)

+ Group interaction generally

+ Meetings and bus tours

+ New group structure including wider
geographic area

Changed practices

+ Using new practices
+ Increased awareness of management
options

+ Group meetings (especially with
meals)

Accessing and openness to new ideas

+ Using new on-farm practices

+ Increased awareness of other ideas
+ Increased level of (open) discussion
+ Increased meeting attendance

+ Increased trust & friendships

+ Group meetings generally

+ Bus tours

+ Peer support gained by being group
member

More flexible, innovating with meetings

+ Increased attendance at meetings

+ Group meeting discussions

Involvement of partners

+ Improved communication
+ Increased attendance at meetings

+ Group meeting discussions
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Table 2: Summary of strength, challenges and areas for improvement of BWBL
project

Strengths of BWBL

+ Self-directed groups but with facilitator to make things happen.

. Fills extension gaps (BWBL exists while other supports are waning)

. Network to DPI

. Value for money

+ Fees=commitment

. Involvement of partners and younger family members — this can be Group, and
demographic dependent

. React to issues in a timely way - e.g. SCA, fodder availability

+  Allows authorities and funders to gather information

. Extend from wool to lamb and other enterprises - good

. Informal meetings/flexibility to arrange activities

Safe way to change - Social and professional support, trialled and therefore better

chance of success

. Network with experience

+ Social support —important in times of stress

+ Wide range of activities that are also available to non-members (regional meetings,

phone seminars, Stock & Land
Challenges for BWBL

. Loss of members with introduction of fees (resistance to the principle and the way it was
introduced was more an issue than producers’ ability to pay)

o Find ways to convince others of value for money.
. Improve/explore facilitators’ capacity to draw in external dollars
o Need to consider time/resources of facilitators

o Facilitators with specialist expertise in and other funding sources and processes
e.g. PIRD
+ Tracking and managing non-members’ attendance - Doing it to encourage joining but
with limits
Fee rebates for demonstrated practice change (e.g. Shire land management rebates)

. Explore means to get optimal balance of partners and/or young people in areas where
their participation levels are low.

. Promotion of BWBL to non-participants (marketing)

0 Basing it on concrete measures & competitive costs of other services (e.g. good
value compared to comparable services provided by consultants)

0 Use local media and offer introductory sessions
o What are awareness levels?
o0 Tapping into similar groups?
. Fee structure based on no. of members in group which would lower costs (e.g. dollars
for group size 10-15, 20-35) (also, rebates for introduced new members)

. Stronger role for investors in promoting BWBL (e.g. concise information about BWBL to
people on MLA, AWI memberships lists)

+  Ways to formalise some of the groups learnings in order to benefit others — collating the
‘IP” (e.g. factsheets with records of case studies, balance of technical/experiences)

. Use of ways to measure what we’re doing at the beginning and after the
events/challenges. > How are groups to track and record practice change?

. Climate change (Stock numbers at low levels now and change enterprises — cropping)

+ Animal welfare and humans

. Keep groups functioning — maintaining interest over time

. Competition for land

. Group exchanges and group meetings on set dates

+  Sensitive issues (benchmarking) can limit acceptance in other groups.

. Facilitators can be passive — due to self-direction of groups — should they be more
directive?

+ Al groups have a certain lifetime

*

*
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. Pathway for new group members — how they fit into an established group.
. Maintaining minimum numbers > Money even though not very expensive.
. How to measure change?

+  Accountability by groups

+ Baseline data

. Funders do not necessarily see direct benefit

+ Self-driven component versus requirements by funders.

. New topics and ideas

+ Regional meetings poorly attended > Topics can be out of kilter with needs of
particular groups

. Phone conference (Flexible and Topical)

. Level of engagement - Ciritical mass

. Knowledge of where groups are > Website

. Most big farmers not involved and they are buying out group members.
. Formal and/or informal mechanisms to facilitate inter-group exchanges

0 Perhaps supported by local regular initiatives among coordinators, facilitator —
maybe topic at coordinators conference

o0 Sharing resources can help with group longevity
0 Both run regional meetings - that meet different groups’ needs
. Better pathways for integrating new group members
0 Rates — appropriate to acquisition of learning/benefits (which take time)

o Understanding of abbreviations & flow of activities/topics, membership
numbers/levels.

. More efficient ways to deliver and measure on-farm practice change.
0 No baseline information to measure

o Ways to market BWBL meaningful to (current & potential) investors, but not
doing so at a cost to the self-driven nature of groups

. More in-depth coverage of topics (perhaps over successive meetings)

. Higher number of members, who will be really involved and engaged including non
participants

. Greater acceptance of dynamism — groups do evolve, change.
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Appendix 2 BWBL Project Member Evaluation Survey

BESTWOOL/BESTLAMB Project

Member Evaluation Survey
Hassall & Associates, an Agricultural Consulting company, has been appointed sestwooL
by the Victorian DPI to conduct an evaluation of the BESTWOOL/BESTLAMB ~ BESTLAMB
project 2005 - 2008.

Please take a few minutes to help us identify BWBL benefits since 2005 and how
it might be improved. All information is CONFIDENTIAL and responses are not
identified to individuals

Please return your completed survey ASAP or no later than 19t October 2007 to
Hassall & Associates, PO Box 1052, Dubbo NSW 2830 or fax 02 6884 6249.
If you have any questions, please contact Bridget Boreham on 02 6884 6250.

1. How many years have you been a member of a BWBL group?

2. Which of the following best describes the types of sheep enterprises on your property? (Please
tick)

Predominantly wool.

Predominantly lamb.

Mixture of sheep and lamb.

3. Inthe past three years, which of the following best describes the change in sheep enterprises on
your property?

Greater emphasis on wool.

Greater emphasis on lamb.

Remained the same.

4. Please indicate your level of satisfaction over the last three years with each BWBL element listed
below? (Please circle)

dissvaetirs)iiie d Dissatisfied Neutral Satisfied sa\t/iifri)(/a d

Role of coordinator 1 2 3 4 5
Availability of new tgchqglogies to 1 5 3 4 5
improve productivity/profitability

Skill of workshop/field day presenters 1 2 3 4 5
Range/variety of group activities 1 2 3 4 5
Timing of group activities 1 2 3 4 5
([;:gi;(ie()ensof member input into group 1 5 3 4 5
Recruitment of new members 1 2 3 4 5
Value for money of BWBL membership 1 2 3 4 5
Size of our group 1 2 3 4 5
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Please indicate which activities your group has been involved in, and which ones you have

implemented on your property in the last three years.

Activity Involvement

Improved pasture production (species, fertiliser, soil management)

Grazing management/systems

Sheep feeding/nutrition

Sheep reproduction and lambing management

Genetics & breeding

Sheep health & diseases

Animal welfare

Drought management

Marketing of wool and lambs

Benchmarking & enterprise analysis

Others - please list

Implemented

For each of the topics below, please rate your level of agreement with the following statement.

The technologies/practices offered by the BWBL Project have ...

S.trongly Disagree Neutral
disagree
Been well suited to my particular needs. 1 2 3
Been easy to understand. 1 2 3
Presented in a way that is helpful for me to learn
. 1 2 3
about the practice.
Offered a good balance between productivity, 1 2 3

profitability and NRM.

Agree

Has your involvement in BWBL in the last three years lead to increased production for your

enterprise?

No

Yes, by 0 to 5 percent.

Yes, by 5 to 10 percent.

Yes, by 10 to 15 percent.

Yes, by 15 to 20 percent.

Yes, by more than 20 percent.

Unsure

Strongly
agree
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8. Has yourinvolvement in BWBL in the last three years lead to increased profit for your enterprise?
No

Yes, by 0 to 5 percent.

Yes, by 5 to 10 percent.

Yes, by 10 to 15 percent.

Yes, by 15 to 20 percent.

Yes, by more than 20 percent.

Unsure

9. Overthe past three years, what has been the most important productivity benefit that you have
gained from being involved in the BWBL project?

10. Please indicate which NRM activities your group has been involved in, and which ones you
have implemented on your property in the last three years.

Activity Involvement  Implemented

Stock containment areas during drought

Revegetation

Soil conservation

Water quality improvement

Knowledge of resource conditions

Whole farm planning

Climate change and response

Others - please list

11. Do you believe that your involvement in the BWBL project has helped you to better manage the
natural resources on your property? (Please circle) If yes, please describe below.

Yes

No

Unsure

12. What has been the most important NRM benefit that you have gained from being involved in
the BWBL project in the past three years?
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13. For each of the topics below, please rate your level of agreement with the following statement.
Since patrticipating in the BWBL Project, | have...

Strongly Disagree Neutral Agree Strongly

disagree agree

Begun to think more about planning for the future. 1 2 3 4 5
Felt supported by members of my BWBL group. 1 2 3 4 5
Seen my physical health improve. 1 2 3 4 5
Felt more confident about facing future challenges. 1 2 3 4 5
Been more able to identify my information needs in 1 5 3 4 5
general.
Heard about new ideas and information. 1 2 3 4 5
Been able to access wider professional networks than |

) 1 2 3 4 5
did before.
Felt more able to ask questions in public (e.g. BWBL group 1 5 3 4 5
environment)
Used new ideas/technologies to change some of my 1 5 3 4 5
farm management practices.
Made new friends. 1 2 3 4 5
Seen my mental health improve. 1 2 3 4 5
Involved my partner in BWBL activities. 1 2 3 4 5
Become better at identifying when | need help with 1 5 3 4 5

finding appropriate resource material.

14. How useful have each of the following sources of information been in helping you make
decisions about how you manage your wool/lamb enterprise?

appll\ilc?;ble N(J‘;:ftjll Of little use  Neutral Useful ﬂ;%?g
SF”Fr)ees:knetztlons Guest 0 1 > 3 4 5
Grower presentations 0 1 2 3 4 5
Discussion in groups 0 1 2 3 4 5
Seminars 0 1 2 3 4 5
Farm tours 0 1 2 3 4 5
Farm walks 0 1 2 3 4 5
Field days 0 1 2 3 4 5
Training courses 0 1 2 3 4 5
Workshops 0 1 2 3 4 5
Newsletters 0 1 2 3 4 5
Regional Forums 0 1 2 3 4 5
Phone seminars 0 1 2 3 4 5
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16.

17.

18.
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Do you believe that your involvement in the BWBL project has helped you to better understand
community attitudes concerning the sheep industry?

Yes

No

Unsure

What has been the most important social benefit that you have gained from being involved in
the BWBL project in the past three years?

Do you have any other comments on the BWBL Project or suggestions for future improvements?

Would you be happy for Hassall & Associates to contact you to discuss the project and how
useful it has been to you? If yes please enter your name and phone number below.

Name: Contact number:

THANK YOU FOR YOUR INPUT
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Appendix 3 BWBL Project Member Survey Report

This survey is an input into the external evaluation of the BWBL project 2005 - 2008 being
undertaken by Hassall & Associates.

This survey was sent to 553 BWBL member and associate members by with either a ‘link’
(406 web based) or in the mail (145 paper based) on 9 October by Vic DPI. 321 of these
were BWBL members and 232 were associate members. There were 45 returned emalils;
these members were sent a copy by post.

The response rate was 95 completed or 16 partially completed surveys. This is 34% of the
BWBL members. Three associate members completed the survey. The assumption is that
the survey would have been difficult for many associate members to complete as it
wasn’t relevant to them or that they weren’t able to respond to the enterprise questions.

Survey responses to the different questions are provided below.

Q. 1. How many years have you been a member of a BWBL group?

The average number of years that respondents have been members of a BWBL group is
4.4. The range in the time that respondents have been involved of the BWBL project was
from six months to inception (nine years).

Q. 2. Which of the following best describes the types of sheep enterprises on your
property?

Almost half of the respondents described their sheep enterprise as a mixture of sheep and
lamb (41%), followed by predominately wool (32%) and predominately lamb (27%).

Mixture of sheep
& lamb Predominately lamb
41% 27%

Predominately wool
32%

Q. 3. In the past three years, which of the following best describes the change in sheep
enterprises on your property?

45% of respondents felt that their sheep enterprise had remained the same, while 43% had
a greater emphasis on lamb and 12% had a greater emphasis on wool.

Greater emphaisis
on wool
12%

Greater emphasis
on lamb
43%

Remained the same
45%
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Q. 4. Please indicate your level of satisfaction over the last three years with each BWBL
element listed below?

Most respondents were satisfied (satisfied — very satisfied) with the range of BWBL elements
listed. The highest level of satisfaction was with skill of workshop/field day presenters (83%)
and the role of the coordinator (76%). Respondents were dissatisfied with the recruitment
of new members (32%) and the value for money of BWBL membership (23%).

Skill of workshop/field day presenters E 83

Role of coordinator

i
o
~
o

N
i
~
o

Degree of member input into group decisions

©
N
I

Range/variety of group activities

67
i O Dissatisfied
Size of our group 18 24 O Neutral
o ] ) ) M satisfied
Availability of new technologies to improve
productivity/profitability
Value for money of BWBL membership 23 | 25
Recruitment of new members 32 | 48
T T T T 1
0% 20% 40% 60% 80% 100%

% of respondents

Q. 5. Please indicate which activities your group has been involved in, and which ones you
have implemented on your property in the last three years.

Most respondants (62%) have been involved in group activities and implemented on farm
relating to sheep feeding/nutrition. Due to the current climatic conditions it is quite
understandable that 60% respondents will have been involved in and implement drought
management strategies on farm. Animal welfare (29%) was the activities that respondents
were least involved in and implemented on farm.
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53
Sheep feeding/nutrition [ _________110 2
49
Drought management [_10 28
Improved pasture 7 41
; I
production 22
Grazing . 39
I
management/systems 22
Sheep reproduction & T 38
. L]
lambing management 21
B Group involved in &
Benchmarking & enterprise - 29 implemented on
analysis 32 farm
. 23
Sheep health & diseases | ______19
22 OImplemented on
Marketing of wool and 15 farm
L_____16
lambs 24
. . 15 ) .
Genetics & breeding [___15 25 B Group involved in
. 11
Animal welfare |____________110
17
0 10 20 30 40 50 60

No. of respondents

Q.6. For each of the topics below, please rate your level of agreement with the following

statement.

The technologies/practices offered by the BWBL Project have ...
The strongest level of agreement was that the technologies/practices were easy to
understand (84%) and the technologies were presented in a way that was helpful for me
to learn about the practice. More than half of the respondents felt that the technologies
were well suited to their particular needs (67%) and offered a good balance between productivity,

profitability and NRM (63%).

100% -

80%

2 B Agree
c
0%
% 60% 84
g ONeutral
Q
] .
= O Disagree
[} 40% -
RS
il 31
20% 28
17 14
6 P o

0%
Offered a good
balance between
productivity,
profitability and
NRM.

Been well suited to

my particular needs. that is helpful for me

T =+

Presented in a way

to learn about the
practice.

Been easy to
understand.
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Q.7. Has your involvement in BWBL in the last three years lead to increased production for
your enterprise?

45% of respondents felt that their involvement in the BWBL project had increased their
production in the last three years. Most respondents with an increase of between 10 to 15
percent (14%).

26% of respondents felt that they weren’t sure if their involvement in the project had lead
to and increase in production. While a further 28% of respondents thought that their
involvement in the BWBL project hadn’t lead to increased production on farm.

Unsure Yes - 0 to 5%
27% 11%

Yes - 5% to 10%
12%

Yes - 10% to 15%
14%

Yes - 15% to 20%
4%

28% Yes - more than 20%
4%

Q. 8. Has your involvement in BWBL in the last three years lead to increased profit for your
enterprise?

33% of respondents thought that their involvement in the BWBL project had lead to
increased profitability of their enterprise. 15% of respondents felt that their profitability had
increased by 0 to 5 percent as a result of their involvement in the BWBL project. 29% of
respondent were unsure about wether the BWBL project had lead to an increase in profit
on farm. A further 38% felt that the project hadn’t lead to an increase in profitability in
their enterprise.

Yes - 0 to 5%
Unsure 15%
29%

Yes - 5% to 10%
9%

Yes - 10% to 15%
8%

Yes - 15% to 20%
1%

No
38%

Q. 9.0ver the past three years, what has been the most important productivity benefit that
you have gained from being involved in the BWBL project?

92 respondents. All identified very similar benefits, although there were slightly different
emphases in their responses. The summarised productivity benefits are shown below.

/7y

Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 50





Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

Benchmarking Support from group
5% members
Marketing 21%

5%

Lifetime wool course
7%

Drought management
9%

Pasture management
15%

Lambing management
12%

Animal Husbandry No benefit/Unsure

13% 13%

Q. 10. Please indicate which NRM activities your group has been involved in, and which
ones you have implemented on your property in the last three years.

Half of the respondants (53%) have been involved in group activities and implemented on
farm relating to soil conservation. Due to the current situation on natural resource
management it is quite understandable that 52% respondents will have been involved in
and implemented stock containtment areas on farm during the drought. Knowledge of
resources conditions (27%) was the activitiy that respondents were least involved in and
implemented on farm.

Stock containment areas 38

during drought

Soil conservation

Revegetation

o B Group involved in &
Water quality improvement )

implemented on farm
OImplemented on farm

Whole farm planning 13

B Group involved in

Knowledge of resource
conditions

Climate change and
response

0 10 20 30 40
No. of respondents

Q. 11. Do you believe that your involvement in the BWBL project has helped you to better
manage the natural resources on your property? If yes, please describe.

More than half of the respondents (55%) feel that they are better able to manage the
natural resources on their farm because of their involvement with the BWBL project. 20% of
respondents felt unsure if the project had helped or not to manage natural resources and
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a further 25% were sure that the BWBL project hadn’t helped them to better manage their
natural resources on farm.

Unsure
20%

Yes
55%

No
25%

List of examples of how the BWBL project has helped to better manage natural resources
on farm.

Value of shelter belts and soil management

Keeping up with times. We try to be progressive but it’s difficult to define.

Stock containment area.

Thinking outside of circle.

Soil conservation from stock contained areas.

Importance of fertiliser application.

Better pasture management of ground cover.

Better management of pasture, water and shelter

Our ewes lambed OK after containment which was a task but definitely allowed
asture to develop. May also be due to best autumn break for years.

Sheep management and animal health

Direct drilling of permanent pasture leading to less wind erosion

We have gained some soil knowledge.

OO0O0OTOOOOOOOODO

Q. 12. What has been the most important NRM benefit that you have gained from being
involved in the BWBL project in the past three years?
80 respondents. A decreased number of respondents attempted to answer this question
when compared to the 92 that completed the productivity benefit question. There may
have been some misunderstanding with the term NRM as it was abbreviated on the
survey. Not sure that respondent’s understood the meaning of the term. A summary of the
NRM benefits is shown below.

Maintaining

Information source groundcover
3% 3%

Marketing
1%

No benefit/Unsure
Grazing management 33%

6%

Animal husbandry
9%

Pasture management
9%

Soil health

9%
Support from group

members
14%

Drought management
13%
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Q. 13. For each of the topics below, please rate your level of agreement with the following
statement. Since participating in the BWBL Project, | have ...

Most respondents agreed (agree - strongly agree) with a range of social outcomes from
their involvement in the BWBL. The strongest level of agreement was that BWBL
membership provided them with new ideas and information and support from other BWBL
members (96%). The next degree of agreement was that respondents felt supported by
members of their BWBL group (80%), been able to access wider professional networks than
| did before (74%), used new ideas/technologies to change some on farm management
practices (73%), made new friends (70%), better identify their own information needs (70%),
and thinking more proactively and confidently about the future (68%). Respondents were
the least committal about attributing their involvement in BWBL to closer involvement of
their partners (43%) or improvements in their mental (62%) or physical health (67%).

Heard about new ideas and information. 96
Felt supported by members of my BWBL group. @ 18 ] 80
Been able to access wider professional networks than | 7_
. [ 23 1] 74
did before. 7 3
Used new ideas/technologies to change some of my _
farm management practices. 7 L2
Made new friends. 70
B ble to identi inf ti dsin |
een more able to i er;rllfirr‘:ly information needs in ) 70
¢} . i O Disagree
Begun to think more about planning for the future. [6] 25 | 68
7 ONeutral
Felt more confident about facing future challenges. [6] 29 ] 65
Become better at identifying when | need help with i 3 3T B Agree
finding appropriate resource material. |
Felt more able to ask questions in public (e.g. BWBL 3 37
group environment) |
Involved my partner in BWBL activities. 22| 43
Seen my mental health improve. [[12 ] 62
Seen my physical health improve. 23| 67
0% 20% 40% 60% 80% 100%

% of respondents

Q. 14. How useful have each of the following sources of information been in helping you
make decisions about how you manage your wool/lamb enterprise?

Majority of respondents found all the listed information sources useful — very useful. The
most useful sources were farm walks (88%), group discussions (87%), farm tours (85%), guest
speakers (84%), and grower presentations (78%). Those sources with higher percentages
rated sources less useful or neutral were least useful were phone seminars (16%), regional
forums (12%) and newsletters (10%). These findings are consistent with research showing
farmers preferences for informal, face-to-face settings for learning and for hearing from
other farmers about best management practices.
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Farm walks [4] 8 | 88
Discussion in groups 7 el 87
Farmtours [T I
Presentations - Guest speakers 112 7
Grower presentatons (517 GG ©C
Feld days [TBTB19 BOf itie use
Training courses [TSTTNEN 17— I CNova
Seminars 7 67 B Useful
Newsletters 7
Workshopsi 11 [5] 23 60 |
Phone seminars 7
Regional Forums (TEZENI %
0% 2(;% 4(;% 6(;% 8(;% 106%

% of respondants

Q. 15. Do you believe that your involvement in the BWBL project has helped you to better
understand community attitudes regarding the sheep industry?
Unsure

28% Yes

36%

No
36%

Q. 16. What has been the most important social benefit that you have gained from being
involved in the BWBL project in the last three years?

84 respondents. All identified very similar benefits, although there were slightly different
emphases in their responses. This finding is consistent with usefulness rating of info sources
(e.g. the importance of face-to-face contact with other farmers as a means for learning
and feeling supported).
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Meeting & getting to
know other farmers and
No benefit/Unsure sharing what they have
12% in common
37%

Support from group
members
26%

Learning from other
farmers and new
information sources
25%
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Appendix 4 BWBL Project Coordinator Evaluation Survey

BESTWOOL/BESTLAMB Project

Coordinator Evaluation Survey

BESTWOOL
BESTLAME

Please take a few minutes to help us identify how the project might be
improved by filling out this survey.

All information is CONFIDENTIAL and
responses are not identified to individuals

As Soon As Possible or no later than 19th October 2007.

If you have any questions, please contact Bridget Boreham
bboreham@hassall.com.au or ph: 02 6884 6250.

1. How many years have you been a coordinator with the BWBL program?

2. How many BWBL groups do you coordinate?

3. How effective has the training been that you have received over the past three years of the
BWBL program? (Please circle)

Poor
Adequate
Excellent

4. How useful do you consider each of the following events to be in improving your capacity as a
coordinator?

Not at all useful ~ Of little use  Neutral Useful  Very useful

Coordinator conferences 1 2 3 4 5
Regional forums 1 2 3 4 5
Attending other group 1 2 3 4 5
meetings

Training courses 1 2 3 4

Other - please list 1

Al Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 56





Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

5. Over the last three years, please indicate your level of satisfaction with each BWBL element in
actually working towards facilitating outcomes for your BWBL group/s? (Please circle)

Very . - - Very

dissatisfied Dissatisfied Neutral  Satisfied satisfied
Support from the BWBL 1 5 3 4 5
project manager
The .Ievel of planning 1 5 3 4 5
required
The _Ievel of reporting 1 5 3 4 5
required
The . current level of 1 5 3 4 5
funding
Availability of
information for adoption 1 2 3 4 5
by group members
Other - please list 1 2 3 4 5

6. How useful do you consider each of the following sources to be in the recruitment of new
members to your BWBL groups?

Nzg;tu?” Ol;lsltetle Neutral Useful u\gZ%I
Newsletters 1 2 3 4 5
Newspapers 1 2 3 4 5
Radio 1 2 3 4 5
Word of mouth 1 2 3 4 5
Internet 1 2 3 4 5
Recruitment by current members 1 2 3 4 5
Other - please list 1 2 3 4 5

7. How useful have each of the following been in helping your members make decisions on how
to better manage their wool/lamb enterprise?

aluseul e Newwal useul o
Presentations by guest speakers 1 2 3 4 5
Discussion in groups 1 2 3 4 5
Seminars 1 2 3 4 5
Farm tours 1 2 3 4 5
Farm walks 1 2 3 4 5
Field days 1 2 3 4 5
Training courses 1 2 3 4 5
Workshops 1 2 3 4 5
BWBL newsletters 1 2 3 4 5
Regional Forums 1 2 3 4 5
Phone seminars 1 2 3 4 5
Other - please list 1 2 3 4 5
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8. For each of the topics below, please rate your level of agreement with the following statement.
Since participating in the BWBL activities, members have...

Strongly Disagree Neutral Agree Strongly

disagree agree
Improved pasture production. 1 2 3 4 5
Increased flock performance. 1 2 3 4 5
Decreased costs of production. 1 2 3 4 5
Improved marketing of wool/lamb 1 2 3 4 5
Improved drought management. 1 2 3 4 5
Improved natural resource 1 2 3 4 5
management.
Developed whole farm planning 1 2 3 4 5
approaches.
Provided feedback on technologies 1 2 3 4 5
to funders — DPI, MLA, AWI.
Received emotional support from 1 2 3 4 5
their BWBL group.
Been able to access wider 1 2 3 4 5
professional networks.
Involved their partners and other 1 2 3 4 5

family members in BWBL activities.

9. Do you have any other comments on the BESTWOOL/BESTLAMB Project or suggestions for future
improvements?

10. Would you be happy for Hassall & Associates to contact you to discuss the project and how
useful it has been? If yes please enter your name and phone number below.

Name: Contact number:

THANK YOU FOR YOUR INPUT.
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Appendix 5 BWBL Project Coordinator Survey Report

Vic DPl emailed the ‘link’ for the web based survey to 19 coordinators on the 9th of
October. 12 Respondents completed this survey.

Q. 1. How many years have you been a coordinator with the BWBL program?
The average number of years that coordinator’s have been with the BWBL project is 3.6.
The range in the length of time as coordinators was from one year to ten years.

Q. 2. How many BWBL groups do you coordinate?
The average number of groups that each coordinator facilitates is 1.8. There is however a
range from one to six groups per coordinator.

Q. 3. How effective has the training been that you have received over the past three years
of the BWBL program?

33% of the respondents felt that the training they had received over the past three years
had been excellent, while most of the respondents (67%) felt that the training that they

had been adequate. No respondents rated the training as poor.
Excellent
33%

Adequate
67%

Q. 4. How useful do you consider each of the following events to be in improving your
capacity as a coordinator?

The respondents considered the training courses (100%) and coordinator conferences
(92%) as the most useful events for improving their capacity as coordinators. Six
respondents found other training events just as useful. The events of little use for the
respondents were the regional forums (25%) and attending other group meetings (20%).
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Regional forums Attending other Coordinator Training courses Other

group meetings conferences

Other events listed for improving coordinator capacity

o0 Support given by Annette is excellent. Fortnightly updates are of great value

o0 | attended a training program called Leading and Facilitating Groups by QLD uni. It was great and
as far as training goes was of the highest value to me. | have not done any specific BWBL training so |
can not comment on its usefulness.

o0 | have not been a coordinator for 2 years, | have just returned to the coordinator role.

o Networking

o0 Some of the phone seminars have been excellent

0 Product Development

Q. 5. Over the last three years, please indicate your level of satisfaction with each BWBL
element in actually working towards facilitating outcomes for your BWBL group/s?

Most respondents were satisfied (satisfied - very satisfied) with the availability of
information for adoption by group members (83%) and the level of reporting required
(83%). The two areas that caused the least satisfaction (dissatisfied — very dissatisfied) with
respondents was the level of planning required by the project (25%) and the current level
of funding for the project (33%). Comments made in regards to the question are listed
below.
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planning required of funding BWBL project  reporting required information for
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group members

Other project management elements

o |think organisations (funders) often do not understand the value that there is in having a person
working with the group and the changes which can happen as a result of working with a group. Often
the changes are seen as limited or not of value, they do not look at the level of the participants and see
the important changes they have made to their business and farming practice.

o Idofind it challenging to find new topics to discuss for my groups. It can take a lot of time to
organise monthly meetings

o The current members/associate members is a shambles

0 Annette Taylor’s support

Q. 6. How useful do you consider each of the following sources to be in the recruitment of
new members to your BWBL groups?

All of the respondents found the most useful (useful — very useful) source to recruit new
member to their BWBL groups was through recruitment undertaken by current members
(100%) and word of mouth (100%). The newsletters (58%) and internet (36%) were found
to be of little use for recruiting new members by the respondents.

/7y

Hassall & Associates Pty Ltd for the Victorian Department of Primary Industries Page 61





Evaluation of the BESTWOOL/BESTLAMB Project 2005 - 2008

members

Word of mouth 100

3 Of little
i use

O Neutral

Newsletters 58 17 25

Internet 36 55

0% 20% 40% 60% 80% 100%
% of respondents

Other comments on sources for the recruitment of new members

o Partnerships with other local groups. Word of mouth is really important. Internet will become more
important as people become more technology efficient - both the system and their use of it.

0 Recruitment through other programs can work as well

o0 We have large enough group and are not actively seeking new members

Q. 7.How useful have each of the following been in helping your members make decisions
on how to better manage their wool/lamb enterprise?

Discussion in groups, farm walks, farm tours and presentations by guest speakers were
found to be most useful tools identified by all the respondents (100%) to help their
members make decision on how to better manage the enterprises. BWBL newsletters
(25%) and regional forums (8%) were found to be of little use for members when helping to
make decisions on enterprise management.
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Other comments on the usefulness of BWBL activities

o With all of the above the quality of the presentation is vital - does it suit the needs of the audience.
That is where the role of the coordinator is essential in knowing the group, where they are at and where
they need to be taken too.

o0 Answering neutral to the bottom answers is purely because | have not yet tapped into these
resources

0 Carcase competition is very useful

Q. 8. For each of the topics below, please rate your level of agreement with the following
statement. Since participating in the BWBL activities, members have...

All the respondents agree (agree - strongly agree) that since participating in the BWBL
project their members have improved their drought management (100%). The majority of
respondents agree that their members have been able to access a wider professional
network (83%), have received emotional support from their BWBL group (83%) and
increased flock performance (83%). Respondents were the least committal about
attributing member involvement in BWBL to providing feedback on technologies to
investors (42%) and development of whole farm planning approaches (58%).
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Q. 9. Do you have any other comments on the BESTWOOL/BESTLAMB Project or suggestions
for future improvements?
Suggestions for future improvement of the BWBL project
o There have been significant changes in the group | work with - a real enthusiasm for learning which
is a significant change
0 Recruiting of new groups once funding or structure has been agreed on beyond July 2008 is
crucial. We can'tjust rely on the same old groups.
o Due to my group being less than 12 months old | am not really in a situation to answer the above
question with hard evidence.
0 Must be on the front foot e.g. response to drought. Timely. Must develop some variety - e.g. case
studies for use.
o0 The previous question has some dodgy answers due to the drought (improved pasture production
or reduced cost of production or natural resource management - not the time to expect any one to
deliver on these!
o The regional programs need to be more personalised, i.e. talk to a group rather than ask them to
come into a central region
o linherited a stale group and continue to work on their motivation which has obviously been
depleted by the drought.
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BESTWOOL/BESTLAMB Project
Member Evaluation Interview
BESTWOOL
Name: 22 phone surveys completed with BWBL members BESTLAMBE

How long have you been BWBL Member? 2 months - since inception (9-10 years ago)

What production activities have you been involved in with BWBL?

Lifetime ewe management

Prime lamb tour — Portland

New Zealand bull systems — grazing system
Pasture renovation

New pasture species — ryegrass introduction
Prime lamb competition

Cost of production workshop

Pasture and grazing management, estimating ‘Feed on Offer’ (FOO) and determining
need for supplementary feeding.

o Marketing of lambs

o0 Not many due to the coordinator

O O0OO0OO0OO0OO0OO0OO

Would you say you have increased your knowledge and skills in sheep production,
marketing, farm management as a result of BWBL.?

Yes. More than most people would realize — pick up some good things at most activities.
Start with knowledge and awareness from what others in group are doing, also from guest
speakers. Then determine if suitable to your situation. Some members had no real
knowledge before joining their groups. The knowledge and skills gained has been
marginally for a number of members in the last few years due to group motivation.

Is the BWBL process better than other means of improving knowledge and skills? Why?

Yes, enables both individual learning in a group environment. The BWBL process provides
appropriate support from group members and enables knowledge sharing between group
members. It enables you to see what others have done. The process provides better context
compared to seminar or reading articles. Members have the ability to see if new technology is
working before going to expense to introduce - ‘trial ability’. Good means of finding out
immediate problems - e.g. recent blowfly activity - members forewarned.

No — because the group is not being driven by the farmers but rather the facilitator is. The growers
don’t seem to be able to regain control of the group at present.

Do you also seek production advice outside of BWBL? Describe.

Yes — Consult with DPI extension staff and attend field days run by agribusiness and private
companies. Some members access worm egg counts, use of effective drenches and stock and
station agents on marketing of livestock. Concerned that stock and station agent giving biased
information — BWBL will be less biased. There is very limited advice available due to the limited
extension services offered by the DPI now.

But in general BWBL satisfies most needs and no further information is sought.

Is it important for you to see an improvement in profit when introducing BWBL technologies?

Profit is the major driver — the same as any business. But need to ensure you have a customer focus
and meet specifications. Profit isn’t the only driver however, if the technology makes the job
easier or more efficient use of time and labour then will look at introducing the technology.
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Has your group discussed natural resource management (NRM) practices?

No not really. Some members have discussed it a little and want to introduce shelter belts but
group not yet discussed this option. Landcare group covers this aspect with their land and water
management plans.

Have you implemented NRM activities? Describe.

Yes — involved in tree planting on farm. Other members have implemented treelines and pasture
renovation. But not with BWBL group.

What do you think is the broader community’s (non-farmers) understanding of the issues
faced by sheep farmers?

The rural community has a general understanding of the issues faced by sheep farmers but the
general community has little understanding of on-farm issues. Minority groups — animal liberation,
conservation — are vocal and get lot of media and skew arguments against farmers. Farmers
seem to always have to defend what they are doing. Many members are happy to do things
better if a suitable way is found. Sheep farmers can have conflict with local community when
close to residential areas — especially spraying and dogs. Mostly see negative comments in the
media but do not have direct experience - e.g. nobody requiring us to ban mulesing.

Does your BWBL group consider community attitudes when planning activities? (Follow up
depending on response)

No, but may be a good idea in future
Yes, try to consider community attitudes and how they may react to activities when planning
activities.

Are there any other issues on BWBL you would like me to know?

Old members - there have been some good gains made over the past 10 years e.g. pregnancy
testing. With the introduction of the BWBL format to the original group, they have been told what
to do rather than be directed by the group.

Find that the consistency with their coordinators is stopping their groups from moving forward. Feel
that there is no value for the money that they spend but this is based on the skills of the facilitator
rather than the BWBL project.

New members — feel that their groups are very motivated and that their facilitators are doing a
good job. They are trying to introduce younger members to their groups to ensure the longevity of
the project. Can be turned off group if older members don’t wish to pursue activities which were
done in the past (3 yrs ago). It is important that new group members are given an opportunity to
drive direction of group activities to some extent.

A new member was attracted by an event run by BWBL to which non-members invited. Non-
members could join on the day ($201) and did not have to pay entry fee to event!

Most members baulk at cost but it is cheap given value for money. Similar courses in the business
world would cost thousands of dollars. But introduction of user pays reduced member numbers
from 75 to 15!
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Appendix 7 BWBL Project Coordinator Evaluation Interview

BESTWOOL/BESTLAMB Project

Coordinator Evaluation Interview

BESTWOOL

1. Names: Five BWBL coordinators were interviewed BESTLAMB

2. How many years have you been a coordinator with the BWBL program and how many
groups do you coordinate?

Number of years — 1 year to since inception (9-10 years)
Number of groups - 1 to 6 groups

3. Would you say you have increased your knowledge and skills in facilitation and
consultation as a result of being a BWBL coordinator?

Yes — Training courses are offered through the BWBL program if coordinator doesn’t already
have the skills. Many coordinators have backgrounds in extension so have already got the
skills but are happy to further develop them as part of the program.

4. Do you have any suggestions on how the program can improve your capacity as a
coordinator?

Feel that the current training offered by the program is enough.

Mentoring of new coordinators could be an option to help them gain knowledge as well as
skills.

New coordinators would like to improve skills in economic analysis (without undertaking a
full economic profile) of on farm situations from older coordinators with the knowledge.

5. Are you able to measure improvements by group members. If so how? If not, can you
suggest how this could be done?

No, it is very difficult to measure on-farm improvement at present. The BWBL project has
been evaluated a lot and they have been able to measure the improvements on farm
through the member consultation.

If the members keep coming back to the meeting then coordinators assume that the
project must be having a positive contribution to their business.

Social outcomes are very difficult to measure the change. Many farmers are now
guestioning the way they do things and sharing information with other members.

Whilst there is no formal process for measuring improvement, are able to see them through
reflection over the course of group membership and make comments.

6. Has your group discussed natural resource management (NRM) practices?

Yes - A little bit through other programs such as Grain & Graze.
No - but it is most likely disguised as other topics such as soil conservation.

7. Have any members implemented NRM activities? Describe.

Yes

Cost benefit analysis of vegetation retention
Rotational grazing - soil health

Remnant vegetation fencing

Biological farming

Tree planting

Integrated Pest Management (IPM)

Weed identification and management
Chemical application - timing and amount
Stock containment areas

O O0OO0OO0OO0OO0OO0OO0OO
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o Drought management

No - Have found that Landcare groups support these activities and that BWBL members
are not interested in participating in these activities in this forum.

What do you think is the broader community’s (non-farmers) expectation of sheep farmers
(animal welfare, environment etc)?

No not really — there seems to be a real lack of understanding by the general community
about agriculture production as a whole. The broader community feels that the
agriculture industry is unsustainable due to the media about drought subsidies even though
most farmers are unable to access these funds. Their two biggest areas of concern with
sheep farmers would be animal welfare and the environment.

Does your BWBL group consider community attitudes when planning activities?

No - Self interest only

Yes — need to be proactive to plan activities that the community will think are responsible
and positive. The group needs to be aware of what they should be doing to address the
community concerns.

Do you have any thoughts on the management of the program, or any suggestions for
improvement?

Annette is an excellent resource that is regularly utilised by the coordinators. Don’t really
have much to do with Lyndon has he is more involved in the management of the whole
project rather than the coordinators.

1. Better models for funding the BWBL project. There needs to be an affiliation of
the groups - to cover the expenses of the coordinator and administration.

2. When the project first started the management was very messy an example of
this was the grower board. It was also felt that the investors had more power
than they should have. The project offers very limited guidance and feedback
on activities.

3. Induction of BWBL member when they join groups.

4. Training of coordinators — economic analysis through conversation rather than
sitting in an office.

5. Sharing of activities that have been successful with other coordinators - this will
help to give new ideas of what has worked within groups.

Are there any other issues on BWBL you would me to know?

Older coordinator - The changes made to reporting templates and funding are annoying.
However the attempts of the project to try new technologies such as the phone seminars
and newsletters have been innovative whether or not they have been successful. Feel that
some case studies need to be developed about the positives and negatives of various
trials and technologies that have been used by the groups.

The number of members in groups needs to be maintained so that motivation within the
group continues. There is a need to look at a group fee that can be split amongst the
members rather than individual fees.

Need to look at ways of enticing younger members into groups to ensure that the project
can continue to move forward.
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|
Workshop Development

Over the last few years and particularly in 2007, an extensive number of activities have been run by
BESTWOOL/BESTLAMB (BWBL), AWI, MLA and DPI to address immediate operational decisions
such as feeding and management of livestock. BWBL believed there was a need to develop an
activity that looked at the impact of drought and the need for potential changes in decision making with
a changing environment. On the 3™ of October a phone conference was held with BWBL coordinators
which confirmed that there was a need for a more strategic approach to the looming season and that
another failed spring would place a lot of pressure on many farming businesses. There was a need to
assist producers with skills and knowledge to think and plan strategically on business management
and direction, to minimize the impact of current seasonal conditions and ensure the future of the
business.

Following the phone conference AWI and MLA were approached to co-fund the development of the
workshop. A budget and timetable to develop the workshop was developed (listed below) and it was
agreed that DPI, AWI and MLA would be co-owners of the material.

It was decided to design a workshop with the aim to provide information for participants about the
value in planning now to manage the next 6 months which will have long term benefits to their
business. The workshop will provide participants with the confidence to develop a planning
process/framework to manage through the next 1-3-5 years.

The workshop has been developed by a group involving members of the BW/BL team (Ken Solly,
Charles de Fegely, Jamie Ramage, Greg Smith and Jason Trompf and Peter Hanrahan) and Vic DPI
staff (Lyndon Kubeil, Martin Dunstan, Stuart Warner and Kerian Ranson). The six hour workshop was
designed to work with 10-15 participants and the target audience for this workshop would be BWBL
groups with Ken Solly, Charlie de Fegely, Mike Stephens and Martin Dunstan to be trained as the

primary deliverers.
=

Product

Attached is the Product Development Plan Development Plan Frc

Development & Costing

Activity Staff Required Budget
Draft Concept Plan KS $1,000
Develop W’'shop Notes Framework KS $1,000
Dev Case Study Templ/Material KS $1,000
Dev Team Planning Meeting KS, JT GS, PH & Cd + DPI $4,000
Complete changes to W’shop KS $1,000
Dev Team Review meeting KS, LK,JT,Cd $500
Pilot W’Shop Delivery + Part. $4,000
Ongoing Project Mgt & Developm't KS &JT $2,500
Associated Costs Venue, Catering Print etc $2,000
DPI Time Input

Martin Dunstan 4.5 days $2,700
Lyndon Kubeil 5 days $3,000
Annette Taylor 4 days $2,400
Kieran Ransom 1 day $600
Applied Economic Solutions - 2 day training for P2P $10,000

Total Budget $35,700
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Delivery

The workshop was based around a program called Plan to Profit developed by Mike Krause. The
computer based program enables scenarios to be built which shows the impacts of decisions which
are made in the short term out to 5 years. For example the impact of an enterprise change. DPIl ran a
two-day training course with Mike Krause to assist the deliverers of the workshop.

BWBL decided, with agreement from AWI and MLA that the workshop would be delivered to members
at the expense of the regional forums. The workshop would be promoted to all groups and delivered
upon request. The contract required that we pilot the workshop and deliver at least four or more high
quality workshops across drought affected regions of Victoria before 14 December 2007.

A pilot workshop was run with a North West Victorian BWBL group at Serpentine on the 23" of
October with 23 participants.

Following appropriate review and improvements a further six groups were booked for late November
and early December. Extensive rainfall across the state occurred over November and December
2007. In the southern half of the state this has resulted in turning dubious conditions into a good finish
to the season with most producers having excellent pasture growth and potential of a good crop of
fodder and cereals.

In the north of the state the rainfall had little impact on pasture and the livestock business position, but
it changed the state of mind of a lot of producers who had a bit more confidence and a reduced
interest in drought associated activities. This resulted in three of the southern workshops which were
booked for November and December postponing their workshop with a plan to review in early 2008
and reschedule.

The Front Foot Farming workshop has now been delivered to 90 producers and 18 BWBL
coordinators with two further workshops to be delivered in April. To date six workshops have been run
with BWBL groups including Euroa, Mansfield, Ovens Valley, Rich River & Campaspe combined and
Derrinallum & Ballarat combining. The workshop has Farmbiz accreditation in South Australia and
has been delivered to two SA groups in Claire and Kadina. All workshops have been delivered by Ken
Solly.

The table below shows a time line of the events relating to the development and delivery of the
workshop.
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Development & Delivery Time Line

Coordinators with
10 participants

Meeting at Ararat

MONTH

October 07 3“ Oct 12" Oct 07 23" Oct 07
Phone Conference | Workshop Pilot workshop in
with BWBL Development Serpentine with 24

participants

November 07

14" Nov 07

Presentation of the
workshop at the
BWBL Coordinators
Conference — 18
coordinators

26" Nov 07

Euroa workshop
with 8 participants

27" Nov 07

Mansfield
workshop with 9
participants

28" Nov 07

Ovens Valley
workshop with 9
participants

December 07

2 workshops planned but seasonal conditions caused these to be postponed

January 08 Presenter on leave
February 08 18" Feb 08 19" Feb 08 21% Feb 08
Claire workshop Kadina workshop Combined Rich
with 6 participants with 8 participants River and
Campaspe
workshop with 13
participants
March 08 27" Mar 08
Combined Ballarat,
Derrinallum,
Western Plains
workshop with 13
participants
April 08 15" April — Barwon | 17" April —
workshop Combined
Coonooer Bridge &
Maryborough

Workshop Content

Attached is the promotional flyer, session plan, overheads and worksheets used in delivery of the
workshop. All funding bodies receive the appropriate recognition for their input into the workshop
development, including all logos on the promotional documentation and the overheads along with
recognition in the workshop introduction including the background of the program.

Gy GR w3 Gy
H:Session Plan.doc U:\07941\1 H:FRONT FOOT H:FFF Setting
Stakeholders\1.1 DPIFARMING 5YR TEMPLDirection Questionairi

H:FFF Flyer.doc
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Evaluation

The Pilot workshop provided some very useful feedback from both participants and members of the
development team. An ORID was conducted by Jason Trompf at the conclusion of the pilot workshop
in order to thoroughly capture the strengths and weaknesses of the workshop to ensure that the
workshop would be improved and relevant to producers. The workshop had a significant emphasis on
the computer program which was to long and detailed for most of the participants. A review of the
workshop lead to a much shorter presentation of the computer program and more interactive group
activities which was met with a more positive response in following workshops. The pilot workshop
also highlighted that producers like to discuss the more operational aspects of their enterprise and that
it was going to be a challenge to keep them at a strategic level. It was decided that workshops with a
drought focus should cover the current operational issues early in the workshop to allow participants to
move on and focus on the planning and strategic levels. It also became quite evident that this
workshop would be a valuable tool for producers not only faced with drought conditions but in their
everyday business planning and management. Drought was certainly the initial driving force behind
producer involvement, however workshops run early in 2008 have shown the success of the workshop
does not rely on being in a drought situation and that producers have recognized as a result of the
workshop the importance of strategic planning in the decision making process.

Workshop Aim:
1. To assist producers with skills and knowledge to think and plan strategically on business
management and direction.
2. To minimize the impact of current seasonal conditions and ensure the future of the business.

Participant evaluation of this workshop involved filling out an evaluation sheet at the end of the
workshop. Coordinators who participated in the workshop were also asked to provide some feedback
on the workshop. The evaluation in the main has been very positive with most people highlighting the
importance of planning and monitoring and in particular to document the planning process. For many
participants the workshop highlighted the need to think about their business further into the future and
to start to assess what they were doing and how they were doing it.

Evaluation.xls

The comments from all workshops is in the attached excel spreadsheet.

The workshop has increased the awareness of the available drought assistance. Feedback has
demonstrated that it has also provided the incentive for a number of participants to seek follow up
assistance in the form of both drought assistance and further work with consultants. Nearly every
workshop has created follow up discussions (2 or 3 on average). The follow up discussion have been
in the form of directing people to the appropriate consultants, and pointing people in the right direction
with Centrelink and Rural Finance.

The evaluation supports that the workshop has been successful in delivering on the above aims.

A feature of this process has been the speed at which the BWBL network was able to assess the
situation, communicate with the appropriate parties, develop and pilot a workshop which provides
members with the information required. Twenty days from the initial phone conference until the pilot
workshop. The workshop development process has been a very successful model.
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BESTWOOL/BESTLAMB

One Day Strategic Planning for Drought Workshop

Uese

“Front Foot Farming”

BESTWOOL
BESTLAMB

Developed by: Ken Solly
Solly Business Services
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Wese -

“Front Foot Farming” Workshop

BESTWOOL
Workshop Program BESTLAMB
9.00am Welcome and Introduction
9.05am Workshop Purpose and Program Outline

The aim of the workshop is to provide information for participants about the value in planning now to manage
the next 6 months which will have long term benefits to their business. The workshop will provide participants with
the confidence to develop a planning process/framework to manage through the next 1-3-5 years. The
participants will be given the skills or at least know where to get the skills to carry out the planning process.

9.10am Power Point Presentation Moving into the right Mindset to Lead and Manage
9.30am Managing through 2006- What did we learn -What were the main Issues?
10.00am Small Group - Strategies for the main Issues

10.45am MORNING TEA

11.00am Individual Group feedback to the whole group

11.45am Break Out Groups - Addressing the knowledge gaps in each strategy

12.15pm LUNCH

1.00pm Decision Impacts in the long term — What has the last 3 years taught us?

Review a real 3 year scenario for the past three years
Familiarization with the Case Study Farm

Small Groups - What must we address for the longer term
Developing 3 year plans that accommodate for differing strategies
Developing Best Case, Most Likely and Worst Case Scenarios
3.00pm BREAK

3.15pm What are the implications of each scenario on the business, the community, the family and the
individuals, what further changes could we consider?

3.45pm Where are the Skills and Knowledge gaps to best manage into the future, what follow up group
activities may be needed?

What are the positives that we take away from today and how do we keep things in balance and perspective?
4.00pm Workshop Review and Evaluation

4.30pm CLOSE
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Front Foot Farming Pilot Workshop – Loddon Valley Group – 23rd October 2007


Comments about the day



· How far you can go with feeding



· Computer program long term – was dry and lost the plot



· Breakout session – good, excellent – interactive – looked at different aspects



· Change from session to session



· Didn’t know what the task was or what the day was about



· Options need to be clear



· Your own farm rather than a case study



· Finances a different issue – covered in group work



First session intro



· Scene set well



· Not to long



· Good interaction



Four decisions



· Were good and reflected what we need to do



· Can work through the decisions about 5 years out


· Hope and guess



· $5,000 from government to get an analysis



· Risk rating on all the decisions we are making



· My theory grain prices are going to remain high – so that is why we are increasing cropping



What did you expect to get out of today



· Listening to others talk – cross check and counter balance decisions made



· Clarify decisions you have made



How can you counter quantify decisions you are making if you do not use computer program



· Basically know breakeven and budgeting spreadsheets



· Be more thorough with figures and decision making



· Building numbers up – merinos



· Family involved in planning



What are the next steps for support



· Have been planning for years but if it does not rain its disheartening



· Losing faith in met bureau



· Strength is the group itself – have support from fellow participants



· Personal future planning



As a group what do you do



· Talking to one another to discuss farming issues



Comment from each about the workshop



· Good – computer not good – more discussion about farmers more into sheep


· Four different scenarios – talk through



· Fantastic



· Stock feeding – how long



· Good



· Good – positive input



· Feed stock



· Good



· Confusing for the long term



· Not sure what you want to get out of the day – what are we trying to achieve



· Ken presentation good – computer program not necessary – group is good for discussion of farming issues



· Look at all the options and ask why we are doing it



Debrief



· No one could say what they could do in years to come



· Have to bring in future of enterprises



· Graphs from Coordinators conference showed impact and what can happen – talk to that and then work back



· More than one scenario is confusing



· Present worst case scenarios first



· Give them a simple spreadsheet to take away



· Reinterview in a couple of weeks to collect their views



· Charlie and Ken to rework and critique with working group
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BWBL Strategic Planning for Drought Workshop
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“Front Foot Farming”









	BESTWOOL/BESTLAMB




	Coonooer Bridge









	Wednesday, 7th Nov









	St Arnaud Hotel









	Time: 8.45am – 4.30




	Deliverer: Ken Solly




Partners Participation Welcome




	




Includes		Lunch Provided




			RSVP Greg Smith




on 5797 0234









?              ?









   $









?              ?









Now is the time to take a serious look at various scenarios that will assist in your strategic planning for the coming years.









The program will help you to:




Understand the importance of strategic planning




Assess the impact of immediate and long term critical decisions on profit, cash flow and the balance sheet




Know the ways and means of gaining ongoing support to develop better management plans
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StockWise


“Front Foot Farming”











Strategic Planning to Manage through Tight Times











Perception


Don’t stay in the one position


All positions are viewing the same object/problem and seeing different things





Think strategically, take a helicopter view


Your perception is your reality














All black


50% black LHS


50% white RHS


50% white RHS


50% black LHS


All white











Our reliance on farming for our Self worth











Life spent Farming


Rest of your life











Three Levels of Decisions


.


Strategic





Tactical





Operational











MANAGING the UNKNOWN





			Farming is about managing with many unknowns








			To remove the uncertainty and reduce fear and stress we need a plan to deal with the unknown








			 Best case, most likely and worst case scenarios








			Most of us have a business plan in our head, but how good is it








			Dealing with the unknown makes it even more important to have a plan








			The more risk the greater the need for a plan














New Strategy - Understanding Risk


			Volatility


			Frequency


			Impact on business +ive or -ive


			Control


			Likelihood this season


			Cover - insurance


			Impact on self and others


			Recovery if failure


			Fallback position


			Long term implications














Business Plans need not be Complex


			Where are we up to –Situation Analysis





			What business are we in – Strategic Audit








			Where are we heading – Business Objectives








			How do we get from where we are to where we want to be – Strategies








			How do we make it happen – Implementation








			How is it going - Monitoring














Factors behind the decision


			Margin


			Capital requirement


			Cash flow implications


			Capacity


			Capability


			Profit - ROI


			Rate of turnover


			Sleep factor














Effects of Downsizing an Enterprise


			Reduced working capital


			Increase in unit overhead cost


			Reduction in risk


			Reduction in income














Change


			If you keep doing what you have always done you will always get what you have always got








			If it ain’t broke don’t fix it








			You don’t have to be sick to get better








			Learning = Questions + Information








			5 WH planning tool








			What, Why, When, Where, Who & How?














Effects of Upsizing


			More working capital


			Potential reduction in unit overheads


			Potential increase in risk


			Overheads could increase


			Increase in income


			Opportunity to simplify


			Exploit your skill base














You have 2 businesses


			Real Estate	70% to 80% Asset Base


			Agriculture	20% to 30% Asset Base








			If your land has doubled in value over the past 10 years you have enjoyed a 7.5 % compound growth





			If we cannot trade profitably then we erode our equity


			Understand what $100,000 will do to your equity




















Some Basics


			Placing the same amount on either side of the balance sheet reduces equity








			Assets


			$2,000,000 + $200,000 = $2,200,000








			Liabilities


			$400,000 + $200,000 = $600,000





			Equity drops from 80% to 73%








			Sometimes you are borrowing hard dollars on top of equity you have never had or may not have








			A profit or loss is not realised until the point of transaction. Equity can really only be measured in hard cold cash














Getting Started


			Quality information


			Researching your options


			Possible scenarios


			Risk analysis


			Financial outcomes


			People effects


			Gaining confidence


			Sharing the load


			Exist strategies














Planning to Profit


			Interactive Spreadsheet Program


			Interactive P & L , Balance Sheet and Cashflow


			Scenario Development


			Long term Planning tool


			Evaluate Land Acquisition


			Takes some of the unknown out of your thinking


			Useful to convince/inform others














The CI&I Process











1. Situation analysis


Objective


3. Action design


2. Impact analysis


4. Action implementation


6. Creation and synthesis


5. Results assessment




















The CI&I Process – Alternate language











STEP 1


Explore the situation


for opportunities to 


improve


FOCUS


STEP 3


Design action to trial or


implement opportunities


STEP 2


Decide on opportunities that have most impact


STEP 4


Take action and 


monitor impacts


STEP 6


Create new ideas and


opportunities


STEP 5


Evaluate and learn 


from results




















CI&I – onwards & upwards!








Re-Focus


Focus


Explore


Situation


Check


Impact


Take Action 


& Monitor


Design


Action


Evaluate


Results


Create 


New Ideas


Re-Focus
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 “Front Foot Farming”                Workshop Session Plan.



			Session



Number


			Topic or Activity to be covered at each session


			Training Aids/ Assessment Methods


			Timing





			Session 1


			· Welcome and Introduction



· Workshop Purpose and Program Outline



· Power Point Presentation –



“Moving into the right Mindset to Lead and Manage”






			Lecture and discussion. PowerPoint presentation



Assessment in goal setting and long term planning. Setting Direction Questionnaire


			9.00 – 10.00





			


			Break


			


			10.00 -10.15





			Session



2


			· Reviewing management strategies through 2006 and 2007 – 



· Small Groups – “ What did we learn / what were the main issues?”



· “Strategies for the main issues Individual Group feedback to the whole group



· Break Out Groups – Addressing the knowledge gaps in each strategy






			Critical analysis and think tank by whole group



Small group work on each of the main issues



Butcher Paper to record findings.



Discussion of key finding so as to learn off each other.


			10.15 – 12.30





			


			Lunch


			


			12.30 – 1.00





			Session



3


			· Decision Impacts in the long term- What has the last 3 years taught us?



· Setting Plans that accommodate for change



· Tools that can assist in the formulation and preparation of a strategic plan.



· What are the implications of each scenario on the business, the community, the family and the individuals, what further changes could we consider?






			PowerPoint presentation on the impacts of key issues in recent time



PowerPoint presentation demonstrating computer programs that can assist in strategic planning.



Case Study farms that accommodate for change



Targets and Timing Planner.


			1.00 – 2.30





			Session



4


			· Formulation of the Strategic Plan



· What are the Skills and Knowledge gaps to best manage into the future, what follow up group activities may be needed?



· Workshop Review and Evaluation



· Close


			A fully documented Strategic Plan is viewed and analyzed.



Participants provided with a framework to develop their own plans



Management Tools CD for Front Foot Farming.


			2.30 – 4.30








Facilitator’s Name and Signature…………………………….………………….  Date:           /           /


\\Penny\my documents\Casterton Best Wool\Workshop Program FFF 2008.doc







Front Foot Farming   



Business Name…………………………………………………...  Your Name……………………………………….  Date…………………


			Planning For Success Questionnaire





			Key procedures for each profit driving part of the business


			Do I apply this key procedure


			Where I am now


			Where I want to be


			Gap Score


			


			Importance to my business


			Total






			Actions to improve in each of these areas





			Evaluating Your  Strategic Planning Skills


			Yes/No/



Don’t Know


			Rate 



1 to 6


			Rate


 1 to 6


			Score the difference between 


			Multiply the gap score with the importance


			Low     1



Med     2



High    3


			


			





			Document the current position of the business



Benchmarks


			


			


			


			


			       x


			


			


			





			Establish business goals and objectives



New Targets


			


			


			


			


			       x


			


			


			





			List Options for Improvement – evaluate benefits and feasibility of options and choose the best strategy



Best Strategy


			


			


			


			


			       x


			


			


			





			Plan the schedule of actions and investments



(capital and time) to implement the changes.


Planning Change


			


			


			


			


			       x


			


			


			





			Implement the plan and monitor the progress


Doing & Winning


			


			


			


			


			       x


			


			


			





			


			Total


			


			










			“FRONT FOOT FARMING”   TARGETS AND TIMING  -    5 YEAR DRAFT PLAN





			Business or Person Aspect


			2008


			$


			2009


			$


			2010


			$


			2011


			$


			2012


			$


			5 to 10 years


			$





			Production


			


			


			1000ha crop


			


			


			


			100 ha Cent Pivot Irrig


			


			


			


			Increase prod’n by 25%


			





			Finance


			Pay off debt Annually


			30k


			


			


			


			


			


			


			


			


			Equity @ 75%


			





			Staffing


			


			


			


			


			


			


			Employ Worker


			


			


			


			


			





			Marketing


			


			


			All stock sold O T Hooks


			


			


			


			


			


			


			


			More on farm storage


			





			Machinery and Plant Replace


			


			


			


			


			Replace Main Tractor


			80k


			


			


			New Farm Ute


			25k


			New Boom Spray + Seeder


			80k





			Buy Land


			


			


			


			


			


			


			Buy 200 ha


			600k


			


			


			John to drive next land purch


			





			Lease Land


			Lease 200 ha


			


			


			


			


			


			


			


			


			


			


			





			Sharefarm


			


			


			


			


			


			


			


			


			


			


			Always assess


			





			Production Targets


			


			


			Wheat 3.5 t/ha


			


			


			


			40 kgs wool/ha


			


			


			


			$1mill crop


500k stock Inc


			





			Property Improvements


			2 km Bound Fence


			8k


			


			


			1 km Bound


Fence


			4k


			


			


			New Sheep Yards


			15k


			


			





			Nat Res Mgt


			


			


			


			


			1 km plant’n


			3k


			


			


			


			


			5 ha wetland


			





			Succession


			


			


			Plan Drawn up


			


			


			


			


			


			


			


			John running the crop prog


			





			Education & Training


			$3k Ann


			3k


			


			3k


			


			3k


			


			3k


			


			3k


			Never stop learning


			





			Retirement


			


			


			


			


			Plan Drawn Up


			


			


			


			


			


			Purch Retire’t Home


			300k





			Holidays


			


			


			3 weeks Ann


			


			


			


			


			


			


			


			Overseas trip


			20k





			Off Farm Investment


			$10,000 into shares ann


			10k


			


			10k


			


			10k


			


			10k


			


			10k


			Super Fund to $400,000


			





			Personal Challenges


			


			


			Golf handcap to 15


			


			


			


			Run City to Surf


			


			


			


			Captain Golf Club


			





			Family


			


			


			New Car


			25k


			Lisa Uni Fees


			20k


			Lisa Uni Fees


			20k


			Lisa Uni Fees


			20k


			Tim Uni Fees


			70k








Front Foot Farming


Business Name…………………………………………………...  Your Name……………………………………….  Date…………………



			Planning For Success Questionnaire





			Key procedures for each profit driving part of the business


			Do I apply this key procedure


			Where I am now


			Where I want to be


			Gap Score


			


			Importance to my business


			Total






			Actions to improve in each of these areas





			Evaluating Your  Strategic Planning Skills


			Yes/No/



Don’t Know


			Rate 



1 to 6


			Rate



 1 to 6


			Score the difference between 


			Multiply the gap score with the importance


			Low     1



Med     2



High    3


			


			





			Document the current position of the business



Benchmarks


			


			


			


			


			       x


			


			


			





			Establish business goals and objectives



New Targets


			


			


			


			


			       x


			


			


			





			List Options for Improvement – evaluate benefits and feasibility of options and choose the best strategy



Best Strategy


			


			


			


			


			       x


			


			


			





			Plan the schedule of actions and investments



(capital and time) to implement the changes.



Planning Change


			


			


			


			


			       x


			


			


			





			Implement the plan and monitor the progress



Doing & Winning


			


			


			


			


			       x


			


			


			





			


			Total


			


			








			Top 20% Producers Breakdown of Turnover









			Category






			Allocation Fraction Top 20% Producer


			Top 20%



Percentage


			Example $500,000


			Your Figures





			Profit






			1/6


			15 to 20%


			$75,000


			





			Debt






			1/6


			15%


			$75,000


			





			Operating Costs






			1/3


			35 to 40 %


			$200,000


			





			Overhead Costs






			1/3


			20 to 25%


			$100,000


			





			Labour






			


			10 to 12 %


			$50,000


			








			BESTWOOL/BESTLAMB - Front Foot Farming









			SMART - Goal Setting Model









			


			


			EXAMPLE






			YOUR GOAL





			        S






			SPECIFIC


			120 KGS CWT/HA


20kg/100 mm Rainfall


			





			        M






			MEASURABLE


			6 LAMBS X 20 KGS


Scales and Kill Sheets


			





			        A






			AGREED


			ALL AGREED


			





			        R






			REALISTIC


			105 KGS LAST YEAR


			





			        T






			TIME FRAMED


			NOV  2008


			





			


			


			


			





			               W






			WRITTEN DOWN


			


			





			               R






			REVIEWED REGULARLY


			


			








			BESTWOOL/BESTLAMB – Front Foot Farming








			Benchmark






			Top 20% Performance


			Your Performance





			Equity - % you own






			


			





			Finance Costs - % of GFI






			


			





			% Gross Margin






			


			





			% Return on Capital






			


			





			% Return on Equity






			


			





			Production



· Lambing %



· Kgs/ha lamb/beef



· Tonnes per Ha



· Kgs/ha wool






			


			





			Holidays – Days per Year






			


			





			Training and Development



· Days per Year



· $ per Year






			


			





			Soil Health



· % Org Matter





			


			





			Water



· $ per meg applied



· Salinity






			


			





			% Machinery Investment to GFI






			


			





			% Livestock Investment to LI 






			


			










			“FRONT FOOT FARMING”   TARGETS AND TIMING  -    5 YEAR DRAFT PLAN









			Business or Person Aspect


			2008


			$


			2009


			$


			2010


			$


			2011


			$


			2012


			$


			5 to 10 years


			$





			Production






			


			


			


			


			


			


			


			


			


			


			


			





			Finance






			


			


			


			


			


			


			


			


			


			


			


			





			Staffing






			


			


			


			


			


			


			


			


			


			


			


			





			Marketing






			


			


			


			


			


			


			


			


			


			


			


			





			Machinery and Plant Replace






			


			


			


			


			


			


			


			


			


			


			


			





			Buy Land






			


			


			


			


			


			


			


			


			


			


			


			





			Lease Land






			


			


			


			


			


			


			


			


			


			


			


			





			Sharefarm






			


			


			


			


			


			


			


			


			


			


			


			





			Production Targets






			


			


			


			


			


			


			


			


			


			


			


			





			Property Improvements






			


			


			


			


			


			


			


			


			


			


			


			





			Nat Res Mgt





			


			


			


			


			


			


			


			


			


			


			


			





			Succession






			


			


			


			


			


			


			


			


			


			


			


			





			Education






			


			


			


			


			


			


			


			


			


			


			


			





			Retirement






			


			


			


			


			


			


			


			


			


			


			


			





			Holidays






			


			


			


			


			


			


			


			


			


			


			


			





			Off Farm Investment






			


			


			


			


			


			


			


			


			


			


			


			





			Personal Challenges






			


			


			


			


			


			


			


			


			


			


			


			





			      Family





			


			


			


			


			


			


			


			


			


			


			


			





			


			


			


			


			


			


			


			


			


			


			


			


			










LoddonValley


			EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


			BWBL group involved						Loddon Valley			This was the pilot workshop at the Serpentine Bowling Club rooms


			Date									Wednesday 23rd October 2007


			Facilatator									Ken Solly from Solly Business Services


			Attendance						Number			The day start off with 24 participants 4 women were in that number about lunch time sons came into the workshops - women left not long into the computer session - sons and some of the orginal participants left later in the afternoon - finished with 12 remaining all day			Had a large contingent of Management to view this pilot - Lyndon K, Martin Dunstan, Jamie R, Jason Trompf, Charlie de Fegely, Greg Smith (Coordinator), AT


			Comments about the day						Comments			How far you can go with feeding


												Computer program long term - was dry and lost the plot


												Breakout session - good, excellent - interactive - looked at different aspects


												Changed from session to session


												Didn't know what the task was or what the day was about


												Options need to be clear


												Your own farm rather than a case study


												Finances a different issue - covered in group work


			First session intro						Comments			Scene set well, Not to long, Good interaction


												Not to long


												Good interaction


			Four discussions						Comments			Were good and reflected what we need to do


												Can work through the decisions about 5 years out


												Hope and guess


												$5,000 from government to get an analysis


												Risk rating on all the decisions we are making


												My theory grain prices are going to remain high – so that is why we are increasing cropping


			What did you expect to get out of the day?						Comments			Listening to others talk – cross check and counter balance decisions made


												Clarify decisions you have made


			How can you counter quantify decisions you are making if you do not use computer program?						Comments			Basically know breakeven and budgeting spreadsheets


												Be more thorough with figures and decision making


												Building numbers up – merinos


												Family involved in planning


			What are the next steps for support?						Comments			Have been planning for years but if it does not rain its disheartening


												Losing faith in met bureau


												Strength is the group itself – have support from fellow participants


												Personal future planning


			As a group what do you do?						Comments			Talking to one another to discuss farming issues


			Comment from each about the workshop						Comments			Good – computer not good – more discussion about farmers more into sheep


												Four different scenarios – talk through


												Fantastic


												Stock feeding – how long


												Good


												Good – positive input


												Feed stock


												Good


												Confusing for the long term


												Not sure what you want to get out of the day – what are we trying to achieve


												Ken presentation good – computer program not necessary – group is good for discussion of farming issues


												Look at all the options and ask why we are doing it








Euroa


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						BWBL group involved			Euroa			This workshop was held in the Gooram Hall


						Date			Monday 26th November 2007


						Facilatator			Ken Solly from Solly Business Services


												3 Management, Lyndon K, Jamie R, AT


						Attendance			8 participants - one had to leave early to attend a funeral and two fill in evaluation form together


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			I expected that we would discuss and analyise what we are currently needing with our farm business and explore different opportunities for remaining viable enterprises - I feel this was met			This review of feeding stock or destocking and the pros & cons and opportunities was excellent - by having small group and points to follow to keep us on track helped all participate			Taught me to be flexible in planning and analyising our business and to use the various education, reading techology, grants and attend workshops			I think I have already changed a number of management decisions over the last 6 months - as a result of the 05-06 drought but this workshop will encourage me to continue to be analytic and to forward plan as much as possible to keep the business viable and the farm in good condition


			Participant 2			Expectation to see a clearer ciew of where were heading after a year of extremen hard work - get things into perspective as we face yet another season of continuing challenges - yes I feed more confident - need to digest however			Good to look back and review and learn from the past - well done without being over the top			Planning, planning, planning - most important - discuss & communicate with family members, have common achievable goals, all on the same page			Reflect and act, feed budgets for enterprises and then make decision re action, 3 yr plan of action a priority, look int the $5,000 grant abailability for a business


			Participant 3			Exp. A clearer picture of specific factors influencing our business outcomes into the future - Outcome - didn't really get anything very new but the computer program looks interesting			The pre morning break session was too general for my needs - other info was interesting but will require putting into practice			Reinforced what is known & what should be put into practice			Will look into getting specific advice on future business planning and explore possibioty of sharing info with another member of the group


			Participant 4			The workshop filled in on the verables that were due to the drought			The workshop was good at identifying the issues that effect profitablity			You have to know where you are coming from to go ahead			More planning on enterprise


			Participant 5			To be able to see possible option's for future planning - yes within the discussions within the group options were touched on			We could see both positives & negetives in our management through 06, which allowed us to discuss and view each others comments			Managing long term is critical to see what direction you are going, short term is important for the day to day problems			Try to assess and record information for future reference use, use disc's for storing info


			Participant 6			Learn more about getting a hanlde on the each enterprise how one should do it			Very good really makes one think			The farming business can not run unless you know where your stand must know were you are going			Learn more about each enterprise cost of each one and be ready to change if it is not going well


			Participant 7


			Participant 8


			Participant 9








Mansfield


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						BWBL group involved			Mansfield			Meeting held in Mansfield DSE Conference room


						Date			Tuesday 27th November 2007


						Facilatator			Ken Solly from Solly Business Services


						Attendance			9 participants - 1 Management, Lyndon K


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			Open minded, I always learn something			Thought provoking, learn from group input			Essential			Look closer at budgets and cost enterprises


			Participant 2			I didn't have any expectations but it was very good (great)			It is hard to review 06 because we know how it finished eg hindsight but the key issues were covered well eg over feeding			Look at what you do today could cost the vusiness in 2 or 3 years			More research and planning


			Participant 3			Expectation was that there would be a focus on long term business planning - expectation met			Useful discussion but didn't enjoy it, wanting to put the drought experience behind us			Planning via a written plan is key, need some sort of software package to draw all the info together to make a sound decision			Consider doing the plan to profit workshop, revisit the business plan


			Participant 4			Expected to learn about business planning skills/longterm planning. Review of 06/07 was interesting & led to interesting discussion. Future planning session was a bit unstructured and harder to grasp			Good review of 06/07, would have been good to continue large group discussion in afternoon after the future planning groups - that didn't really seem to have an end point for the group as a whole			Always necessary, still not a structured concept - need a PLAN			Think about the long term goal we discussed in 2nd last session


			Participant 5			Being better prepared to manage the next drought			No comment			Obtaining all information and analizing it for best results			Have a broader view of all aspects involved with farming


			Participant 6			Develop an action plan for drought - will work on it, thought we might look at what others producers did and the ecomonic outcomes, enterprise changes were not met			Good discussion on number of areas of change, look back at good parts of 06/07			I need to plan for long term 5 years, and work on my business plan, it was a good day			Continue to work on succession planning - Business planning / looking at options


			Participant 7			Expected a general picture of future planning and how I should think about it - this was generally met with stimulating questions			By looking back at the issues it again help me realize tha twe mustn't forget the lessons learnt ie trigger points, be proactive, be cost effective			Reinforced the value of 5 year planning - where will I be in 5 years? What do I expect from the farm? Act on wants.			Will give more attention to drought proffing, succession planning and flexibility


			Participant 8			Thought we's be given the process for develping a strategic plan and evaluating alternative options - Partially met, was hoping that there might have been a bit more detail on the process to be followed			It made me think about what were the main issues for 06 and how we may have addressed them for the better			Planning is critical - and early planning is also very important			Develop my 5 year plan and more closely review the financial outcomes (and alternatives) of this plan - the workshop was good and well presented


			Participant 9			Expectations, working on a business plan when in drought, strategies for coping with the drought INSTEAD strategies for the future, looking at what was the important issues to me now and for the next 3 to 5 years			Good but we had 2 sessions with our group - one in preparation for the drought then after the drought looking at what we learned. Your session reminded and reinforced the strategies - making me aware of the importance of looking back to move forward			I need to look back see what I did last year and how I can use that information to set short and long term outcomes			Write short and long terms outcomes down so the others in my famil understand where I am coming from and want to go in the future








Ovens Valley


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						BWBL group involved			Ovens Valley			Held in Everton Upper Community Centre


						Date			Wednesday 28th November


						Facilatator			Ken Solly from Solly Business Services


						Attendance			9 participants  - 1 Management, Lyndon K						3 had to leave in the late afternoon


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			To help with future planning of farming issues - they were met			It was good t look back and access what we had learned throug 06			Put plans down on paper and keep reaccessing them and options			Try and think a bit more out of the square. Take a break and enjoy my family more


			Participant 2			Extremely comprehensive and met my expectations - a good day away form the coal face			My only concern is my lack of computer skills probably a bit late to consider now			Keep focused and think laterally			Evaluate all the enterprises including stud sheep


			Participant 3			Much the same as we went through - they were well explained and met my expectations			They may make me change the way and diversify a little			To see where you will be at in 3 years and may be longer out			Drop off some of my community representation and concentrate on myself and family more


			Participant 4			Learn more about budgeting with forward thinking and yes there are more things we can put into place			Good to see how people got through the drought			To keep an open mind to all manner			More forward planning


			Participant 5			To see where we are going regarding management with time also finacially			Plan for pasture improvement, arrange finance, find more of what is available			Plan more for the future instead of short term			Look further ahead manage finance better and manage work load better, take more time off


			Participant 6			Expectation were to work out ways to increase profits. Some of the question was answered but I need to work more on it myself			Thought the day was great as it make me think outside what I do now			I know planning ws important, but this workshop will help me understand and manage it better.  Times change and it will be very intereting in 2 years time to see the changes			Buy tested feed, talk to people before changing things


			Participant 7


			Participant 8


			Participant 9








RR&Campaspe


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						BWBL group involved			Rich River and Campaspe			Held in Echuca DPI offices


						Date			Thursday 21st February 2008


						Facilatator			Ken Solly from Solly Business Services


						Attendance			13 participants - 2 BWBL coordinators Sam Ellis and Raquel Waller - 1 Management Jamie R


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			Ideas for future - plans for future - mostly met.			All OK			This area didn't have great impact			Look at water options


			Participant 2			Had no real expectations, just to learn something to help our business			Thought it was more for the future plans			Mostly the value of forward planning			Have been doing gross margins on computer program.  Will possibly employ some one to do long term planning and farm review.  Use it for a template for farm planning


			Participant 3			I expected to hear information regarding maintaining stock during continuing drought conditions			The workshop addressed the main issues and reinforced that the methods I were using were the best for these conditions			It reinforced the value of forward planning for both outcomes			Be more aware of planning ahead and be more vigilant with keeping better records


			Participant 4			Didn't go with any expectations just went to listen and learn			The workshop made us study our time for work and play and to assess our farming operation			To budget and think ahead			Not much just made us think a bit more very good day - We all thought it to be a great day, learnt a lot, bit of fun as well


			Participant 5			Discuss the merits of taking different actions more crop v less crop - it was very good			Very good			Start with some written goals			Put more crop in


			Participant 6			I was hoping to learn new ways to improve farm efficiency and profitability that I could pass onto others and possibly use myself.  To start I didn't believe the workshop was helping however as the day went on and farmers began to open up it became more valuable and informative.  I learnt a lot about the issues that the farmers were facing in reference to water shortages and increasing expenses eg the price of fuel and fertilisers.  I think my expectations were meet however I did not have any clear defined expectations that I wanted to find			I think it got the farmers talking and discussing the issues that they were facing which allowed them to open up and help each other by offering advice.  The farmers discussed better ways to manage their water eg many thought it may be a better idea to sell their water allocation when the price for water was high.  They could use the money to lower their debt levels make off farm investments or put it into developing the farm in other areas and then becoming dry land farmers and buy water when needed.  They also discussed using pregnancy scanning of their ewes to improve feed allocation therefore improving efficiency			Planning ahead both short and long term is an important factor when looking to limit risk and increase farm profitability.  Ensure that there is always some time set aside for family to manage a good work/life balance			Always to looking to market progeny to markets where premoums are possible either by using forward contracts, doing my own marketing, vertically integrating the farming business or changing the farm system eg organic conversion.  Look into diversifying the farming enterprise or investing off farm to lower risk.  Work with the bank instead of against it to manage debt.


			Participant 7						Need to plan a lot earlier for long drought period						Will be keen to attend other workshop of this calibre to enable my family to stay viable


			Participant 8									Found the day interesting would go again


			Participant 9												Excellent course - very thought provoking








Skipton


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						BWBL group involved			Ballarat, Western Plains & Derrinallum/Skipton			Held at St Enock's Woolshed, Skipton


						Date			Thursday 28th March 2008


						Facilatator			Ken Solly from Solly Business Services


						Attendance			13 participants - 2 BWBL coordinators Raquel Waller and Peter Schroder - 1 Management AT


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			I expected a positive worksho that would give me the ability to be proactive about my business and face the future with optismism or at least reality.  Yes it did			It touched on the strategies for dealing with current events and pointed the way to where I can take action myself.  It was effective in the time we available			The workshop has taught me how important it is to plan and to act on those plans			I wll discipline myself to take the time to plan especially on paper


			Participant 2			I expected thought provacation and discussion about planning for the future.  The day was excellent			Good			Failing to plan in planning to fail			Document my goals


			Participant 3			Drought review - move emthasis on future planning, than drought recovering however this was probably more beneficial			Quite useful			The need to write down a plan			Write down future plans


			Participant 4			Had open mind about what the day would involve			Marginal effect - yearly already planned			Importance of writing things down on paper			Review current strategies


			Participant 5			Unsure when I came but have felt it really worthwhile			Definitely helpful			Made me recognize it is very important			Plan better long term try and put down on paper what I am thinking


			Participant 6			Never had any - but learnt a lot			Always plan ahead in my head			A lot - learnt to plan ahead			Write my plans down


			Participant 7			Thought it might have been a more computer type program, as illustrated and demonstrated in last session - would have liked more time on the program			Attendance at othe rcourses helped with strategies for 2006, this re-inforced actions			Reinforced the importance of planning, writing information down			Evaluate, plan, establish benchmarks


			Participant 8			How to implement new stratagies to come out of the drought and make life a bit easier in the future			Developed the process of lateral thinking not a "how to do things" but how to go about learning and resourceing information to start the process			How putting a enterprise together depends on the planning process and sourcing outside ideas and not just having the technical know how. Think about where I'm at in life and to decide how strong my desires to persist with growing with the farm and what I could have to do the above comfortably			Do more benchmarking and seek more outside on this benchmarking


			Participant 9			I didn't know what to expect but a lot of questions I had were answered									Put pen to paper


			Participant 10			To better understand the decisions to be made in the future			To put a basic plan on paper and to try and stick to it			To try and plan for the longer term			Try to benchmark my business - get a better grasp of business costs


			Participant 11			New ideas - make you think - YES - A lot more talking about our goals etc and to put it on paper and review it			To put a plan on paper and review it			If the short term plan is strong the longer term should have less usefulness			Keep a close watch on costs etc


			Participant 12			To explore business issues arising from drought and dealing with them in the recovery process			Quite effective, made me aware of things I can monitor going into and coming out of another drought			Very important, something which I have neglected in the past			Plan and budget & analyise more frequently and with more depth


			Participant 13			No expectation			Effective at getting us to review our strategies			Must set goals in order to manage short and longer term			Actually put documented plan in place and review








Claire&Kadina


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						Workshop			Claire & Kadina SA


						Date


						Facilatator			Ken Solly from Solly Business Services


						Attendance			14 participants


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			Honestly wasn't sure exactly what today was all about.  But, yes a great day, it's great to be refreshed on the advise, help and support out there for farmers			Good discussion, nothing above my head			That its important to share & communiate ideas and goals to husband etc. Not only in mind but extremely important on paper			Put more goals and plans on paper with a date and achieve some


			Participant 2			I didn't have too many expectations, so it was nice to come along with no expectations and just sit & learn & talk & listen			Great to discuss good & bad strategies & verbalise these things			Realised just how important planning for now & down the track really is for us, inlaws & next generation - we are all affected by our decisions and actions			Start planning for the future & discuss our goals & what we want in the long term & start planning to achieve our goals


			Participant 3			Expectations met as Ken Solly is quality presenter who cleverly tailors the workshop to meet the needs of the participant			Excellent made group realise they are not alone in other challenges 7 can use each others knowledge and support to move forward			To visualise write down plan, implementation over short, medium and long term			Revisit planning from the past and reflect changes


			Participant 4			Didn't know what to except but learnt a lot about perception and planning			A great way to review past years and help plan for the coming year and beyond			Has taught me to look beyond the current year and plan for the future			Discuss with business partners and look at current planning procedures and adapt if necessary


			Participant 5			I expected to learn about strategic planning and my expections were clearly met			A very effective workshop			Planning allows for achieving goals rather than knee jerk reactions and high levels of stress			Thinking strategically - business plan written


			Participant 6			Met my expectations of a high quality presentation with useful content.  I enjoyed the use of real life examples and visual demonstrations			Very good overview of general strategies as well as specific ideas.  Presenter's style was easy to listen to engaging and made it easy to learn.			Emphasised the importance of doing something about planning now rather tha putting it off until later			Increase encouragment to my family members on business planning in a written form and succession planning


			Participant 7			Good discussion re issues affecting farmers in tough times - expectations met			Very effective			Many tools available to assist communication important.  Business support useful			Improve business analysis skills and update records.


			Participant 8			Wasn't sure what to expect.  Has certainly given me lots of new info and ideas.			Excellent			Always good to plan esp. for the long term viability			Do my benchmarks


			Participant 9			To have a enfoyable learning day			Effective in reviewing and discussing common issues			Plan for the future now			Discuss issues with gusband tonight - make time to implement changes that have been meaning to do but haven't yet - eg buy extra shares, review of KPI's


			Participant 10			I came today with an open mind and have been pleased with what I have learnt today			The information was delivered in an easty to understand format and was very comprehensive			Business planning & strategic planning are essential tools for a profitable business & we need to ensue we are actually creating them not just in our heads but on paper			Will investigate possibility of Plan to Profit.  My attendance at this workshop will ensure increased communication and discussion with my partner


			Participant 11			Find some planning tools to help budget in years especially drought years			Worshoop was well presented with differnet tools and ideas on how to improve planning a budget for the short term and long term			How we need to plan for long term planning & have some savings for unexpected expenses			Discuss with husband about budgeting and use the spreadsheets to analyse stock productions


			Participant 12			To learn more about how I can improve the profitability of our farming businesses - yes expectations were met			Good discussions and strategies			Great information given and lots to take how and put into practice			5 to 10 year plan and improving our business goals with good monitoring


			Participant 13			Didn't have any great expectations found it interesting			Did make you sit back and realise to learn from past experiences			Planning is vital to reach long & short term goals			Start our weekly planning meetings again








Barwon


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						Workshop			Barwon


						Date			Tuesday 15th April 2008


						Facilatator			Ken Solly from Solly Business Services


						Attendance			10 participants - 1 coordinator Raquel Waller - 1 Management AT


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			Not sure			Very effective, will make me look beyond 12 month plan						Plan beyond 12 months


			Participant 2			Better at planning and risk management - yes			Highly informative			Very important to have a plan to reach goals			more planning and budgets - set goals


			Participant 3			To think about the future of farming and make some plans - mostly			Plenty to think about			Keep all options open - keep a tab on all costs			Try to write more things down and more evaluating of some decisions


			Participant 4			Better planning process - certainly			Excellent - very clear and concise hints and help			Be consisant			Better benchmarking


			Participant 5			Didn't have expectations but found it very good			Very good and helpful into future			It needs to happen and can't be neglected			Have better planning in place before drought to help make better decisions


			Participant 6			To have better system for planning and evaluation of farm benchmark and goals			I found it very useful			Long term planning is very important			I will revisit benchmarks


			Participant 7			Came with an open mind - very impressed with quality of presentation - very good and challenging			Very good - encouraging for my current plans - reminder to respect and communicate with partners views - follow and evaluate plans objectively			be objective - lift sights to future planning - put figures into comparison - re drought etc (ie a poor figure might be really good considering the season)- its OK/important to get outside help			Plan be more considerate to jobs inside the house yard fence - understand how different people percieve pressure and situations write more of my ideas down rather than file them in my head


			Participant 8			More information on the cost of changing enterprises - yes			Reasonably effective			To plan long term and be aware of the effect of large purchases on long term equity			Benchmark more - be more aware of long term planning


			Participant 9			I expected tips for planning /looking forward - My expectations were met			Main issures and strategie were identifly and discussed - the tools Ken used were good for achieving this			Decisions made today may hllp short term goals and affect longer term goals - both need to be considered			Write down and attribute costs to future plans to get the right perspective on those plans


			Participant 10						Learnt more of the different cost and constraints of different strategies			Able to make informed decisions			More farm planning for future








CoonooerBridge & Maryborough


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						Workshop			CoonooerBridge & Maryborough


						Date			Thursday 17th April 2008


						Facilatator			Ken Solly from Solly Business Services


						Attendance			9 participants - 1 left early afternoon - 1 coordinator Greg Smith - 2 Management, Lyndon K, AT


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through 2006.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			I didn't have any real expectations, I more hoped that it might fill a gap that I knew I had in regard to business planning - it has definitely given me a lead into that			I have short term plans for all sorts of things but don't review to see if they have worked as I should have						I will - plan the week's activities beforehand - sit down more regularly with my family to put a long term plan in action & review it - tackle a succession plan as the time is now - I enjoyed the presentation a very worthwhile day


			Participant 2			Come with the idea that it would be more indepth into certain agricultural productions over the last few years of drought.  But was surprised and got more out ot today than if it was on my perceived idea						That time can go by if you don't set a date!  Move 30 degree to get another perception			Develop a 5 - 10 year plan for finance in certain areas - look into a course through the training grant - be cautious of the OJD vaccine


			Participant 3			Yes it reminds me of all the things we should be doing in our farm business			Has opened up pandoras box of how we can improve our enterprise and maybe become more profitable in the future			I think it is the old saying if you fail to PLAN you Plan to fail - getting our planning in order could reap huge dividends			Hope to get Plan to Profit CD so we can see a bit better where the enterprise is heading


			Participant 4			Some idea where the farm might be heading - father and I have definitely got some things to now talk about									Thank you - Adam Sewell


			Participant 5			I didn't know what to expect.  My mind is open to anything to improve our enterprise						Planning is very important to see if you are progressing or sinking			Try and speak to hubby and point out what we may be able to do to improve ourselves


			Participant 6			I didn't have any great expectations from this workshop however knowing the speaker and BWBL group I was aware that there would be a large quantity of information relevant to our enterprise						This workshop has re-inforced the value of planning and putting it down in a physical form to refer to later and alter if necessary			We will set our goals and have them in a prominent position, so we can refer to them easily and regulary.  It has encouraged me to continue with my farm records to keep us well informed and up to date with our progress


			Participant 7			No real expectations - reinforcing a lot of what we knew but forget to practice - especially planning and the need to plan for succession						I have always felt planning was important but the pressure of squeezing a bit more out of the stone in drought times seems to take precedance.  The workshop reinforced that importance - particularly longer term			Be more confident in what I am doing - more as a support role to my partner and son - Must tackle the succession plan - has been on the must do list for too long - it always seems to hard


			Participant 8			Expectations were about planning - these were met			Planning is necessary particularly through tough times like drought but wer need specific tools for this eg computer software			Reinforced much business stuff - good to have more life planning as well			Probably buy the software


			Participant 9








Bairnsdale


						EVALUATION SHEETS FROM FRONT FOOT FARMING WORKSHOPS


						Workshop			Bairnsdale


						Date			Thursday 26th June 2008


						Facilatator			Ken Solly from Solly Business Services


						Attendance			8 participants - 1 coordinator Craig Bush


			QUESTION			What were your extectations from this workshop and comment on whether or not they were met?			Comment on the effectiveness of the workshop for reviewing the main issues and strategies for managing through the drought years.			What has the workshop taught you about the value of planning to manage for both short term and longer term outcomes?			What will you do differently as a result of attending this workshop?


			Participant 1			I had no expectations, but thought from the name it might be about planning			Thought it was effective with the group interaction			If you don't plan - you "stand still" and cannot reduce or make use of future outcomes			Try to document our plans and forward plan


			Participant 2			To gain an/some understanding of the importance of 'strategy" in farm business management.  Met to some degree but not entirely / seemed to get a bit side tracked at times particularly with computer program session			Didn't in my opinipn explore these issues much or solicit much useful info from participants.  Maybe we needed to have done some preparation to address these topics			Did a good job identifying the usefulness and importance of long term planning & the necessity of keeping the business "cash flow" good to enable longer term strategies to be achieved			Attend to the planning/strategic aspects of management - more "working on the business" time			Craig Bush


			Participant 3			To solve all my planning problems for the next 3 to 5 years.  Didn't achieve that result but did give me some good tools to assist			Much broader than drought management.  Make descisions on best available information			Can never do to much planning or documenting			Document my plans and check regularly


			Participant 4			Improve management skills to cope with vaiable nature of dryland farming.  Showed areas where skill levels were to  be upgraded			Covered most areas - not only drought			Demonstrated value of longer term planning and revelevance even when approaching retirement			Goal setting - improve leadership within business structure


			Participant 5			Establish plinning guide lines - yes			Gives some tools to help with planning - good, templates as examples & scenarios - good			needed to go forward - must have some plan to benchmark progress			Do some planning & cost of production/margin analysis in real time


			Participant 6			Wanted to address issues of long term planning - crystallise thoughts of retirement and enterprise selection - had planned to attend with my wife - that plan thwarted - didn't achieve all I hoped to but made progress - thought there would be more small group activity maybe numbers not enough			Didn't really concentrate on the drought message - more on lessons learnt.  Thought the day was a bit adhoc - lots of presenting & listening.  Expected more involvement from participants			Thought this aim was reasonably well demonstrated.  Thought the computer program looked useful.			Will talk to my wife about strategic planning.  Wer are already involved in succession planning and need to address more long-term goals


			Participant 7			To Identify areas that we need to work on in our business & tool to use to achieve this - the workshop met my expectations			The workshop assisted us in methods to use for evaluating our business, which we can use for forward planning in managing our business in different scenarios			It is very important to set goals, know where you are now & planning is essential to achieving short & long term outcomes			More goal setting, planning, measuring performance and outcomes


			Participant 8			To enhance our business skills of management in and out of the business and yes it was met very well with good quality info			Effective in helping to prepare for lean times ahead of time instead of thinking about it at the time of need			It is much easier and less financially painful to prepare ahead of an event than when it occurs			More planning, budgeting, cost analysis and benchmarking for all aspects of the business


			Participant 9
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Executive Summary

This report documents how BESTWOOL/BESTLAMB (BWBL) has impacted on its
group members between July 2005 and June 2006. The evaluation was conducted
by Roberts Evaluation using data from the group coordinators’ activity database and
follow up interviews with five coordinators.

The period reviewed through this evaluation was a new phase in the program. From
July 2005 onwards, producers paid fees to participate, and there was a reduction in
the number of groups and participating enterprises compared to previous years.

The evaluation found that for those groups who did stay involved in the program, the
majority of group coordinators reported an increase in members’ skills and
knowledge. They also believed that group members had made practice changes that
would have contributed towards the economic, social and environmental objectives of
the program.

Thirty-four groups were active throughout the year, and these were supported by
fifteen coordinators. The groups carried out over 170 different activities with the most
popular topics being:

1. pasture management and production
2. business planning and management
3. sheep feeding and nutrition

Coordinators indicated that their group members had gained skills and knowledge in
a range of areas, but primarily in nutrition, health and breeding (21 groups), cropping,
pastures and soils (12 groups) and marketing (8 groups). Some groups (five or less)
had also gained skills and knowledge in business management, succession and
future planning, and grazing systems. The low uptake of skills and knowledge in
business management (i.e. by five groups) may warrant further examination,
particularly as 26 groups held 48 sessions on this topic.

The data that was available for this evaluation showed that at least one member from
25 of the groups had changed a practice or behaviour as a direct result of
participation in the program (if data was collected directly from producers rather than
from the group coordinators, this may indicate that this impact had been more wide-
spread across groups and members).

The most common types of changes related to stock productivity and management
(such as changing the balance between meat and wool production and condition
scoring) and feeding and nutrition (such as basing feeding on condition scoring and
adjusting cropping mixes). These areas of practice change correlated, in general,
with the areas that skills and knowledge had been gained in. Other producers
changed the use of fertilisers, business management practices, pasture
management, marketing and selling, and management of sheep health.

Several groups reported increased membership, improved vitality and a clearer,
more business-oriented focus. Some groups are drawing in new, younger, male
producers and more involvement from female producers. The groups are providing
an important support network for the individuals involved, and some coordinators felt
that this benefit had flowed through to building a more cooperative community (e.g.





breaking down barriers between producers with stock that had Ovine Johne’s
Disease, and those free from the disease).

Despite one of the objectives of BWBL being to ‘foster environmental outcomes’, this
did not appear to be a particular focus of either the group members or coordinators
interviewed. However, environmental benefits were believed to have occurred
through improvements in pasture management, reduced fertiliser application, use of
deep rooted perennial pastures, and retention of stubble on members’ properties.
There may be value in comparing the expectations for environmental outcomes of
the funders, group members and coordinators.

There would also be value in reviewing the quality of data collected by group
coordinators on the impact of their groups’ activities, and exploring the possibility of
annually collecting feedback from a random selection of participating producers (if
this is not already being done) to complement and verify the data collected from
coordinators.

From the data available for this evaluation, it appears that progress is being made
towards the six objectives of the BWBL program.





1 Introduction

1.1 The BESTWOOL/BESTLAMB Program

BESTWOOL/BESTLAMB (BWBL) is a collaborative project between the Victorian
Department of Primary Industries (DPI), Australian Wool Innovation Pty Ltd, Meat
and Livestock Australia, the Grains Research and Development Corporation and the
Victorian Farmers Federation.

The program objectives’ are to:

1. Help create conditions for better productivity and profitability for members

2. Foster positive social and environmental outcomes

3. Increase sheep farmers’ self confidence and self reliance

4. Disseminate valuable information and share best practices in order to inspire
the pursuit of excellence amongst all sheep farmers

5. Contribute to the long term viability of wool growing and other livestock

practices
6. Respond positively to changing community attitudes as they relate to sheep
farming practices

Within the bounds of these project objectives, the producer members set the agenda
and focus for their group’s activities.

1.2 Objectives of this evaluation

The purpose of this evaluation was to compile an annual assessment of the activities
and impact of the BWBL groups for the period July 2005 to June 2006. Roberts
Evaluation was commissioned to work in partnership with DPIl to conduct the
evaluation.

1.3 Client and Primary Audiences

The audiences for this report include those involved in managing the BWBL program
within DPI, the funding organisations, and the group coordinators. Some group
members may also be interested in the evaluation outcomes.

' As stated in the draft Evaluation Plan prepared by DPI on the 28 November 2005.





2 Methodology

The methods used to collect data for this evaluation were determined by DPI and
were similar to those used to compile the previous annual report for 04/05.

Data used in this report were collected from two sources:

1. Activity reports submitted by group coordinators on the BWBL database
2. Follow up telephone interviews with six group coordinators to fill in some of
the gaps in the database.

This data provides an insight into the range and extent of impacts that have resulted
from BWBL. Because the methods relied on: 1) the group coordinators being aware
of the impacts of BWBL on their group members and 2) recording these changes on
the database and/or during follow up telephone interview, there will likely be gaps in
the data. Thus, this report provides an indication of the impact of the program, but
not a comprehensive coverage of all impacts.

Roberts Evaluation conducted the data analysis and wrote the report.

3 Results and Analysis

3.1 Resources

The program had a budget of $831,780 of which $445,700 (just over half) was spent
on groups and group maintenance. These funds came from AWI, DPI, GRDC, MLA
and AWTA.

Group members also contribute funding on a sliding scale depending on the length of
time that a group had been operating as below (Coutts & Purdon 2006):

Group Stage® Annual Fee ($ per enterprise)
Year 1 (first full year of activities) 100 + GST
Year 2 183 + GST
Year 3 266 + GST
Year 4 onwards 350 + GST

2 Group Stage = number of years that the group has been operating as a BESTWOOL group.





3.2 People Involvement

The program consists of a management team, an advisory committee, group
coordinators, groups of producers and associate members not in groups.

- The DPI management team included a project manager, an administrator,
an evaluation officer and three technical staff.

- An Advisory Committee of 13 members including five grower
representatives, one representative each from AWI, DPI,MLA, and VFF
and two co-opted members.

- There were 15 group coordinators employed, 11 of whom were private
contractors, and four were DPIl employees.

- 34 groups were in operation throughout the year involving 507 individuals
from 271 enterprises.

- 257 enterprises (involving 353 individuals) were associate members.

The majority of groups (30) have producer-based membership, and the remaining
four groups draw their membership from educational institutes (this includes
Melbourne University, Melbourne Institute of TAFE, Latrobe University and a
Veterinarian group from Melbourne University.

3.3 Activities

There have been approximately 170 activities (which could include field walks,
workshops, speakers etc) held over the 12-month period from July 05 to June 06.
This works out to an approximate average of five activities per group.

At each group activity, any number of sessions could be held on various topics. The
number of sessions held under various topics® is shown in Figure 1.

The five most common sessions were on the topics of:

pasture management and production (50 sessions)
business planning and management (48 sessions)
sheep feeding and nutrition (41 sessions)

sheep health and welfare (26 sessions)

grazing systems (20 sessions)

arwN -~

Also shown in Figure 1 is the number of groups that covered particular topics. This
information further confirms that pasture, business management and nutrition were
the three most popular topics across groups. For example:

e 22 groups ran sessions on pasture management and production (an
average of 2.3 sessions/group)

® The activity types were taken from the database used by the group coordinators. Where an
activity type had not been selected by the group coordinator, the evaluator chose an activity
type/s based on the coordinators description of the activities. In doing this it became clear
that a common activity centered on group maintenance and planning (e.g. setting a 12 month
agenda, reviewing membership etc). Thus an additional category was added which was titled
‘Group maintenance/planning’.





e 26 groups ran sessions on business planning and management (an
average of 1.8 sessions/group)

e 21 groups ran sessions on sheep feeding and nutrition (an average of
2.0 sessions/groups).

The general trend shown in Figure 1 is that the more groups that are interested in a
topic, then more sessions are run.

Group Activities 05 - 06

Pasture Management/Production
Business Planning & Management
Sheep Feeding/Nutrition

Sheep Health & Welfare

Grazing Systems

Group maintenance/planning
Fertilisers/soil mgt

Production Trials

Marketing

Other B # groups
Genetics & Breeding @ # sessions

Pest Plants & Diseases

Types of Activities

Benchmarking & Analysis

Natural Resources & Environment
Community Leadership
Chemicals

Wool Processing

Succession Planning
Harvesting/Handling

Quality assurance

0 10 20 30 40 50
Number of Groups / Number of Sessions

Figure 1 Group Activities 05/06
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3.4 Change in skills and knowledge

Group coordinators reported on the types of skills and knowledge that the BWBL
group members had gained over the past 12 months. The three most common areas
that skills and knowledge were gained included:

1. sheep nutrition, health and breeding (21 groups)
2. cropping, pastures and soils (12 groups)
3. marketing (8 groups).

Five groups gained skills in business management, two in succession and future
planning and two in grazing systems. Six groups gained other skills. These results
are shown in Figure 2.

It is interesting to note that this distribution of skills and knowledge did not correlate
with the number of sessions that were held on various topics (i.e. the three most
commonly covered topics were:

1. pasture management and production
2. business planning and management
3. sheep feeding and nutrition

In particularly, while 26 groups held 48 sessions on business planning and
management, only five groups indicated that their members had gained skills in this
area. This perhaps indicates that these sessions may not have been designed in a
way to create a change in the members’ skills or knowledge. This may warrant
further examination.

Skills and knowledge gained by group members
2 25 o1
s 20
o
2 15 12
2 8
é 10 1 . 5
5 9 2 2
= 0 | | | | . | 7 |
Nutrition, Cropping, Marketing Business  Succession &  Grazing Other
health & pastures & management future systems
breeding soils planning
Types of skills and knowledge

Figure 2 Skills and knowledge gained by group members

11





Examples of the types of skills gained in each of these areas are included below:

Nutrition, health and breeding (21 groups)

Improved skills in monitoring the condition of ewes (condition scoring), and being aware of
implications for their management systems (such as adjusting feeding programs to suit).
Understanding of the influences that 'time of joining' and 'ewe condition' at time on joining
has on conception rates.

Gained skills in estimating lamb dressing percentages given different breeds, time off feed,
seasonal conditions, lamb sex, age and different genetics.

Understanding of feedlot management and how to set one up. Learnt more about coprice and
how the pellet is put together.

Learnt what dual purpose cereals are available for use in this area.

An update on sheep and ewe nutrition and the latest information on lamb feed lotting.

Learnt about the economics of crop choices.

Appreciation for range in ewe condition within a mob and throughout the year. The
importance of ewe condition score on enterprise productivity both in terms of wool growth
and quality, lamb conception rate, lamb survival and general animal health.

Alternatives to managing parasites on farm without complete reliance on chemicals.

Now know the mineral status of their sheep.

Understanding the importance of carbon.

Group discussion and brain storm on current and potential IPM-s strategies being used on-
farm. Exposure to some of the suggestions by 'experts' on ways that we can manage worms
and flies into the future. Knowledge of the current resistance issues with worm drenches in
south-west Victoria and ways that we maybe able to prolong the use of these drenches
through: smart grazing principles, drench testing, worm testing and use of consultants to
determine drench rotation.

Identification of Ovine Johne’s Disease (OJD) and how to safely vaccinate sheep with the
OJD vaccine.

Learnt about the development of a worm management plan including the safe use of an old
drench chemical.

Learnt about the importance of hygiene at mulesing and in general farm practices.
Understanding of the benefits and usage of nitrogen.

Cost/benefits of molasses/urea mixes.

Importance of and how to calculate Cost of Production.

Members improved skills in the area of interpreting data on sire evaluation i.e. how to
understand estimated breeding values.

Many producers have acquired knowledge into the Gudair vaccine as prevention of OJD, as
well as been made aware of the new safer vaccinator. They have learnt management strategies
for uninfected flock and infected flocks. Also have learnt how ABC scheme operates and how
to recognize OJD in post mortem.

Cropping, pastures and soils (12 groups)

Pasture Assessment and Feed Budgeting

Looking at pastures and setting condition score targets. They have good information on
pasture requirements for different targets.

Quality of pasture, cover content and what needs to managed.

Pasture species selection to suit environment and production needs.

Establishment and management of summer crops.

They now appreciate the need to undertake planning for pasture and weed control well in
advance of the pasture being sown.

Better understanding of the different types of ryegrasses available on the market (diploid v
tetraploid, endophytes, Spanish v English derived). An appreciation for the large variation in
productivity between different varieties and differences in growth patterns throughout the
year.

Gained a greater understanding of soil structure.

An interest in improving the soil and managing stubble.

They gained an improved knowledge of what affect crop selection would have on their
cropping business returns.
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Better ability to select Lucerne varieties for specific purposes.

Marketmg (8 groups)

Learnt about current MLA marketing activities and objectives in 05/06. Growth in the
domestic demand for red meats, particularly lamb.

Some of the advantages and disadvantages of different stock marketing alternatives.

Aware of the need to closely watch sheep to better met market specifications.

Knowledge of wool flow post the farm gate. The role of AWTA in setting the benchmark for
quality control of Australian Wool supplied to market. The role of Elders, Landmark, AWH
and AWEX in the transfer in ownership from producers to wool buyers. A wool buyer's
perspective of how they buy wool and determine how much they are willing to pay for wool.
Develop an improved understanding of international and domestic demand for meat.
Knowledge of how wool changes over time and when the best time to sell it may be. The
woolcheque programs gives them the opportunity to get onto the Awex database and see what
their wool sold for, what other lots sold for, premiums and discounts based on the type of
wool and what may be the best time to sell their type of wool on the market.

Insight into what affects sheep meat eating quality and what they can do as a farmer to provide
better lamb to the processor.

Gained information on customer supplier relationships and the importance of both in your
business. Gained insight into branding products and some tips on what to do with a very
small marketing budget.

Business management (5 groups)

More group members are thinking about the whole business rather than particular issues.

All farmers have a good idea of what is required with regards to sheep NLIS for 2006.

Gained knowledge of OHS expectations.

They learnt how to avoid the pitfalls of Farm Management Deposits.

They learnt the latest tax management options for their business.

Increase in awareness and understanding of different off farm investment options and
investment concepts.

The students in the group have picked up some life skills from leading business people who
have presented to them from both agricultural and non-agricultural businesses. They have
learnt that their skills are also relevant to businesses outside of agriculture.

Succession and future planning (2 groups)

The group shared their experiences and knowledge on retirement and superannuation. One
person has since rung another member to follow up on what they've said.

Increase knowledge of likely problems that exist with current day wills. Understanding of the
importance of using legal professionals to plan succession properly.

Grazing systems (2 groups)

How to manage a grazing system/stocking rates to suit environment and sheep genetics.

Other (6 groups)

Benefits of trees.

Skills in appropriate controls in weed and insect management.

Improved knowledge of what is required for the training and management of a working sheep
dog. They learnt what the basic needs of training pups are and how to progress its learning for
it to become part of the farm workforce.

Learnt about making compost teas. We will use the EBMP process and is already being
looked at as part of a possible tree planting program. The group intends to review it in 1 year’s
time.

The group is becoming more skilled at identifying how a speaker might be able to solve their
problems in relation to their stated goals. Evaluation of decision tools part of the greater aim
to increase pasture productivity in the "high" country.

They are now more scientific in their approach.
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3.5 Impact on practices and behaviour

The group coordinators indicated that at least one member from 25 of the groups had
implemented a changed practice or behaviour as a direct result of involvement in a
BWBL group.

The two most common types of changes related to:

1. stock productivity and management (14 groups)
2. feeding and nutrition (13 groups).

These two areas of change correlated with the most common area that producers
had gained skills and knowledge: i.e. sheep nutrition, health and breeding.

Other types of changes related to use of fertilisers (5 groups), business management
(5 groups), pasture management (4 groups), marketing and selling (3 groups),
practices affecting sheep health (3 groups) and other changes (3 groups). These
results are shown in Figure 3.

Practice change by groups
" 16
g. 14
o 12 4
o 10 -
S 8-
i:
: 2 L E =
2 2 BN | I8 8] [s]
stock feeding & fertilisers business pasture marketing & sheep health other
productivity &  nutrition management management selling
management
Types of practice change

Figure 3 Practice change by groups

Stock productivity and management (14 groups)

e Participants have agreed to take part in the Lifetime Wool Demonstration Phase which will
require them to make significant changes to their methods of ewe management.

¢ One member decided to change their ram source to something that made more sense to them.

®  One producer is now lambing two weeks later and is even more focused on wool production.

e Using self replacing prime lamb flock rather than buying in Ist cross ewes annually- this
changed as a result of benchmarking data presented.

e A few people indicated that they would try using the ram effect to shorten up joining.

e Some adoption of changes to grazing system, rotational, grazing to pasture condition rather
than set stocking rates, particularly with Lucerne grazing.

¢  One business is putting more emphasis on prime lambs in the future rather than wools. The
discussion through the group was to fine tune their genetics they used in the fine wool
production.

e A commitment of seven of the nine participants to scan ewes this year.
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Changed stocking rate. Changed from purchasing cross bred ewes to merinos for prime lamb
production. Scanning ewes. Rejoining ewes scanned dry.

Adjustment of stocking rates to suit environment and genetics.

Selling of selected classes of stock.

All group members [are now] in the habit of assessing ewe condition score when ewes are in
the yards. Members are much more confident in assigning a specific condition score to
individual sheep and coming up with an average for the mob. Producers starting to set ewe
condition score targets for ewes in mid pregnancy as they approach lambing.

Many have already implemented new spp, and have opened their mind to alternative
management systems. Questions are now being asked on grazing management.

Some are starting to measure production.

One member has put emphasis on meet rather than wool. They've had an influence on the
other group members.

Students erected a fence to split-up a paddock to conduct a 'paired paddock' trial in 2006.
Students eager to see whether a high input grazing system can be justified economically with a
self-replacing merino ewe flock.

Feeding and nutrition (13 groups)

Tested the mineral levels of the blood of their sheep. They found out that there was no need
to add expensive minerals. This resulted in a cost saving for the future.

Some were going to trial growing and feeding silage.

They have changed their cropping mix according to the options available with the seasonal
conditions on offer.

Developed a more accurate method of determining feed requirements for ewes.

More informed feeding/nutrition based around condition scoring and pasture targets.

Some members have changed Barley varieties as a result and are looking to rely more heavily
on winter cereal production to improve livestock condition over winter.

Some members have experimented with finishing lambs on feeders this year.

From the Lucerne field trip we are looking at varieties that fit our country best.

They are more prepared to feed grain to prime lambs than they used to. They have had
spectacular responses to feeding and there has been some economic gain as a result.

Use of fertilisers (5 groups)

Many have already implemented new fertiliser practices.

One or two are switching from conventional fertiliser to organic fertiliser.

Will retain compost in the soil.

One person has changed their fertiliser program. They changed from using conventional
fertilisers to using biological or organic fertiliser. They weren't happy with the results from
conventional fertilisers.

Fertiliser practices have changed. One of the producers adjusted the application of lime where
he was establishing pasture last year where it was recommended under a soil testing. He was
better able to interpret his soil tests through the training he did with BWBL.

Business management (5 groups)

One member has begun to benchmark their business this year as a result. There is interest
among other members as well.

We held a meeting about farm insurance following local bushfires. There will be significant
changes in how carefully they check what they are insuring, and checking what insurance
companies offer.

As a result of the tax workshop we are setting up a super fund using Farm Monitored Data
(FMD's).

We have learnt how to use Farm Monitored Data (FMD's) for taxation benefit.

They have learnt how to assess whether it is worthwhile making a change, and how they will
know if it has been successful or not.
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Pasture management (4 groups)

Looking at winter growth rates from pastures, trying to measure pasture growth over winter.
Everyone has chosen a paddock that they have measured over the last few months. Quite a
few have sown new pastures this year, after being exposed to differences between the
varieties.

Some participants convinced that some varieties, particularly Spanish derived genotypes such
as Banquet ryegrass is a better option in their production systems as it will help them to
overcome the winter feed gap. Increased renovation of pastures in 2006 by members.

Many have already implemented new species of pastures.

At least one of the members engaged the consultant who delivered the training for assessing
pasture on his own property. One other member has improved his negotiation skills with his
seed supplier as a result of the training that we undertook last year, become more assertive as
a result of his improved knowledge of pasture types. One producer identified practice change
he wanted to make in preparation of pasture sowing earlier.

Some are setting targets and looking at pastures and trying to meet the targets, through
supplementary feeding if they have to.

Members are intending to commence paddock monitoring.

Marketing and selling (3 groups)

Selling of selected classes of stock.

I think the lamb assessor will get more business, the group is considering marketing their lamb
more. There will be more people involved in marketing their lambs rather than selling direct
to the sale yards. This is because they now have a better understanding of the options.

The group is thinking about alliances with suppliers and customers.

Development of a beef producer group being preferred suppliers of feeder steers to a particular
feed lot.

Practices affecting sheep health (3 groups)

Changed the way they use drenches and they are developing integrated worm management
plans.

They have changed how they vaccinate their sheep for OJD.

They have reviewed their parasite management.

We learnt that it was a waste of time and money vaccinating older ewes. I am now only
vaccinating young ewes. We picked up about drenching and leaving some un-drenched sheep
in the mob to help reduce resistant worms.

Since the OJD workshop we have started vaccinating our flock.

The OJD workshop was useful to develop a plan to trade out of our situation.

David Redell/Vet worm workshop was excellent. We now monitor and have a drench
program.

Many infected and uninfected producers are now vaccinating lambs and looking at
management changes.

Other changes (3 groups)

They will use their new knowledge on weather forecasting to understand or make a change.
Carcase comp is being made better based upon the experiences of the previous year.

Based on a small trial last year, six producers were willing to take part in the farm trial and
others are watching on with great interest.

Development of an alliance between this group and a group of weaner calf breeders in
southern NSW. Highest uptake of use of cattle price risk management tools either futures or
swaps in any locality in Australia.

The term ‘impact’ is typically associated with change. However this is not necessarily
the case that impact constitutes a change. Two coordinators gave examples of how
BWBL had had an impact by helping producers make a more informed decision to
not change a practice. One of these examples is described below.
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The group went to a feed lotting lambs place. This helped them sort out if they wanted to do it or
not. This improved their understanding of sheep nutrition. No body has done it, and that's good,
because it’s harder than they think. Not making a change was important.

3.6 Changes in social conditions

Group coordinators identified various social impacts that have resulted from BWBL
groups. These were classified into three broad areas:

1. For individual group members - e.g. on wellbeing, developing support
networks.

2. Within the group - e.g. building trust between members, new
membership, more women and younger producers attending.

3. Wider community — e.g. impacts on relationships in the wider
community.

Examples given for each of these categories are included below.
1. Individual group members (5 responses)

2

. W

This is an extremely important social support group for these people. With yet another below
average rainfall year looming and thus further financial pressure experienced by growers our
presence is seen as a positive in an otherwise worrying outlook.

They are a bit isolated so the social side keeps them together.

Meeting other farmers socially to discuss farming problems is of a great benefit.

A lot of them turn up because of the social side of it. Mateship and teamwork.

Last meeting was combined between four groups. This was an advantage for the students to
meet students from other campuses and to learn about other study options.

ithin the group (13 responses)

Group members learnt the true value in having input into each other’s challenges.

There is a degree of trust developing between members of this group.

The group has bonded and is becoming very focused.

There have been more young farmers coming to the meetings.

There appears to be a greater degree of openness in discussions.

The group is now very keen to get to meetings.

The group has expanded a lot through word of mouth. Last year only four members, this year
12 and a lot of them are young people (at least half the group are producers in their 20's).
Most of the members are from large properties, and have farm managers and so they have
more time to get involved. Managers and overseers come in some cases.

Some more women are coming to meetings now that meetings are held in the day time rather
than at night.

More farmers’ sons are attending the meetings.

There has been an improvement and a renewed focus for the group. They have developed
rules for operation, clarified their purpose, and now have a business focus.

Lot of social interaction, have more mid-day BBQ's than night meetings. The group has
become a social entity.

A couple of people have come back to the group. It has grown in the last 12 months.

3. Wider community (2 responses)

The social impacts are massive. The group has built cooperation in the district. They ring
each other up.

Producers in the area generally seem to be more open about the OJD, reducing the barrier that
existed between infected growers and uninfected growers.
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Several coordinators expressed concern about their groups:
e  This group might die because it is so small.
e  We have lost a lot of contact with members who weren't prepared to pay a membership value.
This has meant that the social value has diminished.

One social impact of the groups that was generally not discussed was the effect on
relationships between the funders (including DPI) and the producers. One
coordinator did comment “the group is the only avenue for extension that exists in the
district”. It can be inferred that given the positive reaction many of the producers
have towards the groups, and their continued involvement, that this would be having
a positive impact on their perception of the funding bodies of the program.

3.7 Changes in environmental condition

Many of the group coordinators did not believe that the groups’ activities, and
changes to members management practices would have resulted in an impact on the
environmental condition of their properties. Several coordinators commented that
having an environmental impact was not a focus for the group and that this was
either already being addressed by the members individually, or simply was not
relevant for their group.

However, given the dominant focus by the groups on better monitoring and managing
pastures (e.g. for forecasted seasonal conditions), this could be expected to flow
through to an improvement in pasture condition and cover, and reduced impact on
soil structure (i.e. reduced erosion). Similarly, an improved understanding of
fertilisers, more accurately matching this to stock condition, and the move by some
members to organic fertilisers would also have a positive environmental impact.

Comments made by some coordinators about the positive environmental impacts are
included below:

e The fact that many of them use feed lotting to feed some of their sheep and de-stock their at
risk paddocks is evidence of their environmental management.

® They are preserving the soils better. They are ploughing in stubble rather than burning, and
keeping more organic matter.

e Showing more interest in grazing management, pastures and pasture utilisation. They have a
more holistic, whole of farm view. This has impacted on the bottom line.

e All members would have a pasture renovation program, tree planting program and fertiliser
program.

e The group hasn't had a focus on environmental issues. But there would have been indirect
benefits through their improved pasture management.

e There has been an interest on deep rooted perennials, this will have environmental benefits.
also better water usage, more efficient. The producers have had some exposure to this, they
learnt to do this better.

There may be value in comparing the expectations for environmental outcomes of
the funders, group members and coordinators.
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3.8 Progress towards objectives

As discussed in the introduction, the objectives for the BWBL program are to:

Help create conditions for better productivity and profitability for members
Foster positive social and environmental outcomes

Increase sheep farmers’ self confidence and self reliance

Disseminate valuable information and share best practices in order to inspire
the pursuit of excellence amongst all sheep farmers

Contribute to the long term viability of wool growing and other livestock
practices

6. Respond positively to changing community attitudes as they relate to sheep
farming practices

Ao~

o

There is evidence discussed within this report that progress is being made towards
all six of these objectives as a result of the support provided to, and activities initiated
by the BWBL groups.

What is perhaps not so clear is the extent of this progress, and also how
representative the examples given of learning of skills and knowledge, and practice
change are for all group members.

To gain a clearer idea of the progress towards objectives for future annual reports, it
may be worthwhile reviewing the quality of data collected by group coordinators on
the impact of their groups’ activities, and exploring the possibility of annually
collecting feedback from a random selection of participating producers (if this is not
already being done) to complement and verify the data collected from coordinators.

19





4 References

Coultts, J & Purdon, L 2006, Review of BESTWOOL/BESTLAMB - following program
changes, Department of Primary Industries (still in draft format).

20






BESTWOOL
BESTLAMB

BESTWOOL/BESTLAMB

Annual Report 06/07

Prepared by Annette Taylor from the Activity Database
completed by BWBL Coordinators





Summary of Findings

Overall

At the end of the financial year 06/07 there was 34 groups across the state with
695 producers listed on the database - 393 were paid members of groups whilst 302
were associate members. These groups were managed by 16 coordinators that were
either private consultants, representatives from Institutions or Department of
Primary Industry staff.

Activities conducted by the groups are a reflection of the Groups Plans submitted by
the coordinators. The groups have shown how they have the ability to change
direction when the season changes for the worst. Drought meetings were a major
activity in the latter part of 06 and early 07. Members are willing to share
experiences and support one another during this particularly dry time. They have
sourced information and funding for stock containment areas to preserve pastures
and fo recover better when the break came.

There have been a range of activities covered with good attendances at most
meetings. Activities covered include business management, pastures, marketing and
drought related issues.

Two Coordinators conferences were held one in Werribee and the other at Trawool
where Group Contacts were also invited to attend.

The Coordinators had the opportunity to be involved in a training session before the
May Coordinators conference when Geoff Duddy from NSW Agriculture took 17
participants through the "Sheep Feedlot Calculator” program.

During 06/07 seven new groups were formed

Group Formed Coordinator
Ovens Valley July 06 Tim Ekberg
Pyramid Hill January 07 Sam Ellis
Glenelg January 07 Tim Leeming
Euroa Grazing Inc March 07 Tim Ekberg
Wooragee March 07 Cheryl Graham
Dohne Prime and Fine May 07 Jason Southwell
Creighton Creek June 07 Jim Shovelton






Five new coordinators signed contracts with Department of Primary Industries to
coordinate BWBL groups - Ken Solly took over Meat for Profit - Ian Campbell took
over Barwon Prime Lamb - as well as Tim Leeming, Cheryl Graham and Jason Southwell

as note above.

Other activities conducted over the year for BWBL members and coordinators

included
Regional Forums Speakers Phone Seminars Attendance
Profitability of dual- Lisa Warn MacKinnon 50
purpose Merino enterprise | Project
- Maryborough
Soil Fit for Purpose in Mark Imhof, Dr Pauline 51
Euroa and Hamilton Mele, Richard MacEwan
and Doug Crawford
Dry Times Workshops in | San Jolly, Lauchlan 201
Hamilton, Skipton, Campbell and Centre-link
Bendigo, Benalla and Sale | representatives
Pasture Cropping - Colin Seis 22
Benalla
Stuart Warner and Liz Feeding ewes through dry 73
Parker winter
Paul Parker - NSW Feeding Canola Hay & Silage | 94
agronomist to Livestock
Carl Fraser from Rural Exceptional Circumstances 50
Financial Counsellor
Services & Karen Fedke
from Swan Hill Centrelink
David Sackett, John Ryan | Stock Containment Areas 58
Animal Health Officer,
local farmer Simon
Cameron, Mark Johnson -
SCA funding
Colin Peace from the Fodder Sources for 31

Australian Fodder
Association, Frank
Mickam, DPT agronomist

livestock

The Stockplan Computer program was conducted at 5 sites across the state at
Bendigo - Hamilton - Skipton - Euroa - Maryborough and Bairnsdale where 115 BWBL
members took advantage of learning the program from DPI staff.

The information for this annual report was gathered from the activity database and

yearly group plans.






Level 1: Resources

The program had a budget of $797,194.81 including carry forward funding from the
previous year. $236,076 was spent on groups and group maintenance. These funds
came from AWI, DPI, and MLA. The program consisted of a Project Manager, an
Administrator, an Advisory Committee of 12 members and 16 Coordinators who

managed 34 groups.

Level 2: Activities

There have been 163 activities over the 12-month period from July 06 to June 07.

Activities included:

Business Management - 19 sessions including

e Review of businesses

e Managed investment schemes

e Designing profitable production
systems

e Customer relationships

e Looking at other business to see how
they operate

Pastures - 15 sessions including

e Summer fodder crops to finish lambs

e Evergraze

e For prime lambs and growing the
business

e Establishing and maintaining

e Lucerne both dryland and irrigated

Benchmarking - 8 sessions including

o CoP
o Discussion of benchmarking results

Planning Meetings - 16 sessions
e Review of achievements

Personal Health - 3 sessions including
e Sustainable Farm Families

Drought - 39 sessions including

e Centrelink and rural financial
counsellor

e Bounce back from drought

e Stock Containment Areas

e Seasonal conditions

Superannuation

Want/expect from a bank manager
How profits are used

Lisa Warn's paper

Analysis of the profitability of sheep
wool and meat enterprises

Farm insurance

Salt bush study

Sowing

Winter feed

Native

Autumn pastures

Field trip to Wrightsons - varieties

Make use of benchmarking results
Reflection on 20 years figures

Opportunities

Farm situation and future actions
Feeder design

Straw and urea

Income support





e Feed budgeting

e Management of the ongoing drought
e (Grazing management

e Pastures

Fertilisers - 4 sessions including
e Perennial ryegrass fertiliser requirements
e For the coming season
e Examine nitrogen trials

Lamb Businesses - 3 sessions including
e Commercial store lambs
e Feedlotting lambs
e Sheep feeder design

Animal Health - 5 sessions including

e Worm control
e Sheep autopsy
e Animals in drought

Biological Farming - 4 sessions including

e Compost teas

e Review of biological organic farming
Carcass Competition - 4 sessions
OHS - 2 sessions including

e Farm safety walk

e Woolshed and sheep yard design

New Technology - 4 sessions including

Stress relief with music and comedian
Silage
Perennial pastures for persistence

Lifetime wool
Lamb survival
o IPM

e Use of electronic tags and software to make management decisions

e Remote technology

Crops - 4 sessions including

e Establishment, varieties and prices
e Grain & Graze

Carbon - 2 sessions including
e Soil, forest, sinks, trading, credits

6razing - 3 sessions including

e Management
o Cell

e Spray application
e Value of stubbles

e Rotational





PIRD's - 3 sessions

Marketing - 13 sessions including

e Lamb and sheep meats

e Price risk management - wool
e Selling off the hook

e Meeting weight targets

e Feeding to meet targets

e Asagroup

Genetics - 4 sessions including

e Capturing the potential within a flock
e Ram health & genetics

Soil Health - 2 sessions including
e Natural management
e Soil health trial

Pests - 2 sessions including
e Earth mites
e Weed management

Nutrition - 3 sessions including
e Feed mixes
e Feeding trials

Environment - 5 sessions including

e Water
e Trees for shelter
e Climate risk management

e Wool broking and auction

e Merino company supply chain systems

e State of wool market and options to
lock in a price

e Outside the normal boundaries

e Developing group marketing plan

e Sheep and ram selection
e Ram selection using ABV's and visual
selection

e Weather forecasting
e Trends - stocking rate vs rainfall

Members have been involved in 25 field days, 16 farm walks, 14 workshops, 41

presentations and 67 group discussions.

Workshops included

e Ram Selection using ABV's and visual
selection

¢ Management of perennial pastures for
persistence

e Developing group marketing Plan

e Remote technology

The use of electronic tags and software
to make management decisions

Managing spray application

Lamb CoP

Sustainable Farm Families Preventative
Health and Research Project
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Sheep genetics, ram selection

Field days included

Summer fodder crop and fertiliser tour.
Group inspected 6 different pastures on
3 members properties and 1 non-members
property

Tour to Western Districts. Tour of
Evergraze site at Hamilton DPI. Visit to
John Keiller's maternal sheep stud and
commercial store lamb business. Visit o
a pasture based lamb finishing operation
at Woolsthorpe that finishes in excess
of 30,000 lambs per year.

Review of Coprice Feedlot bus four
Sheep containment areas

Biological Farming Trials Field Day

Field trip fo Camperdown Compost
Company

Designing profitable production systems

Benchmarking

Cell grazing. Beef cattle production
including genetics

Lamb markets and supply chain
Visited Grain and Graze property at
Manangatang. Looked at how sheep
fitted in with the cropping enterprise
Woolshed and sheep yard design
PROW Field day on grazing trials
Field day native grasses

Operation of droughtlots

Bus tour to sites in SA. - Turretfield
Research Station - J Rohde Tarlee -
Johnsons Feedmill Kapunda - Staude
Bordertown

The day was a tour of WISS
woolbroking, the Auction and AWTA

Several groups are involved in projects such as Grain & Graze and Lifetime Wool,

others are running pasture, wether production, fertiliser and biodiversity trials. Two

groups have applied for and received PIRD funds.

Level 3: People Involvement
e There were 393 members in 34 groups with 16 coordinators.

e Associates members numbered 302

e An Advisory Committee of 13 members including 6 grower representatives, one

representative each from AWI, DPT and MLA and 1 coopted members.
e The management team included a project manager and an administrator.
e 324 members and associates attended 9 Regional Forums
e 306 members and associates registered to be involved in 5 Phone Seminars
e 115 members and associates were involved in the Stockplan computer program

training

Level 4: Reactions
e Social interaction & exchange of ideas most important aspect

e Value access to good information & speakers

Level 5: Changes in KASA
There has been an increase in skills and knowledge in the areas of pasture

management, marketing and quality assurance, sheep health, nutrition and breeding,
soils and fertilisers, grazing systems, business management and drought strategies.





Considerable skills gained in calculating enterprise cost of production. Members
learnt the importance of CoP so that you can work out the margins (profit) in each
business you run, eg. Lamb and wool.

Participants were also introduced to the wool CoP calculator developed by AWL.
Analysis of business performance, both looking back, and projecting forward.
Greater commitment to using benchmarking results to fine tune the performance
of the business.

Understanding of MIS. Rules blue gums are managed by compared with other
‘'schemes’.

Identification of individual performance against a wide range of indicators.

An appreciation of the different capabilities of single and double entry accounting
packages.

Participants received a free health assessment and gained an awareness of the
illnesses and risks confronting farm families particularly those relating to ageing
and accident.

Good knowledge about the potential role of summer fodder crops to finish prime
lambs. Including amount of feed produced likely stocking rates and expected
animal performance.

The activity provided much knowledge in specialist lamb production systems that
are gaining momentum in the industry, due to the considerable benefits in
production efficiency that they offer.

Knowledge concerning the benefits in monitoring FEC's prior to drenching. The
advantages of drench testing and strategically thinking about which drench groups
to use on which stock at different times of the year.

Have had to learn about drought feeding and strategic planning.

Gave farmers an overview of possible sheep health issues that may be current
considering the season.

Most farmers were able to condition score sheep.

Showed farmers how to conduct a sheep autopsy & discussed what organs look like
in good & diseased condition.

More farmers have learnt about red meat yields and how this differs from whole
carcase weight

The benefits direct drilling & keeping stubble.

How to use benchmarking results to improve the management of a business.

Value of planning. This was a significant activity in relation to management of the
drought.

How to grow more grass using rotational grazing

Identification of lucerne flea

Skills in use of the Sheep CRC's ‘Lamb feedlot calculator' to assist in feedlotting
decision making.

Many producers in the group either purchased or baled canola hay. Much of the
information available at the fime was gained through the BWBL network such as

the statewide phone seminars.
;





Most members have gained skills in formulating a ration that will maintain adult
ewes with the use of Lifetimewool feed budget calculators.

Producers considering hedging a portion of clip despite likelihood of further
shortening of wool supply due to drought.

Most recent knowledge concerning the impacts of grazing on winter cereal grain
yields.

Informed about Calcium deficiency and how to overcome by having lime available
the paddock.

Learnt about Feedtests dry matter and green fed.

Importance of introducing grain over 2-3 week period.

Feedlotting important when increasing condition in lambs to ensure good feed and
limit exercise to promote growth.

Vaccinate ewes 6 to 8 weeks before lambing and change the needle.
Understanding of soil structure and profile.

The use of low-tillage, retaining stubble and minimum amount of chemical input to
increase soil moisture and soil biology.

Knowledge about selling sheep of f the hook and how to meet target weights.
Knowledge on the benefits of sprouted grain for livestock.

Spray techniques and processes to achieve the best outcome.

Sheep nutritional requirements in the paddock during the dry period.

Efficient use of Nitrogen Fertiliser.

The types of summer fodder crops, there growth curve and suitability for soil
types and stock types.

Participants are reflecting on the previous management during the drought and
what it has cost them in purchases of feed and water for their stock. They are
concerned about the business sustainability of this management.

Ease of finishing merino wether lambs on grain.

Stock containment area design, water quality salinity and trough design.

The need to protect trees from sheep damage.

The gained knowledge and understanding of what happens once wool leaves the
farm gate. The logistics of a broking warehouse on receivables, sampling and
export grouping were shown and explained.

How to assess pastures.

How to assess the value of alternative pastures.

How to put down fertiliser test strips.

Better understanding of ruminant nutrition.

Opportunities and options for marketing prime lambs.

Knowledge of water piping.

Salt bush strategies.

Grazing strategies.

Knowledge of rural finance support.

Knowledge of how to set up a containment area and access funding.

How to design a shed and yards





This activity did not add skills or knowledge that can be currently applied to
farming systems. It did however broaden people’s minds to possible uses of
technology to improve their farming systems.

The importance of Carbon to create a healthy soil with good water holding
capacity.

How water flows in natural undisturbed landscapes.

The participants gained information on the potential of native pastures in their
grazing system and what are the driving forces to be able to gain significant
production gains from these grasses if managed correctly.

Understanding what ‘modelling’ can be used for in making better decisions.
Understanding of how GrassGro works, including the outputs.

Better understanding of NVD requirements for sheep movements off property

Level 6: Changes in Practice
Practice changes noted impacted on stock productivity, pasture management, wool and
lamb marketing methods and business management practices.

More planning. Marketing options for lambs. Better allocation of priorities in
tactics for the production system.
Participants indicated a determination to include family health in their overall
management plan in the future.
Numerous drought related changes out of necessity.
The majority of participants weighed sheep to ensure they met market
specifications & continue to track weights of lambs over time.
6 farmers submitted a plan to establish a stock containment area in 2007.
Things people have tried on farm include - stock containment area - funding for
weed management - enter carcase competition - drift lambing - trialing self
feeders - feeding grain in paddocks - providing licks to lambs.
Set up management strategies for the dry seasonal conditions.
Decision made by one producer to feedlot lambs following consideration that
available winter pasture should be prioritised to breeding ewes in late pregnancy.
His thoughts were expressed fo the rest of the group and lamb feedlotting was
trialed on his property for the first time.
Most producers implemented early weaning with the onset of severe drought. For
most producers this was implemented due to exposure of Lifetimewool principles
and the importance of maximising ewe condition prior to next years joining.
Changing the way that crops were grazed and would allow greater access for stock
to graze crops than in previous years.
More urea / more containment areas and improved feeding systems.
The group seems to have planned their feeding and de-stocking strategy for this
drought reasonably well. De-stocking plans are underway.
Several members will restrict sheep to stock containment areas during the
drought to prevent soil wind erosion.
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More farmers are getting FECs to assess the need for drenching.

One person borrowed scales after the last meeting to weigh lambs that will sell in
the next 2 months. Knowing what you have got to sell.

A % of the group will look to using feed tests as a method of evaluating different
fodder and grain supplies.

Feed testing, pregnancy testing, containment area usage.

They had adopted the following practice changes from being part of the group -
Shorter joining period - Pregnancy testing - Ram health - AI to narrow lambing
times - Mixing own feed due to the high cost of feed plus the mixing cost - Stock
containment areas - Feeding lamb supplementary feed - -Selling lambs via contract
- Not leaving rams in - Lupins for rams.

Level 7: Changes in Social, Economic, Environmental Conditions

A little more mutual frust.

Probably the greatest benefit from this program was the sharing of health
concerns among participants.

Most members had been extremely busy and stressed during the previous 2
months with, stock water issues, salvaging cereal crops for hay and off loading
stock with progressively worsening season. The meeting facilitated discussion
about common issues and sharing of ideas to help each other get through problems
faced.

Observation that members were very spirited about the continuation of the group
in 2007. Considering the group was in the midst of severe drought at this time, it
was clear that producers had valued the social support of the group network over
the period.

Some have dealt with Centrelink for the first time about relief payments, low-
income cards etc. Also some stock containment areas and sacrifice paddocks were
utilised.

Talking amongst the group realising that they are all in the same boat.

New member to group explained that he "never knew such a thing was available" in
reference to producer groups. Was very stimulated by the round table discussion
and benefits in sharing knowledge with fellow producers in an organised way.
Participants agreed it was an excellent workshop, one comment being "I don't
usually bother with days like this, as it is costly to take time out from the farm.
However, I am going fo rethink that now as I have learnt so much from today that
T can apply to my farm.

The group bond continues to strengthen and business analysis is starting to
emerge higher on the priority list for members. They are starting to look more
closely to farming as a business than being a grazier.

Some signs of increased personal stress have been identified amongst group
members due to the drought.
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e Members are using the group as a sounding board for ideas on feeding. The social
gatherings following the meeting are proving to be invaluable in these times of
high stress.

e The local community have been very supportive of victims of the Deap Lead and
Grampians bushfires and are now adjusting to drought conditions in the area.

e One just has to look at how the people within the group are developing personally.
At the field day hosted by our group one of the key note speakers (and many said
was the better of the 2 speakers) was group member farmer. This highlights how
members are becoming more confident and able to present professionally in a
public forum.

This report has been developed following Bennett's Hierarchy principles.
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Yearly Plans 06-07

Group Issues to address Activities
o Discussed at each meeting eFuture productivity gains and innovation on farm
10% eHuman resource management for farm businesses
eCapital restraints for expansion
eEconomic and environmental sustainability
e Annual meeting - each person to outline something
about their business - review past 12 months
eKey issues in business success in a non agricultural
business
ePaddock inspection - future of the group - managed
investment scheme with special reference to blue gum
plantations
) Group seeks to improve the financial and social position of each of its participating members. | eFeedback session for the benchmarking
Bairnsdale Strategy to achieve these, target areas of under-performance as identified through oL TW farm meetings
benchmarking. At the same time the mutual support generated through regular meetings will | eField days at the Redgum Plains Stocking Rate &
enhance long-term relationships. Pasture Trial
Benchmarking - third year of Benchmarking it is hoped that some more meaning trends will 2 day workshop on Sustainable Farm Families Program
emerge. eField day at Saltbush Trial (SGSL site)
Lifetime Wool Project - Animal and pasture assessment and feed budgeting. It will also eGroup members attended the Stock Plan workshop in
require the recording of results and management change. Bairnsdale and the Drought workshop with San Jolly
Stocking Rate Trials - this trial will look at optimum stocking rates, modern pasture species and Lauchlan Campbell
and grazing systems and management.
Sustainable Farm Families - Discussions with Bairnsdale Community Health Services with the
aim of implementing the Sustainable Farm Families Program in East Gippsland.
Saltbush Trial - Requiring the continued monitoring of the saltbush for its productivity, suitabi
for saline soils, persistence and its effect on the water table.
Other Activities - Will participate in any other activities relevant to the primary aim.
Ballarat Group focus *Social BBQ to encourage socialising and support to

Ewe nutrition, monitoring condition score on mobs of breeding ewes throughout the year,
measurements of energy being supplied to ewes from pasture, comparing energy supplied from
pasture with known ewe energy requirements to predict condition score changes.

Pastures, each member has chosen a focus pasture for 2006 and will be keeping a logbook to
record livestock carrying capacity and pasture growth rates throughout the year. Group

fellow group members during drought encouraged to
express their concerns about the looming drought.
Information from Centrelink, rural financial
counsellors and depression were available
*Review of 2006 activities and planning for 2007 year
eSummer fodder crop and fertiliser tour, inspected 6
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members particularly interested in identifying pastures that can increase winter feed
availability for stock (considered a limiting factor of current sheep enterprise).

different pastures, exposed to the potential benefits
of summer fodder crops for finishing lambs, inspected
a perennial ryegrass stand and discussed fertiliser
requirements and making good decisions about
renovating pastures due to drought

e Tour of Evergraze site, maternal sheep stud and
commercial store lamb business, pasture based lamb-
finishing operation that finishes in excess of 30,000
lambs per year

*Strategies for worm control during autumn/winter.

eLamb CoP workshop

Group focus

e Annual general meeting

Barwon Increasing the value of lamb carcases - Participation by many members into the Coles Colac eBiological Farming
Lamb competition *Drought discussion - Financial counsellor and future of
group
Grain and Graze project - use of a couple of grain and graze sites on members properties that | eBounce back from Drought Seminar
focus on dual-purpose cereal crops - to identify crop varieties and management techniques eSheep yard design
required to get maximum returns from both grazing and crop yields under the systems *PIRD on hold over the drought
Group to meet at least 4 times a year for 2 to 4 hours - the meetings should included visual as | eReview of Coprice Feedlot bus tour
Campaspe well as presentations eCurrent sheep nutrition requirements/issues
Current Issues - Getting lamb up to a saleable weight - Winter (weaner) feed gaps - Tools to | eWinter feed gaps
cope with late break - Getting timing right - Autumn/spring lambing - Lambs to a saleable eCurrent sheep health issues
weight at 16 weeks - Stock presentation, crutching - Not enough pasture for sheep as mostly | ePasture field walk & sheep autopsy
crop - Supplementary feeding - Seeing drought as climate risk & managing it better - eCampaspe Carcase competition
Traceability - In tough times when do you wean lambs - $ for wool eSheep containment areas
Issues to address - Sheep, feedlotting, traceability, worms & animal health - eDrought preparedness
Pasture/Cropping, weeds, winter feed gaps, annual/perennial pastures, feeding cereals and *OH&S farm walk
new pasture species - Land Health, chemical effects on soils, soil health, land health (general) | eRemote technology with Greg Cronin & Bruce
- People, handling equipment, labour shortages McGregor
Group decides on needs basis at each meeting eComparing establishment results and crop potential
Coonooer «Crop variety development
Bridge eCrop pricing forecast
*Rural Counselling support and information
¢ The history of carbon - soil carbon - forest carbon -
carbon sinks - carbon trading - carbon credits
) Group decides on needs basis at each meeting eBenchmarking - introduction, what does it involve
Derrinallum

ePastures - prime lambs, growing the business
eDiscussed group benchmarking results
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eEstablishing and maintaining pastures

eManaging current seasonal conditions

eFertiliser for pastures in 2007

eReviewed the performance of two businesses

ePost drought recovery plans

*The best decision you made over the last 9 months?

Dookie

Group focus
¢ Pasture assessment and feed budgeting
o Livestock assessment and livestock nutrition

eManaging a 'paired-paddock’ experiment

eInvolved with running two separate breeding ewe
flocks on the 'paired paddock'’ trial

oVisit to AWTA

Euroa Grazing

¢ Drought Recovery
e Stock condition and conception rates

eFertilizers and pastures post drought
*We also had a planning session for the rest of the

Group Inc e Growing winter feed year
o Effective use of Nitrogen o grow grass eAnimal Nutrition and Post drought pasture
e Marketing management
e What are their needs eRotational Grazing
eFeed budgeting
oField Trip to feedlot
. Lifting productivity/profitability of grazing enterprises (wool and lamb) eCost of Production
Fiery Creek Economic analysis of different livestock and management options related to the sheep *Planning meetings
Farmers industry Group folded due to lack of attendances at meetings
Are prime lambs more profitable than merino's?
Finishing systems - feedlots - forage or grain? Planning meeting
Glenelg *Drought management - field trip to established SCA

Cost of production

Pasture improvement - renovation, grazing management (perennials)
Stocking rates/ Production systems

Visit top operators

Off farm investment

Production risk - seasonal, drought prep management, containment
Animal Health

People management - Time, Work, Leisure, and Health

to discuss design and feeding - review drought
management

ePasture cropping programs

e Stocking rates and pasture growth curve

Glenthompson

+Dry seasonal conditions

eDeveloping PIRD application on lamb survival
eLamb survival

eLamb and sheep meat production and marketing
eLamb and sheep meat marketing

eSummer cropping

+Planning meeting

eProperty visit - to look at pasture improvement
program including summer cropping

eProperty visit - merino ram breeding enterprise, prime
lamb enterprise and agro forestry

eLamb survival

¢ Two day trip - lamb breeding, backgrounding and
finishing enterprises
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e Alternative enterprises

ePlanning meeting with of f farm investment
presentation

eSummer cropping and lucerne

Hesse

e Ewe nutrition, monitoring condition score on mobs of breeding ewes throughout the year
measurements of energy being supplied to ewes from pasture, comparing energy supplied
from pasture with known ewe energy requirement s to predict condition score changes.

e Animal health, gain advice from industry expert's for specific animal health related topics
during year, main interests identified worm management, pregnancy toxaemia and
hypocalcaemia.

eFeed-lotting and pasture finishing merino wether
lambs - inspected 3 different production systems 2 of
the systems involved lamb feedlotting trials and the
3rd involved finishing wether lambs on high
performance perennial pastures

eProducers shared his experience in setting up a
forward contract arrangement with the supply of his
feedlot lambs

e Time spent investigating the use of the Sheep CRC's
Lamb Feedlotting calculator

eChristmas BBQ dinner and facilitated drought
discussion to identified need fo maintain health and
welfare throughout summer.

¢ Social day and planning group activities for 2007

*Wool outlook and implementing price risk strategies -
discussion about drought recovery strategies

eUse of cereal winter crops for grazing

eLamb COP workshop

Laanecoorie

Pastures in crop rotations
Weaning lambs

Crop diseases and weeds
Use of fungicides

Soils management
Succession planning

Animal nutrition, feedlotting
Supply chain

*A focus on sheep - feeding, nutrition, feedlotting and
animal health

eBiological Farming Trials Field Day

eField trip to Camperdown Compost Company

¢ Selling of f the hook, meeting weight targets and
feeding to meet those targets

eBenefits for producing and feeding sprouted grain to
sheep in containment conditions

*Managing spray application

La Trobe
University

As need arises

e Triple P workshop

Loddon Valley

Group decides on needs basis at each meeting

eAnalyse an irrigation development

eInspect sheep feeders and asses economics

*Crop walk to asses potential

*A farm visit to discuss the use of the Anipro product
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- Hear the latest results of the Lifetime wool project
- Discuss the future of the group

*The history of carbon - soil carbon - forest carbon -
carbon sinks - carbon trading - carbon credits

Improving reproductive performance to sale/slaughter/shearing - Program will be housed

eBus tour to sites in SA - Turretfield Research Station

Maldon around the theme for the year but will include genetics, feeding and animal health - meeting - J Rohde Tarlee - Johnsons Feedmill Kapunda -
will be on farm with one field trip in July Staude Bordertown
*Drought management plans and strategies
eFertilizer program for the coming season
eMarking strategies
*Drought management
Plan for 2007
eCapturing the genetic potential within a flock. The
use of electronic tags and software to make
management decisions
. To meet 6 times a year eDesigning profitable production systems
Mansfield 66 Will be looking at developing a PIRD and will have meetings around *Managing customer relations
Managing and developing customer relationships eExamination of nitrogen trials
Soil health +Dry season Management
Tax and business management ePresentation By Michael Rouget - General Manager
Using hitrogen to grow more feed Koala Country orchards
Increase stocking rates in spring eData collections and discussion of results of Nitrogen
Feed testing PIRD
Increased uptake of grain feeding for spring weaners to reach target weights by winter *Drought Management
eSupplementary feeding sheep and cattle during the
drought
*Post drought pasture sowing & management
5oil Nitrogen clover Ryzobium
. Summer crops and other ideas with Smyth seeds eLooking at pasture renovation with the focus on
Mansfield Weather patt d d i
patterns summer crops and oh ground grazing
Black Sheep Impact on the practical and tactical side of managing a grazing business eExamining the last 10 years weather patterns and

What makes a good farm business
Carbon tender
Ryegrass varieties and sowing

seeing if a distinct pattern could be determined. how
well did our stocking rate on a monthly basis reflect
the rainfall / growth curve
*Examining how to make a successful business
Discussion on soils and more natural management
eMarketing as a group
eFarm drought and grazing management
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Summer & Autumn livestock feeding strategies

*What do you want/expect from a bank manager?

Meat for Time management eDinner Meeting Glenelg
Profit Mental Health workshop eIntroduction of new group facilitator Ken Solly
Renovating your pastures Planning session for the groups future activities
Superannuation eHow to spray for eremites
eFeed budgeting
eSheep nutrition
eReview drought feeding plans
¢Gain a thorough insight intfo AWI Stock Plan feed
budgeting computer program
Introducing new students to BWBL *The day was a tour of WISS wool broking, the
Melbourne Trip to SheepVention and to AWTA Auctionand AWTA
University Farm Chemical Users Course
Group has decided to meet 6 times a year - meeting on farm eInspection of wether lamb feedlot & pasture
Maryborough Farm management and drought feeding inspections - Dinner meeting with Lisa Warn as guest
Regional Silage speaker

Inspection of Wrightson research pasture plots
Marketing lambs
Dual purpose Merino enterprises

eCompared the effects of the following management
alternatives on farm profitability using the computer
simulation model ‘Grassgro":

¢Time of lambing - for both prime lamb and wool
enterprises

eLambing percentage - what is the effect of increasing
lambing percentages on the alternative sheep
enterprises

eInspection of Wrightson research pasture plots
including phalaris varieties

ePerennial pastures on the Dellavedova farm

eMarketing lambs - discussions on flock structure and
profitability

oVisit the farm of Ken and Alistair Calder and families
to look at sheep being fed silage in the drought

+Discussion on drought management and inspection of
SCA on two farms

eDiscussion on proposed PIRD project
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Biological farming

ePaddock inspection of pastures - cell grazing

Mumbannar Superannuation eReview visit to Te Mania Angus
Bl"0|905 Beef cattle nutrition ePastures - what is working, what needs to happen
Pastures eHow do you plan to respond o the short dry spring
6razing management «Finalising feeding plans for the next 5 months
Business management eManaging stock over the last 3 months
eBeef cattle nutrition, 1-day course with San Jolly
eBiological and organic farming review
e Superannuation; what everyone needs to be thinking
about before 30th June
eRecovery strategy following the dry.
eEvergraze experiment - beef cattle research at PVIL
eGrossing $1000/ha from prime lambs
Introducing new students Yo BWBL eTour of the AWTA
NMIT Trip to SheepVention and to AWTA e The day was a four of WISS wool broking, the
Farm Chemical Users Course Auction and AWTA
Prime lamb marketing *The Merino Company Supply Chain Marketing system
Northern Prime lamb producti t oPast t, integrated pest t and
production system asture management, integrated pest management an
Grampians Prime lambs, why and why not managing drought
eCurrent state of the wool market - opportunities to
lock in a price - Reviving the group
ePrime lambs - why and why not?
eMarketing prime lambs
Nullawill Group to meet minimum of 4 times per year for a minimum of 2 hours mostly in the morning - | eSheep nutrition requirements

would like to visit sites of interest and hold meetings on farm.

Types of farms would include - Merino ewes for prime lamb with a poll dorset lamb - Mixed
farm - Poll dorset stud - Small feedlot.

Issues to address

Sheep, dry period feeding, marketing and COP

Pasture, Fodder crops/hay, late break options, cost effective feedlot rations

Land Health, wind erosion and soil structure

People, increasing costs, rules & regulations

eReview of Denis Ryans feeding trial

Discussion of lambing % - wean more lamb information

eCurrent season and its impact

*Ram health / Ram genetics

eLamb markets and supply chain

«Visited Brian Barry's Grain and Graze property at
Manangatang

Marketing options for 2006-07 by Matt Tinkler
The value of stubbles and the importance of minerals
and vitamins in a balanced ration

Planning meeting

*Woolshed and sheep yard design

*0Old man salt bush case study

A carcass competition within the group - carcasses
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were compared via live-weight, dressed weight, and
fat at GR site and the eye muscle area

*Remote monitoring Technology for sheep production
systems

Drought management

eDrought - feeding and management of sheep

Ovens Valley Feedlot design eStress relief BBQ with support details addressed
Regional Pasture management eFeeder design - treating straw and urea measuring
6razing management pasture
Marketing - wool and lambs ePasture sowing - growing winter feed - energy costs
eRotational grazing weed management
*Wool marketing options - the use of futures
. The program for the year will be built around 2 objectives eMeasuring pasture
Peninsula To increase profits (or return on capital) per hectare and To increase carrying capacity per ePasture sowing
hectare (measured in DSE's) eGrowing winter feed
eEnergy costs of feed
Will be looking at *Rotational Grazing
Systemic weaknesses using Grazefeed *Weed Management
Fixing the weakness of pastures by looking at pasture varieties for the area
Farm walks on several properties to look at what is working
Tailoring grazing animals to the pastures available
Making use of pastures with grazing management
Overview of progress
Farm walks with Angela Avery at Rutherglen
Native pasture mixes with Meredith Mitchell
Pig & Whistle Meetings to be held on Tuesday evenings, if possible not 2™ Tuesday. Prefer no meeting in eHealth issues we need to keep working on

November & January.

Pro's con's of organic farming

Visit to Tom Silcocks (Trial)

Feedlotting

Forward Buying grain

Finishing stock for best value

Chris Wilcox AWI (Woolmark Forcaster)
Alternative Fertilizers

Mineral drench supplements

Life after mulesing

Visit top performers of our area

See other successful business structures
Succession planning

eDecide if the group will continue - Topics for next 12
months

eCurrent operational issues

eKey profit drivers of a steel fabrication business

«Evaluation of pastures sowing and fertiliser programs

*Experiences with the life time ewe management
course

*Recent changes which can impact succession planning

eReview the good the bad and the ugly of last 6 months
- plans for next 3 months - results of review of farm
insurance

*Running a successful farming business

ePrime lamb production
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Drought management

eField Trip to local abattoirs

Pyramid Hill Marketing of lambs *Planning session and drought strategies
Nutrition eMarketing outside of the normal boundaries the group
is currently using
eRemote monitoring technology for sheep farming
. . Group to have bio-monthly meetings - 6 a year preferably at night for 2 - 3 hours also a few eSheep nutrition, health & benchmarking
RichRiver | fio1q dq «Sh ti lection & benchmarki
ys eep genetics, ram selection & benchmarking
Issues to address - Sheep, Finishing lambs, sheep health on irrigation, copper poisoning, e AGM
weaning more lambs, meat yield and feedlotting - Pasture/Crops, nutrition of different Overview of sheep containment areas
species, fertiliser, fodder crops and insect control - Land Health, soil management, 2007 planing and beyond
windbreaks - People, training of staff, succession planning ¢Stock containment site visit
sheep health in a containment area
sheep autopsy
eRemote technology with Greg Cronin & Bruce
McGregor
SETS As need arises oVisit to AWTA with other universities
Students
. Sheep nutrition e Analysis of farm situation - planning future actions
Skipton Feedlotting sheep eFeedlotting lambs
Business management eFeeding sheep in dry periods
How profits can be used - of f farm investments *Review of management during the current seasonal
Soil health conditions
*Plans for the season break - has Provinie been
worthwhile?
*Overall plans for autumn 2007?
eInterpreting soil test results
Soil Health Activities for the year as discussed by the group eWater Flow in the Environment

Trial updates

Presenting of individual farm goals and objectives

On farm monitoring sites to be discussed to gain better understanding of the rate of change
and possible return on investment

Marketing opportunities while incorporating property visit

Fertiliser trials update and monitoring session followed by Farming in 20?2 when oil is $200 a
barrel

Property visit on farm composting and teas

Business analysis

¢Soil Health Trials

*Drought management

*Planning session for 2007

*PROW Field day on grazing trials

eLamb Feedlotting, NLP Pasture Trials, Drought
discussion

eMarketing as a group - developing group marketing
plan

eField day native grasses
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Probing property visit including native pasture identification and management
The year in review and planning session

eAttended Regional forum at Benalla on pasture
cropping

Business reviews

eLisa Warn CRC paper on optimising performance of a

Triple M Benchmarking grazing business
Optimising grazing performance ePastures for saline area
Pastures e Analysis of the profitability of sheep wool and meat
Profitability of wool and lamb enterprises enterprises for southern Australia
*Review of progress with the current seasonal
conditions, and plans for the future
eOperation of drought lots
eReview of management of the current seasonal
conditions - plans and concerns about the next 2
months
A reflection on 20 years of benchmarking figures
ePlans and concerns about the next 2 months, and the
next 12-24 months
Group focus *Group has had several coordinators still looking for
Western Wean More Lambs Project the right one
Plains On-farm trial/demonstration looking at running two groups of ewes under different
management practices aiming to show increased lamb-weaning percentages in ewes subject to
recommended management practices
Pastures Looking after pastures in autumn
Wooragee Animal health issues animal health risks in autumn

Ram selection
Sheep nutrition
Alternative feed sources

Drought management - feeding, planning

Planning this years activities

Drought management

Management of perennial pastures for persistence
Trees for shelter, fodder and bio-diversity

Ram Selection using ABV's and visual selection
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		Yearly Plans 07 - 08



		Group

		Issues to address

		Activities



		10%

		· Carbon trading

· EMS programs


· Business in future


· Real estate


· Pastures


· Sustainable agricultural opportunities

		·  Better understanding of carbon emissions and sequestration, carbon trading, implications for farming both threats and opportunities – with Mark Wooton

· Presentation by Andrew Nagorka (Nuffield Scholar) to stimulate creative business opportunities in the future


· Presentation and discuss on changes that may be enforced on producers and what they should be doing to alleviate the problems


· Visited another business that has introduced cropping into their enterprise – discussed the issues of buying real estate that occurred


· Update on Evergraze – visited newly sown lucerne phalaris and fescue pastures


· Presentation by Peter Butcher CEO Glenelg Hopkins CMA and group discuss about the issues associated with sustainability and climate change



		Bairnsdale

		· Business Management

· Carbon trading

· Succession planning

· Benchmarking


· Cost of Production

		· Feed back session with Andrew Patterson re financial management and how to analysis benchmarking report

· Ken Solly took the group through the MLA CoP workshop


· Group listened to the BWBL phone seminar on Carbon Neutral WOOL then afterwards discussed the options with DPI Prue Bergmyer


· Sustainable Farm Families workshop at Riversleigh

· RIST course – Managing Generational Change where members are well on the way to finalising a succession plan


· Ken Solly conducted the Front Foot Farming workshop for members



		Ballarat

		· Business management

· Grazing management

· Fertilisers


· Selling lambs

		· Better fertiliser decisions was conducted by Raquel Waller

· Presentation by Sarah Lamont on economic analysis of finishing vs selling unfinished lambs and discussion by group of the issues

· Group participated in the Sustainable farm families workshop held in Beaufort by Bronwyn Cuthbertson and Janine Dridan

· Group visited the Hamilton Evergraze site and have applied for an Evergraze site

· Ken Solly conducted the Front Foot Farming workshop for members at David Bain’s woolshed



		Barwon

		· Grazing management

· Lamb marketing


· Business management

· Colac Show Lamb competition

		· Annual meeting with Cam Nicholson talking about Grain & Graze and Martin Dunstan talking about marketing lambs

· MLA Cost of Production workshop with Ken Solly


· Group visited Evergraze site and have applied for an Evergraze site

· Carcass competition – 2 activities – lamb drop day one with live animal assessments – day 2 viewing processed lamb with guest speaker and dinner to discuss assessments

· Ken Solly conducted the Front Foot Farming workshop for members



		Campaspe

		· Other meat sheep breeds

· Pastures


· Animal health


· Campapse carcase competition


· Meat processing


· Business management

· Agro forestry

		· Pasture and crop inspection with Greg Toomey and Kieran Ransom discussion centre around finishing crops or making into hay – Mark Corrigan discussed ram health prior to joining

· 27 teams entered the carcase competition – the competition aims to produce lambs to meet market specification and to educate producers about the lamb supply chain


· 6 different breeds were represented in the competition which provided an opportunity to run a workshop on comparison of the breeds

· Anita Morant and Will English conducted the MLA Cost of Production workshop with members of the group


· Presentation by Paul Turnbull on trees on farm and by Daniel Hodgson on forage rape


· Group members attend the SFFamilies workshop at the Rochester & Elmore District Health Centre



		Coonooer Bridge

		· This group meets regularly and works from meeting to meeting – using seasonal conditions to determine their focus for the next month

		· Crop walk to assess the crop potential and plan harvest strategy

· Front Foot Farming workshop with Ken Solly


· Mulesing update with Ian Evans



		Creightons Creek

		· Feedlotting

· Fodder conservation and strategies for the dry


· Stock nutrition

· Marketing meat


· Marketing wool


· Carbon trading


· Feed management

		· Jim Shovelton discussed with the group the seasonal outlook and how to manage stock through a dry spring

· Group discussion on climate outlook, feed supplies and prices and strategies for the coming dry season


· Review of nutrition course and how to manage stock through the dry


· Phone presentation by Tim McRae of MLA re the outlook of the red meat market


· Paul Deane from the Woolmark company presented on wool marketing trends and meeting the consumers concerns


· Presentation on carbon trading



		Derrinallum

		· The achievements of a different farming business structures


· Progress in drought recovery plan

· Carbon trading


· Business management

		· Key to success including profitability – presentations by Matt Crawford and Craig Oliver

· Presentation by Chris Lang re Titanga drought recovery program


· Front Foot Farming workshop with Ken Solly


· Key to success including profitability - presentations by Peter Parker and David Bain


· Carbon, climate change and other related matters by Ben Keogh from Australian Carbon Traders



		Dookie

		· As the needs arise

		· Attended the BWBL FEWETURE Farming Conference

· Visited Wool Brokers, Wool Auctions and AWTA



		Euroa Grazing Group Inc

		· Stock nutrition


· Pasture regeneration


· Fertilisers

· Understanding soils biology


· Grazing management

· Business management

		· Frank Mickan gave a presentation regarding making and feeding silage

· Ken Solly conducted the MLA Cost of Production workshop

· Garath Lewis Reid presented on what and how to feed stock to manage cash flow


· Front Foot Farming workshop with Ken Solly


· Effective use of fertiliser presentation


· Gross margins analysis of enterprise options discussion lead by Tim Ekberg


· Presentation on managing price risk for wool, beef and grain by Robert Herman


· Presentation by Kate Sargeant on grazing management and Evergraze


· Visited the Rutherglen DPI Centre to look at soil biology and native pastures Pauline Mele and Meredith Mitchell talked to the group



		Gippsland BestFocus

		· Better communications


· Improved pasture utilisation


· Achieve animal health targets


· Appropriate use of inputs


· Improved sheep genetics and breeding


· Correct timing of management activities


· Managing cashflow


· Price risk management


· Benchmarking

		· Visited 5 host farms – presentations by the host farm about their enterprise

· Discussions took place with regard to cell grazing, soil organisms to improve soil fertility and pasture recovery, dealing with a challenging environment, natural resource management, pasture utilisation and infrastructure improvements



		Glenelg

		· Business management

· Grazing management

· Pasture trial


· Stock nutrition


· Enterprise mix

		· Ken Solly conducted the MLA Cost of Production workshop


· Visited to Horsham Stock Feeds to discuss feedlotting costs the advantages and disadvantages

· Cam Nicholson spoke to the group re the potential to graze cereal crops – three of the group grazed cereals after this session


· A paddock walk and discussion showed how to make silage, the methods used and the costs associated with the process

· The group discussed with Stuart Kemp from Pasture Wise the pasture trail at Paradoo where they were holding the meeting


· Bill Feely from Vickory Bros compared summer feeds with the group after a paddock walk


· Lee Beattie discussed enterprise mix making producers aware of the risks when changing enterprises and identifying possible synergies with mixing enterprises



		Glenthompson

		· Focus for the year was around prime lamb production


· Investigating different production systems


· Common markets


· Economics analysis of different systems

		· General presentation on lamb meat production market signals with Ian Cameron from Heards Abattoirs and Andrew Gunn from Elders

· Tour to John Keilor’s at Cashmore Park and Harry Youngman’s at Ardengardan looking at prime lamb production systems – the importance of maternal genetics and how to use these genetics to drive the enterprise


· Investigated Techno grazing – no permanent fencing


· Visited lamb feedlot where they finish 50,000 lambs a year they gave a summary of the lambs they are sourcing

· Looking at establishing and managing lucerne pasture


· Managing the profits of the lamb enterprises with Ken Solly – 10 fold range between profit margin within the group per kilo of lamb produced



		Hesse

		· Business management

· Grazing management


· Genetics


· Pastures

		· Jim Cuming took group through their major business management activities such as lambing, weaning, supplementary feeding according to pasture growth

· Field trip where Robert Trethewey and Jim Cuming discussed with the group cell grazing, rotational grazing, irrigated and dryland lucerne production


· Workshop to discuss critical success factors in reproductive performance with Tim Bingley and Simon Bodie



		Keith BestFocus

		· Better communications

· Improved pasture utilisation


· Achieve animal health targets


· Appropriate use of inputs


· Improved sheep genetics and breeding


· Correct timing of management activities


· Managing cashflow


· Price risk management


· Benchmarking

		· Visited 4 host farms – presentations by the host farm about their enterprise


· Discussions took place with regard to succession planning, redesign of operations to focus on dual purpose sheep, cell grazing, off farm consulting, establishing perennial pastures, dryland and irrigated lucerne and application of techno grazing systems



		Laanacoorie

		· Crop harvesting

· GPS technology


· Yield monitors

		· Workshop to set up harvesting equipment for the seasonal conditions thus allowing them to save grain for feeding or make the best of stubble for hay

· 



		La Trobe Uni

		· As the needs arise

		· Prograze courses



		Loddon Valley

		· This group meets regularly and works from meeting to meeting – using seasonal conditions to determine their focus for the next month

		· MLA cost of production with Ken Solly

· Crop walk to assess the crop potential and plan harvest strategy – covered business and risk management


· Front Foot Farming pilot workshop with Ken Solly discussed farm and family strategic planning


· Analysis of the wool market with Lachie Brown from Elders


· Mulesing update with Ian Evans



		Maldon

		· Coping with variable seasons

· Fertilisers


· Business management

· Improving the efficiency and ease of management of sheep farming systems


· Grazing management


· Carbon trading

		· The use of electronic ID of sheep and the benefits with Jeff Ross from TruTest and Charlie Groves from AllFlex


· Tour of Tasmania focussing on different production systems for wool and prime lambs – visited 6 properties


· Drought management discussions – some have purchased early and stored grain to be used to offset contracts


· Using electronic ID of sheep for managing genetic gain


· Cost of production workshop with Ken Solly


· David Watson from Grain and Graze presented findings to the group – most members planning to graze cereals


· Group discussion of the implications of carbon trading



		Mansfield GG

		· Review of last year – plan for this year

· Business improvement


· Carbon trading


· World trade and how it will affect markets


· Greenhouse and climate change – opportunities


· Sustainable pastures under low fertiliser regimes

		· Drought management reviewed and discussed

· Stock feeding options discussed


· Presentation by Cam Nicholson from Grain and Graze talked about the potential of grazing cereals


· Front Foot Farming workshop with Ken Solly


· Presentation and discussion on the structure and business of Minto Pastoral Company


· Presentation by Simon Quilty from Q Meats a trading company that exports beef and lamb


· Presentation and discussion on climate change and carbon trading with Traci Griffin from DPI Rutherglen


· Presentation by Neil O’Keefe on carbon trading and future possibilities for agriculture


· Presentation and discussion by Mark Holcombe on reducing the cost of selling stock


· Market analysis and price risk management with Robert Herman



		Mansfield Black Sheep

		· Review of last year and plan for this year


· Grazing management


· Stock nutrition




		· Discussion around the variation in feeding stock through dry times

· Review of last years drought issues – looking at feeding equipment – pasture walk to discuss grazing strategies and animal health


· Examined cell grazing systems


· Presentation by Dale Grey DPI regarding pasture cropping possibilities


· Field trip to examine a new grazing system ‘Grazing the Living Haystack” and discussion around comfortable farming


· Simon Falkinere presented the Grain & Graze principles



		Maryborough Regional

		· Farm tour discussion of pastures and enterprise


· PIRD


· Grazing management

· Wool marketing


· Climate change

		· 2 meetings to discuss PIRD preparation – growth rates of merino lambs – pasture assessment skills – pasture management skills

· Dinner meeting with Brenda McGahan from the Woolmark Company


· Presentation by Dale Grey DPI on climate drivers


· 2 Farm tours looking at some of the pastures and enterprises on the Muller farm and on Rod Allen’s farm – discussion followed the tour


· Field trip to the Grain & Graze Inverleigh site


· Front Foot Farming with Coonooer Bridge group



		Meat for Profit

		· Profit drivers


· Genetics


· Business management and strategies

· Fertilisers


· Grazing management

		· Field trip to Charlie de Fegely’s farm to discuss stocking rates, pasture production, lamb %’s, lamb marketing and containment feeding

· Field trip to Tatiara Seeds, Pooginargoric Turkeys and Circle H farms to help members think outside the square and realise that there are opportunities open for them to do different things


· Presentation by Dr Colin Earl Phil Clothier on genetics – using composite sheep genetics and increasing profitability through improved fertility

· Cost of production MLA workshop


· John Clark from DPI Hamilton updating on Evergraze in a field to DPI Hamilton – inspected long term fertiliser trials and discussed where to put the emphasis in making fertiliser decisions

· Evaluating lease arrangements and restructuring enterprises to accommodate personal preferences – discussion with group


· Field trip to look at cell grazing system



		Melbourne Uni

		· As the needs arise

		· Attended the BWBL FEWETURE Farming Conference


· Visited Wool Brokers, Wool Auctions and AWTA



		Mt Gambier

		· Better communications

· Improved pasture utilisation


· Achieve animal health targets


· Appropriate use of inputs


· Improved sheep genetics and breeding


· Correct timing of management activities


· Managing cashflow


· Price risk management


· Benchmarking

		· Visited 4 host farms – presentations by the host farm about their enterprise


· Discussions took place with regard to cell grazing, labour units, regenerating pastures, implications of poor soil structure, how to operate a techno grazing system, backgrounding stock, first cross sheep management and organic farming



		Mumbannar Brolgas

		· Pasture management

· Business management


· Nutrition

		· Group discussion on value of an intensive grazing system

· MLA cost of production workshop with Ken Solly


· Pasture walk with emphasis on pasture resowing


· Group discussion to further understand and use of CoP


· Members paid to have San Jolly come and talk about nutrition


· Group discussion to follow up on San Jolly workshop for increasing stock production and profit through better nutrition


· Presentation by Greg Duver from Commonwealth Bank and discussion with group on how banks view and evaluate a small business



		NMIT

		· As the needs arise

		· Attended the BWBL FEWETURE Farming Conference


· Visited Wool Brokers, Wool Auctions and AWTA



		Northern Grampians

		· Farm tours

· Pastures discussion benefits of resowing, and fertilisers


· Prime lambs


· Make money from wool and lambs

· Business management

		· Field trip to Robert and Scott Nicholson to see opportunities for marketing outlets for small and large numbers of lambs

· Value of lucerne in a grazing business with Kieran Ransom DPI


· Field trip to Charlie de Fegely’s to show what others are doing in the prime lamb production systems


· New options for feeding store lambs, weaner sheep and adult sheep using straw and additives with a presentation from Horsham Stock Feed


· Group discussion lead by Peter Schroder about pasture sowing, which paddocks, methods to use and pasture selection


· Farm tour of David Margetson where key profit drivers for an all wool enterprise was discussed


· Introduced Wool Farm Monitor and benchmarking – showed how to calculate and analysis figures


· Group discussion about accountants – what we get and what we would like



		Nullawill

		· Pregnancy scanning and electronic sheep identification


· Lucerne and sheep production


· Animal health

· Stock nutrition

· Business management

		· Linked into the phone seminar with David Rendell talking about lambs and how to keep them alive

· Group discussion on maximising the reproductive performance of rams and ewes with Amy Wilkinson and Sam Ellis from DPI


· Field walk and discussion with Dale Boyd DPI regarding cutting cereals for hay verses grain


· Field trip to White Hills butcher shop following lambs through production chain from Campaspe Carcass competition

· Attended Sustainable Farming Families workshop to gain a better knowledge of how to look after their health


· Pregnancy scanning – EID technology – condition scoring and LTW messages – presentations by Sam Ellis DPI, Shaun Cattanack, scanning contractor Chris Hinks and TruTest and AllFlex re EID technology


· Keiran Ransom DPI – field walk and presentation on how Lucerne can be introduced into an enterprise


· Group discussion with local seed dealers about what options exist for planting crops for grazing



		Ovens Valley Regional

		· Sheep classing

· Wether trial field day


· Grazing management


· Stock nutrition


· Business management


· Carbon trading


· Pasture management

		· Understanding breeding values and basis sheep breeding with Stuart Warner DPI

· Silage making and feeding with Frank Mickan DPI


· Field trip to Coprice Feeds to explore feed and selling options – lot feeding lambs and feeding pellets


· Review of drought plans


· Front foot farming workshop with Ken Solly


· Sheep classing and selection with Rob Russell


· Inspection of wether trial sheep with demonstration from EID manufacturers and NLIS


· Wether trial shearing day


· Field trip to Rutherglen DPI where David Griffin talked about carbon trading and climate change, Pauline Mele talked about soil biology and Meredith Mitchell talked about managing native pastures



		Pig & Whistle

		· PIRD

· Stock nutrition


· Fertilisers


· Pasture management


· Business management


· Animal health

		· Presentation of results from 2 PIRDS – trace element nutrition of sheep and lambing lambs as lambs

· Group discussion around fertiliser decisions for pastures and crops in spring 07


· How to evaluate a trial and the difference in performance of different pastures


· Presentation from Andrew Dufty winner of Raising the BAA talked about the value of a business plan and high labour efficiencies


· Group discussion on mulesing alternatives and the profile of a successful wool grower



		Pyramid Hill

		· Lamb production

· Crop management


· Stock nutrition


· New technology

		· Group discussion led by Damian Jones and Sam Ellis DPI about decision making to cope with drought – hay verses grain decisions

· Group discussion with Kieran Ransom DPI about cross breeds ewes verses Merino’s for lamb production systems


· Group discussion with Chad Gordon from Reid’s Stock Feed about the costs and options for feeding stock


· Demonstration with EID and other machinery related to this area by Chris Hinks from TruTest



		Rich River

		· Scanning ewes

· Marketing


· Animal health


· Campaspe Carcase Competition


· Business management


· New sheep breeds

		· Workshop with Ross Batten DPI on marketing your prime lambs

· Presentation by Jay Bray of Ewe Scan and Gervaise Gaunt DPI on pregnancy scanning and testing

· Phone hookup with WA presenters to discuss the profitability of different breeds


· Involvement in the Campaspe Carcase Competition


· Cost of Production workshop with Anita Morant and Will English from DPI


· Field trip to White Hills butcher shop following lambs through production chain from Campaspe Carcass competition


· Front Foot Farming workshop with Ken Solly


· Presentation by Geoff Duddy from NSW DPI on the comparison of new breeds based on a gross margin



		SETS Students

		· As the needs arise

		· Attended the BWBL FEWETURE Farming Conference


· Visited Wool Brokers, Wool Auctions and AWTA



		Soil Health

		· Carbon trading

· Business management


· Review of drought plans


· Marketing

· Pasture management


· Grazing systems

		· Meeting with Jane Court DPI where the group was asked about how they market their lambs the information will be collated into a workshop for better marketing decisions

· A proposed business structure was examined and the merits of each were discussed


· Feed and water budgets discussed in view of the dry spring


· Review of drought plans and drought aid with Carmel Linehan from Centrelink


· Putting together a tender for ?

· Pasture cropping discussions within group to further Colin Seis presentation at a Regional Forum in Benalla


· Field trip to Patrick Franic’s property to examine a new grazing system and discuss comfortable farming


· Planning the group to move forward using individuals core values or desires using the ICA technique


· Simon Falkinere from Grain and Graze to talk about the new techniques of grazing cereals



		Triple M

		· Business planning and communication

· Pasture management


· Fertilisers


· Breeding sheep

		· Key profit drivers for a successful business – presentation from Paul and Sharon Arons (ex McDonalds in Hamilton) – challenges and systems used in the management and operation of a farming business

· Paddock walk to update on Evergraze and special purpose pastures


· Pasture walk and group discussion on fertiliser use, species selection, establishment methods and weed control


· Presentation from Andrew Dufty winner of Raising the BAA talked about the value of a business plan and high labour efficiencies


· Methods used in breeding your own rams for a wool growing enterprise


· 



		Western Plains

		· Business management

· Drought review

		· Group involved in the Colac Show carcase competition

· Reviewed drought plans due to dry spring


· Front Foot farming workshop with Ken Solly



		Western Vic BestFocus

		· Better communications


· Improved pasture utilisation


· Achieve animal health targets


· Appropriate use of inputs


· Improved sheep genetics and breeding


· Correct timing of management activities


· Managing cashflow


· Price risk management


· Benchmarking

		· Visited 4 host farms – presentations by the host farm about their enterprise


· Discussions took place with regard to soil biology and pasture/crop productivity, cell grazing, first cross breeders, strategic planning and carbon trading



		Wooragee

		· Pasture management

· Review of drought plans


· Biological farming


· Soil management


· Value adding


· Business management

		· Presentation by Scott McKillop from Smyth Seeds talking about pasture establishment techniques and pasture varieties and summer fodder crops

· Field to Jenny Anderson’s property where she spoke of how Rutherglen Premium Lamb works then group discussion around value adding

· Group discussion on feed budgeting for spring and summer


· Review of years activities and drought plans


· Tom Rowe spoke about biological farming principles


· Cathy Botta spoke about soil properties, impact of practices on soil physical, chemical and biological status, practical testing own soil, structure-dispersion, texture and pH


· Review of biological farming and soils sessions – group discussion on actions arising from the information

· Cathy McGowan presented 6 Thinking Hats


· Farm visit to Bluehaven Poll Dorset Stud
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EXECUTIVE SUMMARY

2008 saw the inaugural BESTWOOL/BESTLAMB (BWBL) conference take place. After a
visit to the WA Industry Updates it was felt that Victoria should have a similar exhibition
of science and technology. The program was developed in order to provide sheep
producers and agribusinesses up to date, relevant information on the most current
issues.

The evaluation process used in this report was modelled on Bennett's Hierarchy and
aimed to answer the following Key Evaluation Questions.

What resources were required to run the Conference?

What did we do to make it happen?

Who are our participants?

Was the material presented at the conference of value to the participants?
From the organizers point of view how can the delivery be improved?

The first BWBL Conference was attended by 147 participants. Findings from this
evaluation have concluded that the FEWE'TURE FARMING — Meeting the Challenge
Conference provided participants with an excellent balance of presentations and hands
on practical session covering topical issues.

Some comments have been made to ensure the continual improvement of the
conference in the future.

Key comments include:

e Run the conference at a better time of the year
e Concert floor made legs and feet ache during concurrent sessions
e Would like to have gone to all concurrent sessions





INTRODUCTION

The aim of the BWBL Conference was to provide participants with the latest in sheep
industry research and development and information on relevant current issues. Those
attending included, sheep producers, agribusiness service providers and funding
partners. Presentations included a mix of current research findings which can be taken
and implemented on farm, now, along with a mix of research for the future. The more
“blue sky” issues aimed to keep producers excited about the prospects of sheep farming
in the longer term. The conference also aimed to highlight the importance of
understanding the customer, the producer’s position in the supply chain and their own
product.

The aim of this evaluation is to provide an understanding of the effectiveness of the
BESTWOOL/BESTLAMB conference and to determine the importance of each session.
The results will be used to assess the success of the BESTWOOL/BESTLAMB conference,
determine whether to continue running the event and determine how improvements
could be made. The key evaluation findings will be distributed to the key stakeholders
the Department of Primary Industries (DPI1), Australian Wool Innovation (AWI) and Meat
& Livestock Australia (MLA).

BACKGROUND

The concept of a BESTWOOL/BESTLAMB conference was developed after a visit to the
WA Agribusiness Updates in July 2007. The WA Agribusiness Updates have been run
successfully for many years. It was felt that Victoria lacked a similar type of conference
for sheep producers.

The Conference was a one day event with a dinner on the evening before with a key
note speaker. The program was designed to combine the big picture industry overview
and practical on farm issues that participants could use to improve the management of
their enterprise.

Participants attending the BESTWOOL/BESTLAMB Conference were able to gain an
overview on the sheep industry and its future directions to improve the profitability of
their sheep business.

EVALUATION METHODOLOGY

BENNETT’S HIERARCHY

The methodology adopted as a framework for this evaluation was Bennett's Hierarchy, a
seven-step process. The lower levels describe the project and the higher levels describe
the changes in behavior, skills and attitudes that have occurred as a result of the
project. When evaluating performance, the base level, (level 1, 2 & 3) is assessed first.
This is all the information that was gathered at this conference (Appendix 3). In later
years of the conference it is expected to take the evaluation to the higher levels.





Evaluation is then performed up the hierarchy, to level seven, which describes the
social, economical and environmental (SEE) impacts of the project. The seven levels of
the hierarchy are illustrated in Table 1 below (Bennett & Rockwell, 1995).

Table 1: Description of Bennett's Hierarchy
Level 1: This level describes the inputs and

Resources resources used by the project. For
example time, money, staff,
volunteers, transportation,
communication and technologies used
to plan, promote, implement and
evaluate the project.

Level 2: This level describes the activities
Activities undertaken and methods used in the
project
Level 3: This level describes the scope,
Participants duration and intensity of participant
involvement in the project.
Level 4: Level 4 describes peoples reactions to
Reactions their experience which can then lead

on to a change in knowledge,
aspiration, skills and attitudes which
leads to level 5
Level 5: This level is a flow on from level 4
KASA — knowledge, and describes participant’s
attitudes, skills and aspirations | knowledge, attitudes, skills and
aspirations as a result of being
associated with the project. Changes
in this level lead into changes in
practice, which are described in level

6.
Level 6: A change in practice as a result of a
Practice Change change in KASA. Level 6 is the short-

term impact of the project outcome
and Level 7 represents the long-term
outcome that is being sought.

Level 7: Describes a change in economic,
Social, Economic and social and/or environmental value as
Environmental (SEE) a result of the project.

Table 2 matches the seven levels of Bennett's hierarchy used for evaluating the
performance of the BESTWOOL/BESTLAMB Conference. The lowest two levels state the
activities and resources that are required to enable a successful conference. Level 3
measures the number of participants that will benefit from this conference. Levels 4-6
will form the main measurements of the success of the BESTWOOL/BESTLAMB
Conference.





Table 2. Bennett’s Hierarchy

OUTCOMES Farmers and industry adopt new skills and ideas to improve management practices and methods.
PRACTICE Organisers and presenters Service providers incorporate Greater use of skills and
CHANGE adopt suggested changes skills and knowledge learnt information provided.
to improve the conference. when dealing with clients.
Producers make better-
informed decisions.

KASA Presenters and organisers Service providers know Producers know information
gain the skills and knowledge information exists and where exists and where and how to

Knowledge to improve future to access it. access it.

Attitude conferences. _ : . :

. Service providers believe this Producers want to adopt
Sk'”. . Presenters and Organisers information can help add value information and skills to their
Aspiration aspire to become involved to their clients’ businesses. farm business.

with the conferences.
Service providers have the Producers have the ability to
ability to interpret and use the interpret and use the
information and skills learnt. information and skills in their

own situation
Service providers aspire to

provide their clients with new Producers aspire to improve
infarmation and <kills their farm business.
REACTIONS This is a good way to extend My clients find the information The information and skills
information to service and skills valuable. learnt is of value to my
id d fi . busi .
il Gl s The information provided and B
skills learned improves the This activity is valuable and
Ul BIESIHOOLBIEET i e quality of my service. time well spent.

Conference is a credible

information source. The BESTWOOL/BESTLAMB
Conference is a credible
information source.

| feel better informed.

NEXT USERS Presenters and organisers Agriculture Service Providers Producers
Eg. Consultants, Livestock
aoents

ACTIVITIES — Conference development

— Sourcing of high profile presenters
— Advertising

—  Conducting the conference

— Evaluation

RESOURCES - Good relationships with investors

- Strong linkages and networks with BESTWOOL/BESTLAMB members
- Suitable venue

- High quality speakers






By using Bennett's hierarchy for evaluation purposes, a series of Key Evaluation Questions (KEQ's) were developed for evaluating the conference. These
KEQ'’s are presented in Table 3.

Table 3. Key Evaluation Questions
EVALUATION DETAILS

AWI & MLA

EVALUATION e To secure ongoing investment by demonstrating impact
PURPOSE . . . .

e To identify areas for continuous improvement of the conference
EVALUATON Audience:
AUDIENCE e Meat and Wool Team DPI, AD5.3

KEY EVALUATION

Questions designed to focus the evaluation, e.g.

e Was the material
presented of value
to the audience?

e Fromthe
organizers point of
view how can the
delivery be
improved?

session/delivery?
e Did the content meet your expectations?

e Rate the deliverer (1-5)
Are there any improvements you could suggest?

ORID of organisers

Feedback sheets of
participants

QUESTIONS 1 What resources were required to run the Conference?
2 What did we do to make it happen?
3 Who are our participants?
4  Was the material presented at the conference of value to the audience?
5 From the organizers point of view how can the delivery be improved?
Bennet Key Evaluation Sub Questions Data Required to Design & Method Resource
level Questions (KEQ’s) Answer KEQ’s (Methodology) Requirement & Man
1 Whaft resources were - What time was required? Budget ORID of organisers
;i?il\l/'i;;g to run the - What equipment was required? FTE’s Budget information/
' - How much did it cost? Inventory
- How many staff were required to run the
activity?
- What skills were required?
2 What did we do to - What activities were required to make the Calendar of events Review after event
make it happen? conference happen? Milestones reached (of organisers) ORID
- What activities were not completed?
- What methods were used?
3 Who are our - Who comes to the conference? Feedback sheets Feedback sheets
participants? - What are conference participant’s
expectations?
- What is their main enterprise?
4 How would you suggest improving the











EVALUATION FINDINGS

The evaluation findings have been matched against Bennett’s Hierarchy as outlined in the project
methodology. These findings give an indication of the relative success of the first
BESTWOOL/BESTLAMB Conference in relation to the overarching aims of the conference.

LEVEL 1 — RESOURCES
Human Resources
BWBL 2 FTE with advice from the BWBL Advisory Committee and Chairperson
Extra human resources were also provided by DPI in the form of presenters, set-up and pack up of
the conference and support during the conference.
Sheep
12 sheep were sourced by DPI staff for use in the animal assessment exercises. A further 8 sheep
were provided by two seed stock producers for the ram selection exercises.
Budget
Final budget expenses for the conference were $32,252.00 — expenses incurred covered - speaker
costs, venue hire, AV equipment hire, stage hire, catering for the event, cleaning after the event,
satchels for participants, recording and filming of event, gifts and give aways.
Program
To view the FEWETURE FARMING — Meeting the challenge program please refer to appendix two.
Venue
Bendigo Exhibition Centre was chosen as the venue most suitable for the conference with a large
clear span shed for the concurrent sessions and enclosed large area for the presentations which
could seat 150 people, with a large kitchen area for the catering.

LEVEL 2 — ACTIVITIES
Activities identified by the organisers included things such as
e Advertising
Communications of the event
Taking registrations
Organising accommaodation
Setting agenda
Arranging speakers
Organising sheep
Obtaining copies of the presentations for the workbook
Designing the workbook and formatting
Nametags
Organising the dinner meat with Richard Gunner and the motel
Deciding on products for the event, ordering and putting together prior to the event
Setting up the day prior to the event
Organising yards/sheep, cleaning of venue, AV equipment, staging and curtains
Organising the video and audio of the event
Planning the program, dinner and the conference day
Animal Ethics application
Evaluation

LEVEL 3 — PARTICIPATION

Number of participants
There were 147 participants registered for the BWBL conference - 101 were producers, 9 were
university students, 15 were speakers and demonstrators, 10 Advisory Committee and 12
coordinators





Who Were our Participants?
Figure 1 illustrates what participants consider to be their main enterprises - 45% participants
considered they were mixed wool/lamb producers - 15% of participants as lamb producers — 12%
as wool producers — 28% gave no indication.

Figure 1 — Participants

Participants

O No indication

0O Mixed wool/lamb
B Lamb producer
@ Wool producer

0% 20% 40% 60%

Figure 2 — Participant Breakdown
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Figure 3 — Overall Conference Rating
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Figure 4 — Participant reaction to presentation, content and relevance
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Participants were asked to score the speakers on their content, presentation skills and relevance to
their business. Scores were on a 1 to 5 scale with 1 being poor to 5 being excellent. As the graph
illustrates presentations, content and relevance all scored above 3.5 with 4 sessions out of the 6
sessions scoring above 4. Some example comments which illustrated the high quality of speakers
content and presentations included:

Driazabone doing PR & marketing for us re mulesing in Sweden - Well done
‘Meat eating quality and climate change very interesting’
‘David Pethick & Nigel McGuickian great speakers enjoyed interactive sessions in smaller groups.’

PHOTOGRAPHIC EVALUATION

Photographs were taken throughout the conference to capture participant reactions, involvement
and highlights of the conference. Some are featured below.

Participants involved listening to Mick Keogh
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David Pethick with his presentation on Meat Eating Quality

Jamie Ramage networking with participants
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CONCLUSIONS AND RECOMMENDATIONS

As a result of this evaluation, a number of conclusions can be made on the success of the first
BESTWOOL/BESTLAMB Conference. The conference was successful in informing producers of
issues that are facing the industry. In particular the conference was able to provide the participants
with the confidence to consider alternative answers and to network with fellow producers.

Based on the evaluation, recommendations have been made to enable the BESTWOOL/BESTLAMB
Advisory Committee to build on the successes of the conference and to develop new strategies for
future conferences.

What resources were required to run the conference?

What did we do to make it happen?

Who are our participants?

Was the material presented at the conference of value to the audience?

From the organizers point of view how can the delivery be improved?

CONCURRENT SESSIONS
Feedback from participants indicated that more time could be allowed for practical sessions and the
concrete floor was hard on the legs.

Recommendation:
e More thorough brief for presenters of concurrent sessions

e Provide hay bales for seating in the concurrent sessions to alleviate standing on concrete
floor

e Consider time allocated to sessions
e Better methods to spread the numbers across the sessions

PROGRAM CONTENT
The evaluation has shown that the content of the program was successful in meeting participant
expectations.

Recommendation:
e Organisers to continually review the target audience.

TIMELINES
Organisers felt the lead time for organizing the conference was too short which impacted on
advertising and comments from participants were that the conference should not have been in
the middle of cropping time.

Recommendation:

e Allow greater lead time for organising conference, suggested that planning start in July
for a February conference.

¢ Include a question on how participants found out about the conference in the evaluation
guestionnaires.
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APPENDIX 1
PARTICIPANT COMMENTS

Best thing about the conference

Driazabone doing PR & marketing for us re mulesing in Sweden - Well done

Speakers knew their topic well

Good speakers with relevant subjects

Very well organised & planned - good presentations

Short and sharp sessions

A good range of speakers & issues discussed

Richard Gunner

Relevant information transfer

Wide range of topics & speakers - good amount of time for questions

Variety of subjects covered - food - conference management

Climate change & eating quality talks

Very informative of wide range of issues

Well prepared speakers

The concurrent sessions

Meat eating quality and climate change very interesting

Range of speakers, activities & attendees - getting to meet new people and re meet other previous acquaintances
Meet other people with same interests

A get together

Relevant topics to sheep industry thought provoking - great tucker

Variety of topics

The dinner on Thursday night makes it worth coming early for extra info, socialising etc
Hands on products

Great speakers

Meat eating quality presentation and butcher demonstration

Good location, a variety of speakers

That it happened

Well organised and good content

David Pethick & Nigel McGuickian great speakers enjoyed interactive sessions in smaller groups
Speakers with relevant comments

Large cross section of speakers and technologies

Concurrent sessions worked well

Related to sheep wool producers

Very relevant information

Quiality of the speakers and the topics covered

Topic variety, presentation and the excellent speakers

Morning speakers

Great variety of presentations, including relevant new information

Presenters

Well presented, obviously a lot of good planning - well run - good great & Thurs dinner as well
Excellent speakers very well run to time

David Pethick & David Watson

Networking, constructive way forward thinking - Brendan the Butcher, review ways forward
All the speakers were very knowledgeable about their topic

Information

Variety of topics, rang close to time, good food, good speakers

Making it happen and available - good to catch up with fellow farmers

Good interaction

Good balance of lecturers & choice of concurrent sessions

All were excellent, what related to my farm were David from MLA, Chris from Drizabone, Mick Keogh from climate
change, Brendan from MLA (positive & practicall!!)

Great speakers great venue

Grain & graze

Range of topics/presentations & presenters - all relevant - keeping to times / agenda
Good quality speakers - a day probably enough

14






Relevance - mulesing, RFID, climate change

Good speakers and run efficiently

The variety of speakers and content

Timing & variety of speakers & good use of concurrent sessions
Sheep display

Organisation, displays, interesting and enjoyable speakers

Worst thing about the conference

Andrew Dufty not checking lambing ewes & proud of it

Maybe that it was when we were busy, but when aren't we

Would be nice to see more farmers attend. Perhaps a little later in the year - after the crops in!!
All OK

31/2 hours away from Mansfield

Noisy air conditioner - difficult to hear

Hard cement floor - only able to go to 3 concurrent sessions

Talking at the back of the room

Some of the introductions to the concurrent sessions

No coffee on arrival

Didn't win a prize

Lacked some structure in concurrent sessions

Cold cement

Couple of speakers a bit flat

Time of the year

Late arrival (?) of Andrew Dufty

Not in Bairnsdale

Last session not that helpful

None really one yes, try not to do these things during cropping time & harvest time
Interactive sessions to rushed

More time required to talk to speakers after talks, is hard given time restraints
Nil

The noisy people at the back of the room, not respecting the speakers - easily fixed
None

Standing on concrete

Standing around on the cold concrete in the concurrent sessions

Distance from motel to the showground

Standing up for long period after lunch

Not being able to go to other concurrent sessions

Short on time

Too much food

Excessive food!

Concurrent sessions to rushed

A long time to wait until the next one?!

Timing of the conference mixed croppers find it difficult this month

Time of year - cropping but good times of day

To far from Bairnsdale

Echo & noise in the concurrent sessions - Rushed close to conference without marketing BWBL
Nil

Concrete

Was it well advertised??

Noise about conference poor - to many speakers TBA

Too rushed what about a somewhat later finish to allow more discussion 5.00pm
The cement floor during the concurrent sessions

Only thing sore legs during concurrent sessions

Cold concrete in concurrent sessions

Nothing bad

Enjoyed everything

Other comments

Great conference
Well done for getting excellent speakers

15





Excellent keep doing it, can only get better and better, congratulations to all involved

Venue very good, well done!!

A well organised day

Should have lapel microphones, MC could have been better (focused, intro of speakers) - people who get paid to do
job shouldn't get presentations

Leaving a copy of "Beyond the Bale" in the male toilet cubicle was very thoughtful

Great day, well done, should be an annual event

Why weren't Dohnes on display today?? 0427 493 325 my number

More times for the concurrent sessions

Very well organised thank you

Good topics

Good day

Well organised! Well done!

A great day with a good mix of speakers

Good day, really nice day

Excellent to have such a wonderful opportunity to listen to a range of speakers on highlighting appropriate topics -
hope there is more in the future

Very good day

Keep the quality up, with a mix of profitability and bigger picture issues

Chris Bradford, knew a lot about his product and what consumers want but had trouble connecting with growers,
David Pethick excellent presentation and content but notes differed greatly from slide notes, Mick Keogh excellent
presentation, good notes

Great opportunity for networking

Great venue, catering. Enjoyed the dinner & speaker on previous day. Congratulations to organisers

Good variety & topic of speakers & demonstrations

All good

An excellent day full of opportunities to review ideas. Highlights Mick Keogh, David Watson, Brendan (practical)
Well done! Make it Annual

Well planned to minute detail with excellent speakers certainly would make the time to come again to this sort of thing
- wool and lamb issues

Very well done thanks, got good feedback

Thought the conference was very well organised, excellent range of topics & presenters, good facilities
Concurrent sessions - very good

Andrew Dufty not given enough time an interesting story which for someone who had travelled so far should have had
more time to present, | felt sorry for him!!

Well done! (Time wise - maybe could have been held a little later in the year to compensate for those people sowing
crop)

I thought it was good that uni students were notified so we could attend & learn about certain aspects of the
industries

Chris Bradford seemed limited in knowledge of effect of his business needs on the supplier (grower) David Pethick
excellent but notes different to slides

Very well organised, structured presentations - beautiful tasty smoko and lunch
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APPENDIX 2

FEWETURE FARMING — Meeting the challenge

Thursday 29" May 2008

Pre-Conference Dinner - Quality Resort All Seasons BENDIGO

Key Note Speaker - Richard Gunner
Friday 30" May 2008

Main conference — Bendigo Exhibition Centre — Chairperson Jason Trompf

7.45am — 8.30am

8.30am

8.45am — 9.15am

9.30am — 10.00am

10.15am — 10.45am

10.45am — 11.15am

11.30am -12.00pm

12.15pm — 1.15pm

Concurrent
Sessions

3.00pm - 3.30pm

3.30pm

Registrations — View Industry displays

Welcome

Wool Production Meeting the Needs of the Customer
Speaker: Chris Bradford from Driza-Bone ACTIV

Which will be worse — the climate change disease or the
climate change policy medicine?
Speaker: Mick Keogh

MORNING TEA — View Industry Displays

Sheep Meat Eating Quality
Speaker: David Pethick

Integrating cereals into a sheep enterprise
Speaker: David Watson

LUNCH — View Industry Displays

Lamb to Loin

On Farm Use of Electronic Identification
Grazing Management of Cereals
Mulesing Alternatives

Sheep Genetics

Grass Gro

How it Happens on Farm - Winner of Raising the BAA
Speaker: Nigel McGuckian & Andrew Dufty

AFTERNOON TEA & CLOSE
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APPENDIX 3

Evaluation Sheet

Wool Producer Lamb Producer Mixed Wool/Lamb

Excellent«—— Ordinary

Circle One P @W” q EE

1.0verall Conference Rating

g, <

2. Best thing about the conference?

3. Worst thing about the conference?

4. Other Comments
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Presentations

1. Wool production meeting the needs of the customer — Chris Bradford

Presentation Content Relevance to my business
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2. Which will be worse, climate change disease or climate change policy medicine - Mick Keogh

Presentation Content Relevance to my business
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3. Sheep Meat Eating Quality - David Pethick

Presentation Content Relevance to my business
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4. Integrating cereals into a sheep enterprise - David Watson

Presentation Content Relevance to my business
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5. Concurrent Sessions

Presentation Content Relevance to my business
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6. Decision Making Process, how it happens on farm - Nigel McGuckian & Andrew Dufty

Presentation Content Relevance to my business
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