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> Created a pool of 200+ specialist advisers

Farming Together is working with groups from 23
different industries across farming, fishing and forestry.

> Reached 28,500+ primary producers
(target 2000 producers)

Wine 1%

> Supported 730 producer groups
(target 100 groups)

Wool 2%

Vegetables 5%

> Delivered 1155 expert support services
> Funded 51 farmer-group collaborative projects
(target 15 projects)
> Helped 57 new co-operatives register (and growing)

Turf/ nursery,
other 2%
Sheepmeat 4%

Beef 14%

Rice 1%
Pork 1%

Chicken
Meat 1%

Other 5%
Other
Livestock 2%

> Enrolled 94 producers in co-operative
governance training
>S
 upporting collaborative projects of national
significance (game changers)
>U
 nearthed significant demand for services
supporting collaboration
>V
 alidated the Agricultural Competitiveness
White Paper’s approach.
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Within the first 12 months of operation,
from a $9.21 million investment, the FTP
generated $20.45 million of value-add to
production, $14.3 million in household
income, and 131 full-time equivalent jobs
Farming Together Program Economic Impact Study,
Western Research Institute Ltd

Tasmania

Farmer Group Projects
Expert Support

Why Australian farmers need
Farming Together
A fairer go for farm businesses
Agricultural policy in Australia is increasingly focused
on competition and deregulation. This encourages
highly efficient and skilled farmers using advanced
farming practices.
Global price volatility, supply demands/constraints,
supermarket pricing policies and processor margins see
many farmers become price takers, not price makers.
Plus, smaller farmers can be disadvantaged by their lack
of market bargaining power.
Farmers need to supply competitive markets, but they
also need ways to become less vulnerable to supply
chain imbalances, market price pressures and conditions
set by major purchasers.
When this need was identified in the White Paper for
Agricultural Competitiveness, the Australian Government
committed to funding a collaboration pilot program to
tackle these challenges and provide a fairer go for farm
businesses.
The result: Farming Together helps Australian farmers
understand how collaboration, co-operatives and
supply-chain negotiations can improve their returns.
It is helping farmers improve their farmgate returns
by capitalising on opportunities, strengthening their
financial position, becoming more attractive to investors,
improving their bargaining power and operating beyond
the farmgate.
The pilot program is providing the best-possible
knowledge and information, plus customised support
for farmers, farmer groups, advisers and agencies.

Lorraine Gordon,
Program Director,
Farming Together

“We hope this program continues, it is so
needed. Our view is that small-scale farming has
been lost because of competition and the decline
in co-operation and collaboration, and we need
much more support to reverse this trend.”
Deborah Bogenhuber, Food Next Door Inc.

“Farming Together has helped us enormously.
We now understand all the elements of
exporting ... Six months ago, before we got this
help, we had very little idea.”
Jeff Matthews, Sales Manager YV Fresh.

“I had spent a fair bit of time looking at online
selling privately, but I couldn’t justify the time
and expense. Now, with a co-op, we’re sharing
the workload and the costs among several of us.
And the co-op also sends a message around
grading standards and consistent quality.”
Tricia Lockart, NSW EAT truffle co-op.

About Farming Together
Working in partnership with primary
producers to grow business through
collaboration.
The Farming Together Pilot Program encourages the
formation of farmer groups including formal collaborative
business models (such as co-operatives), informal
collaborations and bargaining groups.
Farming Together is designed by farmers for farmers,
from the ground up. Farmer groups spend time
developing their collaborative concepts with guidance
from relevant specialist Farming Together consultants.
Groups can progress their concepts to a point where they
can compete for project funding

“An interim assessment of value for money
looking at the economy, efficiency, effectiveness
and equity of the program has found that the
program is delivering good value to the investor
(DAWR)…The strong subscription to the program
by farmers and the high level of commitment
demonstrated by advisers attest to the relevance
of the program in addressing a need not being
addressed by other public investment. With a
strong take up in participation, the quantity and
quality of the program’s reach has also been
effective.” Pilot Program Interim Evaluation Report
June 2017, Clear Horizon Consulting.

Farming Together is:
>	
Managed by Southern Cross University with

a team of 15 staff members and a pool of
200+ specialist consultants

>	
Administered by the Department of

Agriculture and Water Resources (DAWR)

>	
Overseen by a Program Steering Committee
>	
Guided by an Industry Advisory Group of

respected agricultural leaders.

>	
The Farming Together Pilot Program aimed

to evaluate the level of demand for support
services, the best approaches to collaboration
and the most effective and efficient model
for going forward.

94% of surveyed participants
who received Expert Support agreed
that the Farming Together consultant
listened to and understood their
needs, and 88% agreed that the
consultant provided them with clear
steps forward.

“Our consultant knew a lot about collaboration
and gave us suggestions of possible alternatives
to solving problems. What stood out for us was
their willingness to work with us and help us with
networking and identifying our needs and ways
of addressing them in order to succeed. Not to
mention being a useful information resource we
could look at when planning our business.”
Liz Ngari, United Farmers Co-op Vic Ltd.

“The consultant understood that we
were a small farmer group wishing to
gain brand recognition for the quality
produce that small-scale local seasonal
producers can market through the correct
advertising. She was happy to work with
a small budget to get us up and running
as a working group. She was quick to
accept the low-budget model that we are
hoping other small rural towns can copy
within the Tweed to market the shire as a
niche food production region. She made
some really good suggestions that further
reduced costs and red tape so that we
progress at a faster pace.” Suzanne Harnett,

“We’ve been involved in other funding
programs in the past, and the contrast is
remarkable. Farming Together has been
responsive, pleasant, and made it incredibly
easy to access really useful support so far.
We really appreciate the fact that our time is
considered to be valuable…The professional
advice we’ve been able to access has made
a concrete difference to us getting as far as
we have to date. Thanks!”
Katie Finlay, Harcourt Organic Farming Alliance.

Burringbar Catchment Growers Group.

“The Program needs to continue beyond two years. The process of collaboration requires producers to
change their mindset and question the way everything is done. To begin working together with other
farmers that you may have been viewing as competitors takes time, to build the trust, establish the
systems, build the relationships and establish business models. It is a step-by-step process and in two
years you are just beginning down this road. There are so many opportunities to collaborate across
the supply chain branding, marketing, resources, training, packing, QA, purchasing, facilities and much
more. A five–10 year program would be transformational for smaller producers.”
Doriana Mangili, Sweeter Banana Co-operative.

Farming Together – Achievements

We have built an extraordinary
knowledge network
With 15 staff members and over 200 tried and tested
consultants, we have gathered a pool of the best minds
in the field of collaborative innovation and made that
expertise available to primary producer groups across the
farming, fishing and forestry sectors.

We are delivering expert support
Our 200+ consultants supplied 1155 tailored expert
support services in business planning, legal advice,
marketing, supply chain analysis, agronomy, collaborative
workshops and other activities to more than 730 primary
producer groups. Overall we have reached an estimated
28,500 individuals.

We are funding farmer group projects
We invited 367 farmer groups to apply for competitive
merit-based farmer group project funding. We received
132 applications and funded 51 projects to the value
of $5.5M, enabling farmer groups to implement their
innovative collaborative ideas.

We are delivering information
Our website is an active information hub. Our monthly
E-bulletin has 9000+ subscribers. We have produced a cooperatives manual, fact sheets and free video resources
in co-operative establishment and governance. Our
communication activities sees news items in metropolitan
and regional media, newsletters and a growing online and
social media presence.

Farming Together – Achievements
We are helping register new co-operatives. Of the 224
co-ops we are supporting, 57 are new co-operatives
established directly through the program. Many more
are seeking registration using the Farming Together free
Co-operatives Builder, a tool for developing constitution
and registration documents under the new national cooperative law for a for-profit distributing co-op. We have
had international enquiries for this tool.

We are supporting education
With our help, 64 farmers have enrolled in post-graduate
co-operatives management and governance education.
January 2018 saw the launch of Farming Together’s free
short online video courses in co-operative establishment.
In collaboration with the Business Council of Co-operative
and Mutuals we have developed a co-operative manual
that has been used by more than 200 groups to date to
assist in establishing their co-operatives.

We are delivering value for money
Our agile and responsive team runs a tight project
that adjusts quickly to market needs. We minimised
funds for administration and marketing and maximised
expenditure on our services to farmer groups, allowing us
to achieve significantly higher outcomes.

Farming Together legacy projects
Farmers Mutual Ltd
The problem
Many Australian farmers are dissatisfied with
commercially available farming insurance, believing
that products on offer are too expensive, not relevant,
and not offering good value.
There are concerns about approaches to risk
management, and a general perception that farmers
with good risk management practices are subsidising
poor risk managers.

The role of Farming Together
Farming Together is funding and facilitating extensive
expert services required to establish a new risk
management offering.
This involves widespread farmer engagement by highquality, relevant and experienced consultants, extensive
legal and financial work and a binding commitment
to establish a multi-million dollar, farmer-owned risk
management mutual.

Solution and impact
Farmers Mutual Limited is an alternative solution that
affords farmers greater control of their indemnity and
risk management processes.
Farmer-owned, farmer-controlled and farmer-focussed,
the model initially involves clusters of progressive
farmers around the country having the potential
to provide cover for up to 500-plus geographically
dispersed farmers and expands general insurance
and fire/hail cover into new, innovative risk-mitigation
products.

Farming Together legacy projects
Online seafood auctions
The problem
Commercial fishing is a $3.5bn national industry
involving 14,500 fishers. It operates on a sales model
whereby seafood is transported by road to a central
market and Dutch-auctioned.
This means slim margins and high overheads for fishers,
particularly those located far from market who can
suffer significant – and sometimes total – losses due to
transport time and costs.

The role of Farming Together
Farming Together is playing a critical role implementing
a three-month trial with an established online auction
platform. The company is customising a model for fresh
seafood sales. The pilot will be run through a regional
NSW fish co-operative. The co-operative staff and fishers
will be guided through the first run of the auctions.
The pilot is scheduled to be finalised by July 2018 and
expand nationally thereafter.

Solution and impact
Online auctions for seafood have the potential to
revolutionise the industry – delivering better value and
a higher-quality product to consumers while lifting
fishers’ margins.
Online auctions will decrease food miles, reduce spoilage
and increase the number of buyers through enhanced
selling options.
With continuing support from the Farming Together
program beyond the pilot scheme, the auction platform
will be expanded to be made available to all fishers
across the country.

Farming Together success stories
Australian Bee-Keepers Co-operative (Queensland)
The problem
A group of beekeepers and honey packers in the Moreton
Bay area of Queensland wanted to create long-term
partnerships between investors and primary producers
to help them become export-viable. They wanted a new
formal arrangement, transitioning to a co-operative, to
enable profit sharing between the creators of wealth and
the owners of capital. Expertise was required to guide
the group through the complex legal process to ensure
transparency and fairness for all.
Setting up a co-operative would support these aims to
improve certification and quality controls for organic
growers and to establish a mobile extraction unit.

The role of Farming Together
Farming Together provided a local business consultant
to assess the feasibility of their business plan. Financial
models supported further investigation and support.
Then, Farming Together brought in a local legal expert to
assist the group to identify the potential co-op’s primary
activity; active membership rules; member classes; voting
rights; and director requirements. The legal consultant
assisted with the co-op’s formation meeting and the
submission of documents for incorporation.

Solution and impact
The co-op has invested in a packing house and aeration
plant and already secured a major supply contract to the
Middle East. Discussions are also underway with Asian
and US buyers.
As a collaborating entity, the group is pursuing funding
to develop a mobile extraction unit. This will provide
faster, cleaner turnaround of hives to production sites,
and increase yields by increasing the number of hives
manageable by individual keepers. The co-op is also
analysing the supply chain, seeking ways to optimise
profitability, and undertaking a review of quarantine
processes, to minimise disease risk.
The group aims to undertake further feasibility work - to
evaluate the return on investment payback period and
to test assumptions in the business case for the mobile
extraction unit.

“The Farming Together program is one of the best government
initiatives I have seen – I simply can’t speak highly enough of
what it has allowed us to achieve. The beauty of the Farming
Together Program is not just the money it saves farmers –
but also the incredible level of expertise the program brings.
Maintaining control over production is the most important
thing a nation can undertake to ensure quality food supply
for its people”.
Richard Symes

Farming Together success stories
Mountain Milk Co-operative (Victoria)
The problem
Dairy farming accounts for around 8-10% of north-east
Victoria’s arable land mass and contributes around 30% of
its gross farm income. The region has been very resilient
compared to other dairying areas over the past decade; milk
supply has risen more than 25% while yields have declined
elsewhere. Farmers of the region want to increase milk
supply from 220ML to 400ML by 2025. However, last year
came news that the local processing plant faced closure. Five
dairying families with a total herd-investment of 2400 cows
were worried this would create deep uncertainty among
dairy families and the wider community.

The role of Farming Together
The initial needs assessment with a Farming Together
consultant identified strategic planning to develop a preliminary
business case as a priority area for the group. As a result, the
group was assigned a consultant with expertise in this field to
work on this priority.
Through Expert Support and Farmer Group Project funding
this group has developed:
• An operational framework and governance system
• A credentialled milk pool strategy
• A marketing strategy to strengthen their route to market options
• A processing partner strategy and
• A processing strategy.

Solution and impact
The co-op has a preliminary milk processing
agreement with Freedom Foods’ plant in
Shepparton, Victoria from mid-2018, increasing
to a projected 30ML-40ML litres by 2020.
Co-operative members have agreed to work
together with on-farm costs and issues. Closure
of the local milk plant has been postponed.
After its formation the co-operative hosted a
public meeting at Dederang which attracted
70 local farmers and industry service providers.
Many farmers registered an interest in joining the
co-opertive when membership applications open.

“As farmers we want to have more control of our future
and not be directed by outside interests.”
Stuart Crosthwaite, fifth-generation dairy farmer,
Mountain Milk Co-operative chairperson.

Braidwood Garlic (New South Wales)
The problem
Australia currently imports about 15,000 tonnes of
garlic annually.
Only 20% of garlic sold in Australia is locally grown.
Braidwood Garlic is a group of small landholders who
were unsure of their future business model. They aimed
to build knowledge/engagement and secure more sales.

The role of Farming Together
The initial needs assessment with a Farming Together
consultant identified the need to develop collaborative
business systems and process and marketing gaps as
priority areas for the group. As a result, the group was
assigned two consultants with expertise in these fields
to work on these priorities. Through Expert Support and
Farmer Group Project funding this group has:
• Formed and registered as a co-operative
• Undertaken business planning
• Developed an operational plan
• Produced a quality assessment framework
• Developed a comprehensive marketing plan to expand
marketing and distribution and
• Designed product branding.

Solution and impact
The group formed a 26-member co-op and within months
secured its biggest-ever bulk order: 100kg supplied to a
Newcastle processor, who has since requested 100kg monthly.
Additional orders for 50kg and 20kg consignments means
the co-operative’s first harvest has sold out. The farmers sold
their produce at more than double the prevailing market price:
$22/kg compared to $10/kg at the Sydney wholesale market.
Working collaboratively, the group organised cost-efficient
transport to deliver the consignment.
The order specified criteria such as bulb size and trim, which
instilled QA knowledge and best-practice management
into the group. “That lifted our overall quality,” said Helen
Lynch, from the group’s working party. The 12 non-growing
members of the 26-member co-operative will now come into
full production for next season’s harvest as a result of the
demand and the group’s capacity to sell.

“We could never have achieved all this before.
The co-operative structure has lifted our game.”
Helen Lynch, Braidwood Garlic.

Farming Together success stories
Wildcatch Fisheries (South Australia)
The problem
Port Adelaide-based fishers are small businesses
experiencing low margins due to the South Australian
fish auction model. This makes it necessary for fishers to
catch larger volumes to break even.
Bycatch fish and lesser-known, usually more sustainable,
species are ignored by a market which prefers prized
species. Independent, small-scale harvesters and
businesses are seeking to maintain low-impact practices
and remain in an industry that is being weakened by
cheaper foreign imports.

The role of Farming Together
Through Expert Support and Farmer Group Projects,
Wildcatch Fisheries have been able to develop:
• A website and e-commerce platform
• A business plan and feasibility study
• Facility, product and logistics development plans
Through Farming Together, Wildcatch has established
Australia’s first community supported fishery – Fairfish.

Solution and impact
Fair Fish is currently selling more than 100kg weekly
to Adelaide’s premium restaurants. Depending on
weather conditions, some restaurateurs are plating-up
product within 12 hours of catch. The traditional lag for
commercial fish supply in South Australia’s foodservice
industry is about three days.
Consumers are increasing consumption of secondary
catch species. This is diversifying seafood-eating habits
and helps make fishing more sustainable. It is also making
fishers’ incomes more stable.
South Australia’s community-supported fishery is the first
of its kind in Australia and serves as an example to fishing
groups in other regions.

“The Farming Together Program gave us the opportunity to
scrutinise the new model from a business perspective so that it
could achieve the results that our members had hoped for. The
program has given us access to legal and financial advice and
networks that, prior to joining, would have been cost-prohibitive
or otherwise inaccessible to us. Through contacts made within the
program and at the Farming Together convention, we have been
able to streamline our logistics, supply chain, product composition
and business model.” Tom Cosentino, Wildcatch Fisheries.

GrowerCo (New South Wales)
The problem
North-west NSW croppers need to improve the
economics of moving grain to Newcastle Port. NorthWest New South Wales is an important contributor to
the Australian grains sector. Bulk exports have fallen
sharply. A number of factors contribute to this although
excessively high supply chain costs play a big role.

The role of Farming Together
The initial needs assessment with a Farming Together
consultant identified a preliminary review of current group
strategy to deliver improvement initiatives and efficiency
within the pilot as a priority area for the group.
Through Expert Support and Farmer Group Project funding
this group has been able to:
• Produce a supply chain attributes and gap analysis
document around grain storage, distribution supply
chain and logistics
• Review business model & recommendations document
• Develop an implementation plan in order to assist
GrowerCo achieve a sustainable business model for
members and stakeholders.

Solution and impact
A group of north-west NSW croppers have joined forces
to improve the economics of moving grain by cutting
handling and freight costs to Newcastle Port through
rail use.
Co-operative members have earned a total 200% return
on membership in their first two deals. GrowerCo’s
second bulk-handling rebate deal put an average $1000
into the pockets of members using the Louis Dreyfus
facility at Moree. Members using the facility over the two
harvests will see a 50% return on the latest deal, which
follows a 150% return on the previous deal.
The payment for the 2017 harvest of $1/tonne is up from
the initial rebate of 0.65c/tonne paid mid-year. The latest
payment is extended to chickpeas in addition to the
previous deal for wheat and barley receivals.

“It’s a win-win. The Louis Dreyfus facility was looking to
boost receivals in a very, very dry year. I think they’re
pretty happy with the way the deal is developing. I think
they’ll be in it for the long term.”
John Picone, GrowerCo Program and Business Manager.

Farming Together success stories
Booroowa/Harden Bandits (New South Wales)
The problem
A group of five South West Slopes sheep farmers
managing a total flock of about 15,000 wanted to
refine their sheep management strategies, to
add to their bottom line. They were seeking a
‘sheeponomist’ to provide livestock management
advice, much like an agronomist offers pasture
advice.

The role of Farming Together
Through Expert Support this group participated in
a group coaching model. The farmers participated
in a series of bi-monthly structured discussions
delivered by a Farming Together Program consultant
who provided technical expertise on sheep
management, with particular focus on animal health,
nutrition and reproduction. They also learned from
each other to implement a measure-to-manage
approach to their livestock businesses.

Solution and impact
All participants report improvements in flock
management. Farmers in the group have reported
less dystocia, with lower ewe and lamb mortality
rates, and best-ever lamb marking percentages
following improved nutrition – all due to the
consultation sessions.
One farmer’s spring-lambing mature ewes
marked more than 140% on ewes joined. Another
producer, discussing his poor lamb-survival rates,
has taken the group’s advice to source known
lower birthweight rams. The farmers also learned
to use a digital platform to share drench-testing
advice.

Through a greater understanding of sheep health requirements
– nutritional needs and internal parasite control taught by our
consultant – we are achieving better reproduction success within
our ewe flocks. Group learning through sharing experience has
also been great. It’s been an excellent experience.”
Steve Jarvis, farmer.

Farming Together success stories
Consolidated Co-operative Wineries (South Australia)
The problem
CCW Co-operative represents almost 600 grape grower
members who supply about 200,000 tonnes of wine. Located
in the South Australian Riverland, CCW is the largest grape
supply co-op in Australia.
Over time the co-op felt it had lost its ability to equip itself
with the necessary market intelligence to enter international
negotiations, specifically with the UK and US markets. Due to
a separation between its ‘growing’ and ‘processing’ functions,
the co-op found it had to negotiate in a much more
commercial rather than collaborative context, putting grower
members at a disadvantage when pitching their product to
their main buyer.

The role of Farming Together
Farming Together’s consultant, a wine-grower, facilitator
and experienced volume sales negotiator, met with CCW
executives and board members and designed tailored
negotiation coaching workshops, drawing on past and
current negotiations. Two intensive workshops with board
members uncovered strategies and tactics to place CCW in a
stronger position.
The workshops covered: Understanding the composition
of negotiations and structuring them to be favourable;
uncovering and deconstructing assumptions held by the
co-op; setting achievable goals by considering all parties;
analysing concession points to assist leveraging; improving
upon last year’s negotiations; how best to control elements of
the meeting and identifying and using tactics.

Solution and impact
Lessons learned from the workshops were shared
with the entire group of growers and will be
revisited annually in preparation for the selling
season. The co-op reported that every element
in the workshops contributed to their negotiating
success as a collaborative group. Extensive
documentation provided to the group as a result
of the workshops will ensure they stay on track
and can revisit lessons learned.

“The Farming Together program was really easy to access and
the team were so quick to respond. I was pretty impressed they
found a consultant of the highest quality who knew exactly what
we needed … it was well worth the time invested, in terms of
knowing what and what not to do…it really opened some eyes!”
Mark Voigt

