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The Government also agreed to the recommendations in Corish Report relating to the regular
review of research priorities. To this end the Council of Rural Research and Development
Corporation Chairs has accepted an invitation to join the Primary Industries Standing Committee
Subcommittee on Research Development. This will provide a forum for greater engagement
between the RDCs and Governments on collaboration on priorities.
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Introduction

This report has been prepared to examine collaboration between the Rural Research and
Development Corporations (RDCs), and to consider whether there are prospects to improve the
effectiveness and efficiency of the RDCs investment through greater collaboration.

As part of a general interest in the performance of the RDCs, levy payers and Government have a
keen interest in the efficiency and effectiveness of the performance of the RDCs. Collaboration is
an important tool used by the RDCs to improve their performance.

Rural industries in Australia are underpinned by a range of common scientific disciplines and
concepts. This raises the prospect of closer collaboration between the RDCs in research and
development projects, particularly at the more basic end of the research spectrum. There are also
opportunities to share some of the costs of maintaining the scientific research capacity in Australia
between the RDCs.

However, the RDCs were formed first and foremost to manage and administer the levies
contributed by the industries they were created to serve. Thus the RDCs seek to collaborate where
such actions improve the returns to the levy payers they are accountable to.

The Australian Government is also a major contributor to the RDCs. As a major contributor of
funds to the RDCs the Government specifies a set of national and rural research priorities that
provide all of the RDCs with directions as to how the Government wants its contribution spent. As
the Government priorities are common to all of the RDCs there is a wide scope for the RDCs to
collaborate in addressing them.

This paper begins by restating the role of the RDCs in the industries they operate in, and describes
recent initiatives undertaken to improve the level of collaboration between the RDCs. The report
then moves on o discuss the results of the review the RDCs have conducted into the current level
of collaboration between the RDCs.

An important first step in ensuring that the level of collaboration between the RDCs is optimal is to
measure the degree to which the RDCs currently collaborate, and the incentives and constraints
for further RDC collaboration.

As research funding providers and managers the RDCs participate in a wide variety of
collaborative projects within their respective industries. A large number of the projects funded by
the RDCs are collaborative and often involve more than one research provider, many of whom
contribute resources to the project in addition to those funded by the RDCs. A prominent example
of within industry collaboration is some of the Cooperative Research Centres which many of the
RDCs have been or are currently involved in. The focus of this paper is across industry
collaboration rather than an examination of the extensive within industry collaboration the RDCs
routinely participate in.










Table 3

Broad area of
activity

Domestic
marketing
including health
and nutrition
research issues

Trade

Strategy

Manufacturing
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A view of collaboration as seen by Dairy Australia

Example of types of collaboration

Co-investment

Attendance at trade and
agricultural shows including
Sydney Royal.

Development of education
material for schools and other
organisations.

Distribution of research results.

Sharing US lobbying training.

MLA and DA participate in the
NFF trade technical working

group.

Development of joint trade
positions issues.

Joint promotion and marketing
in international markets.

Increasing participation in the
Chair of Chairs Council
activities.

Joint funding of the secretariat
commissioned to improve
evaluation methodologies.

Coordination

Sharing research results. .

Annual meetings of
marketing managers.

Joint involvement in various |
multilateral and bilateral

trade groups (i.e. US FTA,
WTO and the proposed

FTAs with Japan and

China).

Coordinated responses to .
National and Rural
Research Priorities.

Joint activities and .
information sharing an
approaches on innovation
models and investigations

to see whether DA should
undertake joint of

coordinated research into

the human health benefits

of animal fats and proteins.

Communication

As needed where areas of
joint interest are identified.

Communication of trade
negotiation experiences
through regular staff contact.

Information sharing on
strategic issues of common
interest.

Considerable sharing of
experiences in strategic
planning processes and
evaluation systems.

Information sharing on topics
of interest for those levy
payers held in common with
other RDCs.

DA recently recruited a MLA
employee with expertise in
animal fats and proteins
processing.
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Broad area of Example of types of collaboration
activity
Co-investment Coordination Communication

Farm R,D&E « Extensive joint investment with ¢ Coordination of pasture e Making sure information on
other RDCs, for example the management and nutrition farm productivity topics that
Pastures Australian Initiative, research and extension are of interest to other RDCs
Making Better Fertiliser beyond co-investment is promoted and made
Decisions Project, Accounting projects. available.

for Nutrients on Australian
Dairy Farms, supplying a DA
funded position at MLA
working on a project on
candidate gene-based
molecular markers in pasture
plant improvement for the dairy
and beef industries.

Administration « RDC business managers « Frequent informal information
and project meet at least twice a year to sharing with other business
management discuss administrative managers on topic issues.

issues such as project
management systems,
compliance reporting and
evaluation techniques.

Communications  RDC communication
managers meet twice yearly
and currently have weekly
telephone conferences to
managed by the COC
secretariat.

Recent commentary on collaboration between the RDCs

The Agriculture and Food Policy Reference Group in Creating Our Future: Agriculture and food
policy for the next generation (the Corish Report), commented on the need for greater collaboration
between the RDCs. The report states that:

The structure of most RDCs, while having the advantage of increasing the sense of ownership by levy
payers, results in much of the research being undertaken from an industry silo perspective, that is to
say that with a single industry focus that does not necessarily make connections with other industries.
This can lead to both duplication of, and gaps in, research of value across more than one industry.
Some important research areas—for example, work that requires a regional rather than an industry
perspective or that applies to mixed enterprise farm management—are not readily accommodated
under this structure (Agriculture and Food Policy Reference Group 2006).

12
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The Corish report authors believe that the industry specific focus and accountability arrangements
combined with potentially large transaction costs make collaboration between the RDCs difficult.
However, the RDCs are assessed by levy payers and Government alike on the basis of how
efficiently they manage their R&D portfolios and how effective their R&D investments are. The
incentives for the RDCs to collaborate are high while remaining focused on the needs of the
industries they operate in. The incentives for the RDCs to collaborate are discussed in more detail
in a following section of this report.

The Corish report also cites several areas of high potential for collaboration. A survey of all of the
investment portfolios of the RDCs show that there was significant co-investment between the
RDCs in 2005-06 in all of the areas mentioned, and there are considerable joint venture
commitments in these areas for several years to come. The results of this survey presented and
discussed in the following section of this report.

In addition to the Corish report over the last 12 months rural research and development has been a
subject considered by several studies. Rural research and development is also being considered
as part of several national working groups considering national research priorities and frameworks.
Major policy statements and working groups of relevance to RDC collaboration are:

« Public Support for Science and Innovation, a draft research report by the Productivity
Commission;

« National Collaborative Research Infrastructure Strategy (NCRIS);

* Areview of the national research priorities (NRP) and a refresh of rural research priorities
(RRP); and

* Primary Industries Steering Committee (PISC) Working Group on Research Development &
Extension.

In 2006 the CCRDC joined the PISC sub committee on research, development and extension. The
CCRDC will now have a member on this committee which will help foster collaboration between
the RDCs, State and Commonwealth and research providers.

siralia 13



Box 1 Summary of the Australian Government Response to the Corish Report

The points below area summary of the Australian Governments Response to the Corish report as it relates to
RDCs collaboration and collaboration of rural research and development more broadly.

*  High priority on collaboration across sectors, agencies and jurisdictions, effective extension of results
and evaluation of outcome

» The CRDCC provides an effective mechanism for fostering collaboration among the RDCs on
strategic and cross-industry issues and for extending the influence of the RDCs into national

innovation strategies and policies.

« The Government is encouraging the Council in ifs efforts to enhance the overall performance of the
RDCs and achieve closer engagement of the primary and food industries in the national innovation
agenda, building on the extensive collaboration across industries and jurisdictions that already

exists.

»  Efforts to achieve more collaborative cross-commodity R&D activities will be instrumental in ensuring
long term sustainability. This becomes particularly critical where transformational science and land
use change is required either in response to environmental change or to changing technological

options.

Improving the prospects for collaboration

An examination of the incentives and constraints of further joint activities needs to be carried out to
improve the level of collaboration between the RDCs.

What are the incentives for collaboration?

A good indication of the level of collaboration that is likely to occur is to identify if there are any
incentives for the RDCs to collaborate. There are a number of circumstances that create the
incentives for collaboration to occur. The main incentives for collaboration are where:

» there are capital constraints and funds need to be rationed across a range of profitable
investment options;

e performance assessments are clear and orientated to efficiency and effectiveness of the
investment portfolio for the whole organisation;

e individual staff members are assessed and where remuneration is linked to program
efficiency; and

14



* many producers pay levies to several RDCs and expect to see combined effort as the farm
business they are operating has substantial overlap between enterprises.

Most of the RDCs have more research priorities and have more high yielding projects presented to
them than available resources. Therefore there are strong incentives to look for avenues to
collaborate with other research organisations to reduce costs and to leverage off the resources of
other organisations.

Constraints to collaboration

While there are strong incentives to ensure the optimum level of collaboration is achieved, there
are a number of constraints that may need to be considered in more detail. Some of these
constraints can be managed differently to increase the level of collaboration while others are less
tractable.

The main areas of constraint on the level of collaboration between the RDCs identified for this
analysis are:

» Transaction costs, such as the cost of establishing separate programs, monitoring and
evaluation that may need to be implemented to suit organisations with different systems
and objectives.

» Possible reduced flexibility of portfolio management.

» Dirrerences in industry R&D priorities between the RDCs reducing the scope for
collaboration in some areas.

» Collaboration with other groups such as CSIRO, CRCs or universtitiesother than the RDCs
may be more efficient and effective in some cases.

» Diversity in measures of performance of the RDCs causing problems in program design
and evaluation. The Council is developing evaluation frameworks to address this issue.

Transaction costs may be reduced by improving the uniformity of evaluation and reporting between
the RDCs. This may include ensuring that project management systems are designed to
incorporate joint projects, or by more of the RDCs adopting the same or similar project
management systems. An added incentive for greater standardisation of project management to
occur is the work that all the RDCs are involved in improving evaluation and performance reporting.

Transaction costs are also incurred by research providers if they have to deal with more than one
RDC. This is particularly important at the project proposal stage where there are high costs
involved for the researcher in identifying and approaching several of the RDCs to participate in a
project.

To ensure that the option of collaboration would be the most effective action for rural RDCs, the
Joint RDCs NRM Working Group developed a simple four-point checklist to assist organisations in
deciding when collaboration would be attractive and provide suggestions on how the collaboration
could be managed (see Box).

15



Box 2 Collaboration Checklist developed by the NRM working group—an example of improving
collaboration

1. Problem definition — does the issue suit collaboration?

Complexity — does the issue require multi-disciplinary, cross scale or high-risk research; involving various
stakeholders (e.g. community)2

Significance — does the size and duration of the research warrant collaborative infrastructure?

Broad interest — does the research have broad (generic) applications; is it of interest (and potential
advantage) to more than a single entity?2

2. Partnership profile — which other suitable, trusted partners may be interested?

Objectives — are there clear, understood, valued and compatible expectations and desired outcomes
between potential research partners?e

Resources — are there adequate and complementary (nhon-competitive) resources and skills available?

Leadership — does each partner have an effective internal champion; and is there a suitable, agreed
program leader?

Cultures and processes — are the differing cultures and processes of each partner understood and accepted?

3. Management agreement - will management be fair and effective?

Recognition and reward — will all participants (researchers and organisations) be adequately recognised and
effectively rewarded for their input?

Control and influence —is there an appropriate balance between input and ability o manage or influence
the investment?

Managing differences — are there means to raise and address management issues and scientific differences
as they arise?

Program development — are potential partners willing to invest in (and accommodate an uncertain outcome
from) a program scoping/development phase?

4. Justification - will returns outweigh fransaction costs?

Priority — does the proposed research address a mutual, high priority issue; and still remain relevant to
individual needs?

Efficiencies — will it generate outcomes or returns that exceed the ability of an individual organisation?

Resources and risks — will it attract funds and manage (or share) risks better than an individual organisation
could?

Expertise — will the proposed research attract a mix of researchers, facilities and ‘extension’ services beyond
the capacity of an individual organisation?

Data source: Reproduced from http://www.ruralrdc.com.au/WMS/Upload/Resources/200508 RDC%20NRM%20Report%20FINAL.pdf
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Identifying opportunities for greater collaboration

The collaboration workshop identified several areas of existing and new research that have high
prospects of collaboration. The table below records the responses of the 18 CEOs and program
managers present at the collaboration workshop when asked “What research priorities their
organisations currently have where there is scope for greater collaboration with other RDCs?” A
wide range of topics were presented and an indication of the number of RDCs that consider the
topic as an important area for joint action was recorded.

Table 4 Potential areas of collaboration identified at the collaboration workshop
Area for Possible Collaboration Worthiness of Existing Government RDC Interest to
Collaboration Collaboration Priorities Co-invest Funds
Score (max. 15) Vehicle
Climate change and variability 12 X X
Biosecurity and food trade 12 X X
Aid to trade 12
Water management 11 X 10
People and capacity building 11 11
Energy in agriculture (and biofuels) 10 X 6
Extension policy and adoption of 10 X
technology
Consumer acceptance and trends 10
Human health 10
Market access 9
Market research 9
Farm health and safety 8 X
Supply chain 7
Certification EMS 7
Resource access 7
7
Biotechnology
Data systems (ABS statistics) 7
Animal welfare 6 X X
Retail power 6
Peri urban interface 4

Data source: RIRDC survey
Note: The values are the number of participants who considered the topic important to their organisation and like to co-invest with another RDC)

There are also a number of methods of identifying and coordinating RDC collaboration
opportunities. The Council of Chairs of the RDCs provides an important point of contact for all of
the RDCs and will be used to identify collaboration opportunities. Other tactics that could be
employed to optimise the level of collaboration are:
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» As the Department Agriculture Forestry and Fisheries (DAFF) reviews all of the operating
and strategic plans of the research organisations it would be well placed to identify and
raise areas of common interest of the RDCs. A short annual report circulated by DAFF of
some of the common themes in the operating and strategic plans could be a useful way of
increasing collaboration between the RDCs.

» Encouraging levy payers to identify where there is overlap or gaps by encouraging the
many levy payer consultative groups to identify where their own businesses would benefit
from greater collaboration.

* Research providers who submit research applications could be given incentives to identify
collaborative opportunities in their submissions.

The table below shows the result of a survey of the current research priorities of the RDCs. Each of
the RDCs was asked to list a number of strategic issues facing them. The results were collated and
the number of times and issue was raised by an RDC was recorded. The results show a large
number of common research priorities that can be used as a basis for further investigation of
collaboration between the RDCs. While the table shows considerable common areas there
remains significant variation with the broad heading which will limit the extent of the co-investment
opportunities but may encourage greater coordination of activities.

Table 5 Current research priorities
Number of Range within the broad heading
responses
. Market intelligence, meeting consumer demand, product
Market development and demand creation 14 9 o 9 ) P
development, linking production to consumer demands
Increasing whole of production system 12 Sustainability, Responsive to changing conditions, cost
profitability through innovation reduction, increase productivity
L . Supply chain technology, quality assurance, contract
Supply chain innovation and management 8 )
management, grading systems, transparency, costs
Increase human resource availability and skill levels,
. A succession planning, culture, manage capacity to maximise
Human capacity building and management 6 ) _p _g 9 paclty )
adoption of innovation from a range of sources (increase
ability to 'free ride")
. . Increase rates and speed of adoption of technology,
Extension and adoption 5 . P . P 9y
increase awareness of project outcomes
Animal welfare and pest and disease 5 Integrated management of pests and diseases, animal
management welfare through supply chain, biosecurity
Genetic improvement (plant and animal 5 Link animal and plant breeding to consumer requirements,
breeding) increase genetic gain
NRM 4 Improve NRM knowledge, Innovation in NRM management,
increase NRM adoption
Trade access 4 Gain access to new markets and maintain existing access

18
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Human health

Resource security
Risk management

Collaboration and partnerships to develop new
products

Policy and communications

Accountability

Value adding

Number of
responses

Range within the broad heading

Increase awareness of the value of certain products to
human health

Water and fisheries access

Managing threats to sustainability, biosecurity
Supply chain partnerships to develop new products

Ensure effective communication with all stakeholders,
contribute technical information in industry policy
formulation, maintain and increase awareness of RDC roles
and activities

Reporting to stakeholders performance, services and
activities

Identification of value adding opportunities

The table above clearly demonstrates that the RDCs have a broad range of research priorities
where the potential for collaboration is high. To ensure these opportunities are explored in more
detail and realised, a number of RDCs working groups will be established to work on each major
priority area. The formation of these working groups was agreed at the workshop for
implementation in 2007. The working groups will:

« Explore in detail each broad area of potential collaboration;

» Identify the RDCs most likely to benefit from participating in the joint activity identified;

* Working with the RDCs to reduce the transaction costs; and

» Monitor and report on the progress of the collaboration put in place.

The working groups will also look to examples of across industry R&D collaboration such as that
developed for the National Collaborative Research Infrastructure Strategy (NCRIS) detailed in the

box below.
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Box 3 NCRIS - an example of an R&D infrastructure collaboration strategy

The National Collaborative Research Infrastructure Strategy (NCRIS) is a major initiative under the Government’s
‘Backing Australia’s Ability - Building our Future through Science and Innovation’. It aims to provide researchers
and industry with access to the infrastructure and networks necessary to undertake world-class research.

Through NCRIS, the Commonwealth Government is providing $542 million over 2005-2011 to provide researchers
with major research facilities, supporting infrastructure and networks necessary for world-class research, and to
facilitate the transfer of this research to important end uses. NCRIS has nine major themes, ranging from
biotechnology products through to the structure and evolution of the Australian continent. Within each theme,
NCRIS will provide funding to develop collaboration between the key research and development organisations
from academic institutions, government departments and agencies and industry.

The funding assigned through NCRIS is focussed towards research infrastructure and not towards research
projects. A key focus is the improved usage of and access to existing research infrastructure at a national level
coupled with the acquisition and development of new, world class research infrastructure. NCRIS is aimed at
increasing collaboration between organisations both within Australia and between Australian and overseas
organisations.

Once implemented, NCRIS will allow increased national access to an improved set of research infrastructure and
the research output from this infrastructure, allowing economic benefits to end users.

Summary of the NCRIS objectives
*  Maximise the contributions of the R&D system to economic development, national security, social
wellbeing and environmental sustainability;

. Infrastructure resources to be focussed in areas where Australia is, or has the potential to be, world-class
and provide international leadership;

*  Maqjorinfrastructure to be developed on a collaborative, national, non-exclusive basis.

* Infrastructure funded through NCRIS should serve the research and innovation system broadly, not just
the host/funded institutions.

e Accessis a crifical issue in the drive to optimise Australia’s research infrastructure.
The NCRIS strategic road map areas relevant to the RRDCs
5.1 Evolving biomolecular platforms and informatics

5.2 Integrated biological systems
«  Animal models of disease
e Plant phenomics
e Biological collections
5.5 Biotechnology products
. Bioreactors and bio processing at pre commercial scale for microbial, plant and animal cells;
¢ Downstream processing / product recovery
5.8 Networked biosecurity framework
*  Animal, plant and agquaculture
5.12 Integrated marine observing system
e Fisheries
e Climate forecasting
5.13 Structure and evolution of the Australian continent
e Accurate GPS positioning relevant to precision agriculture
3 D model of earth’s crust relevant to groundwater management

5.16 Platforms for collaboration

20



Current level of collaboration

Co-investment

As a first step in the process of responding to the concerns expressed in the Corish Report and
from others, the RDCs attended a workshop on the 8 November hosted by RIRDC and LWA to
discuss the current and future level of collaboration. In preparation for this workshop the RDCs
reviewed their entire portfolio of current projects (as of the 30 June 2006) to determine the number
type and value of projects where more than one RDC was financially involved.

In addition to identifying the number, type, value and forward commitments of programs and
projects where more than one RDC financially contributed, the RDCs were asked to indicate if
there were other non-RDC collaborators, and provide some commentary on the types of
collaboration employed by the organisation.

A summary of the RDCs responses to this survey are presented below:

» Over 70 individual programs and projects were identified where more than one RDC made
a financial contribution.

» The average participation number of contributing RDCs was 2.84 (this means that on
average there are often three RDCs contributing to a program or project).

» 80 per cent of the instances of co-investment between RDCs were in programs with
multiple projects rather than individual projects (this supports a view that there may be high
transaction costs associated with co-investment as programs are generally larger by value
than projects).

» Approximately 50 per cent of the projects listed had collaborators in addition to the
participating RDCs. Other collaborators were State Departments of Agriculture, CSIRO and
Industry partners).

* Approximately 8 per cent of the total RDC R&D expenditure in 2005/06 was in co-invested
with other RDCs ($35 million).

» There were twenty projects identified where 4 or more RDCs were involved.

It is important to note that these statistics relate only to the programs and projects that the RDCs
co-invest in and do not include projects or programs where the RDCs formally or informally
coordinate their activities.

The survey also highlights where there were clusters of R&D co-investment. It is clear that there
are some natural areas of collaboration between several of the RDCs. The areas of potential
collaboration cited by the Corish report are all represented in this table.
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Table 6 Major Fields and Expenditure on Collaboration in 2005-06

Field of Word

Animal genetics and genomics

Natural Resource Management

Extension and communications

Irrigation

Soil biology and management

Animal health and welfare

Feed grains

Joint Agro-forestry program

Pasture variety improvement and management
Climate variability

Cooperative Venture for Capacity Building (CVCB)
Farm Health and Safety

Capacity building (other)

Other

Total

Value ($m)

8.25
7.79
2.9
2.62
2.55
2.07
1.82
1.82
1.74
1.17
0.59
0.51
0.48
1.04
35.36

Note: 80 per cent of the co-investment is at the program level.

The table clearly shows that some of the natural clustering of RDC program and project
collaboration. What the survey did not show was the less formal areas of collaboration of the RDCs
particularly in management, reporting and administration areas of RDC activities, in which the
Council of Rural Research and Development Corporation Chairs plays an important role.

An important component of the survey was the qualitative responses on the extent of collaboration
between the RDCs. The points below summarise the main themes of these responses:

» Co-investment is only the tip of the collaboration ‘iceberg’ of the RDCs and should not be
used to measure the extent of collaboration between the RDCs.

» Co-investment while only a small percentage of the total level of collaboration is important
as it establishes conduits for increased less formal collaboration such as coordinating

research efforts and communicating results.

* A substantial amount of collaboration is conducted in the administration and management
areas of the RDCs. For example, business managers meet twice yearly to discuss reporting
and compliance issues. This has led to one or two of the RDCs trialling and reporting on
experiences of new project management systems. Communications managers also meet
regularly to discuss strategies and opportunities to coordinate their activities and share

experiences.

« Often RDCs collaborate through third partys which are not picked up in the co-investment

survey results.
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There are two fully publicly funded RDCs, Land and Water Australia (LWA) and the Rural
Industries Research and Development Corporation (RIRDC). RIRDC has a mandate to invest in
cross sectoral projects and programs, and participates in a wide range of collaborative activities.

Land and Water Australia has the specific mandate of investing in natural resource management.
As natural resource management is an important cross industry issue LWA tends to collaborate
with most of the RDCs in programs and projects dealing with this subject. The LWA collaboration
project list demonstrates the extensive co-investment collaboration undertaken by most RDCs
which can be seen in the table below. In this table all of the RDCs are included and most have

multiple projects or programs listed.

Table 7 Examples of collaborations involving LWA
RDC Recent Collaboration Current Collaboration
APL MEDLI Land, Water and Wool
AWI SGS National Annual Pasture Legume Improvement Program
(NAPLIP)
Managing Climate Variability
Cooperative Venture for Building Capacity
Grain and Graze
CRDC Pesticide BMPs National Program for Sustainable Irrigation
Water use efficiency Riparian Guidelines
NPIRD Evaluation Case Studies
DA National Land and Water Resources Audit Riparian Guidelines
Climate Variability in Agriculture Managing Climate Variability
Oral history Cooperative Venture for Building Capacity
Effluent management through the general
call Better Fertiliser Decisions
Gippsland Riparian project CMA Knowledge Management project
NPIRD (nutrients) Dairy catchment
DA workshop
FRDC Drainage techniques for sugar lands on
coastal floodplains
Project re: Impact of catchments on estuaries
Ord-Bonaparte Program Scoping Study
FWPRDC Joint Venture Agroforestry Program Joint Venture Agroforestry Program
GRDC Climate Variability in Agriculture National Dryland Salinity Program
Native vegetation project Managing Climate Variability
Adoption Program NAPLIP
Cooperative Venture for Building Capacity
Grain and Graze
GWRDC National Program for Irrigation R&D (partial
root zone drying [PRD]) Acidity Audit
Cooperative Venture for Building Capacity
HAL National Land and Water Resources Audit National Program for Sustainable Irrigation

Pesticide risk assessment
NPIRD (PRD, soil/organic matter)

Building Capacity for Innovation
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