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Background

The Western Dairy Regional Development Program is a not for profit association, incorporated under the Western Australia Associations Incorporations Act, 1987.

Western Dairy is funded by Dairy Australia through R&D levies, at a rate roughly proportionate to the milk production figures of the region. Although Western Dairy has one of the highest production figures of all regions on a per cow basis, the number of dairy cows in this state dictates the total production to a degree where it is the smallest state by volume; and thus operates on the smallest of the 8 RDP research budgets handed down by Dairy Australia, of just over $210,000.

Western Dairy is directed by a five-member board, where each director has capacity to demonstrate a strong interest in and commitment to the WA dairy industry.

Directors are encouraged to invest their time in undertaking a company directors course, to assist them in dealing with matters of governance and conflicts of interest in particular, but also to optimise their ability to make a vibrant and complimentary contribution to the overall board performance. 

The board comprises a mix of skills and gender; must be chaired by a dairy farmer and have at least three directors who are farmers and levy payers to Dairy Australia. It is expected that at least one of the directors will have special skills in the area of dairy science, manufacturing or extension.

Western Dairy members are defined in the constitution as being:

· WA-based Levy payers of Dairy Australia

· Members of the State Farmer Organisation’s dairy division

· Members of the WA Milk Manufacturers Association

· Any other person, as identified by the board, who can demonstrate an interest in and a commitment to, the WA dairy industry.

Western Dairy takes very seriously its responsibility of ensuring WA dairy farmer levies are used in a manner that delivers benefit to all dairy farmers of the state but also in a manner that has the capacity to lever additional funding regularly interfaces with Dairy Australia, the Australian Dairy Farmers and the six State Dairy Farmer Organisations in shaping the activities.

The challenge remains to find ways of reaching those farmers who are reluctant participants in Western Dairy events or recipients of information to optimise our equitable dissemination of the levy benefit. Of equal challenge is the task of extending the levy payers who are avid information seekers and adopters of best-practise, to ensure they too receive benefit from the research and extension activities undertaken.

The Western Dairy Charter

The charter of Western Dairy is to enhance the economic and environmental wellbeing of the region’s dairy farming industry through effective research, development and extension.

Western Dairy will seek to do this by:

· Working with regional stakeholders to identify and evaluate areas where Research, Development and Extension may assist in the competitiveness and sustainability of dairying in the region;

· Ensuring responsible and timely use is made of the R&D levies paid by WA dairy farmers and where possible using these funds to lever additional monies that can then add further value to current and planned research projects;

· Participating in national priority setting and strategic planning of Farm RD&E, in particular through liaison and communication with WAFarmers;

· Identifying and facilitating regional projects and relationships providing benefit for the local dairy industry – RD&E; HR; and other areas;

· Building local community awareness and ownership of RD&E.

· Facilitating communication between the WA Dairy farmers and the WA dairy research community.

· Monitoring and evaluating the effectiveness of all the above.

Memorandum of Understanding

A memorandum of Understanding (MOU) exists between Western Dairy and the WA Farmers Federation Dairy Section, the original signing of which took place in June 2004. It has recently been renewed for the period 2007-2010.

This MOU is underpinned by the Western Dairy constitution and essentially exists to define reporting and communication style between the two organisations, specifically to ensure a robust and effective process of R & D priority setting can occur.

Board operating style

The Western Dairy board meets on average five times per year, but its board members would officially represent the organisation at a further 10-16 industry meetings/events over the year. It is generally excepted that interim/industries meetings would be attended by, where possible, the board member/s with the most appropriate skills/interest in relation to the topic/issues being discussed. 

An ability to demonstrate independence and no commercial bias at these meetings is critical.
Communication between board meetings is generally by email and in most cases instigated by the Executive Officer. Communications to the board will at times be simply “for information” whilst at other times, an opinion and position is sort. Board members should as a rule, choose the “reply all” function so their stance on any issue under discussion is considered effectively by the full board. A non response is generally taken as acceptance, however a brief acknowledgement and position, no matter how short, is preferred to a non reply.

Board Meeting Preparation

The board operates according to its annual agenda (see further this document) and sets dates for its next board meeting within the time frames of the annual agenda, but usually only one meeting at a time. Thus, board members will know the month of their next board meeting and the date of that meeting will be set at the meeting immediately prior to it. This process generally ensures optimal attendance. 

A draft agenda and notice of meeting will be sent generally within four weeks of a meeting, with board members having the opportunity to add papers, issues and general business to the agenda.

Board papers, including finances, are delivered to each board member electronically within one week of a board meeting. It is the responsibility of the board member to print off all required papers and supporting information and bring it with them to the meeting.  The Executive Officer’s report, which is circulated with the papers, generally deals with items that are not dealt with on the meeting agenda and intended to provide information about more operational matters rather than those requiring strategic input.

Board Policies

To ensure the Charter as described above is upheld, the Western Dairy board operates in accordance with a range of governing policies

1. Priority Setting

It is the board’s responsibility to ensure a thorough and robust process of identifying RD&E priorities occurs on an annual basis and in close consultation with WAFarmers. 

This process should occur in the period leading up to February of each year – the month when the draft annual operating plan for the subsequent financial year, falls due with Dairy Australia.

The resulting draft annual operating plan must be shared and supported by WAFarmers.

2. WA Farmers

The Dairy Australia/Australian Dairy Farmers model is very much about ADF identifying the issues and Dairy Australia responding to them. This principle extends to the regions, although acknowledges that most RDPs comprise boards with special interest in R&D and thus at a regional level, a greater responsibility for gathering the research requirements falls on the shoulders of the RDPs. Notwithstanding this, it is a requirement that Western Dairy communicates closely with the state dairy farmer organisation in the development of research priorities to ensure the national priority setting cycle is effective and the instances of duplications are minimised. Refer to the MOU for further information.

3. Program Direction

Following the completion of the RD&E issues identification, the board will contribute to and sign off on a draft annual operating plan and supporting program conduct and research budget each February, prior to the document’s lodgement with Dairy Australia for circulation between other RDPs and SFOs.

This document is subject then to peer review and the final version of the AOP must be lodged with Dairy Australia by June 30.

Prior to final lodgement, it is recommended the board applies the Integrity model to this AOP to ensure it is:

· Comprehensible

· Feasible

· Accountable

· Sustainable
4. Leverage

It is expected that the board will actively seek and encourage opportunity to use existing projects and activities to lever additional funding, for the greater benefit of WA dairy farmers.  

5. Strategic Planning

In addition to the annual operating plan, it is an expectation that the board undertakes regular (once every three years) review and update of the RDP strategic plan, to ensure the RDP shares common RD&E goals with all stakeholders.

6. Program Administration

The annual operating plan is supported by a budget covering activities of the Program Conduct, as a subset of the total  R&D budget allocated to Western Dairy by Dairy Australia.  The AOP should also describe the dollar allocations of large research project activities, which are contracted directly between Dairy Australia and the research institute carrying out the activities. 

6.1 Program Conduct Budget

It is the board’s responsibility to determine what proportion of its total research budget allocation is to be spent on Program Conduct (which includes small projects up to the value of $10,000)

Western Dairy’s Program Conduct budget is contracted with Dairy Australia at approximately $100,000.

It is the board’s prerogative to authorise any internal variations to the program conduct budget, within the amount contracted.

6.2 Research Budget

All projects over the value of $10,000 must be contracted directly between Dairy Australia and the person or entity conducting the research, development or extension.  Prior to the signing of such contracts, the Western Dairy board must be able to demonstrate to Dairy Australia that the project is consistent with the research priorities identified by the region and that the spend represents the best possible use of WA dairy farmers levies.

7. Stakeholder Relationships

Western Dairy is generally considered as being representative of dairy industry opinion in relation to all issues relating to dairy research, development and extension.  It is the Western Dairy board’s responsibility to develop and maintain a strong relationship with WA-based RD&E professionals in order to optimise the communication between dairy scientists and dairy farmers.

8. Human Resources

It is the Western Dairy board’s responsibility to select, appoint, monitor and evaluate the executive officer to manage the day to day activities of Western Dairy. It is also the board’s responsibility to set the remuneration and manage the employment contract between Western Dairy and its executive officer.

9. Delegation policy

The Western Dairy board delegation policy should be reviewed on an annual basis. As at December 2008, the board delegates the following responsibilities to the executive officer

9.1 Finances

It is the board’s responsibility to delegate certain financial responsibilities to the Executive Officer.

The executive officer is authorised to make payments of all items to the value of $5000, providing they are matched to a line item within the program conduct budget.

Amounts in excess of $5000 require the approval of the board.

9.2 Correspondence

The executive officer is authorised to carry out daily communication with stakeholders that are regarded as being in the best interests of Western Dairy.

It is expected that the executive officer demonstrate fair judgement of items that require board authorisation, prior to distribution

10 Reserves and Accumulated funds Policy 
The Western Dairy’s reserves policy relates specifically to funds that are held in reserve in an account separate to the main Western Dairy trading account. Reserves are held with a view that they should be at least the equivalent of six months' average operating costs and are held for use in the occasion of the RDP being wound-up, enabling Western Dairy to:

· Meet all of its liabilities should it cease to operate  and;

· Should the conditions allow,  provide a capital sum for the development of new funding opportunities

A figure between $40,000 and $60,000 is currently considered to be an appropriate figure to be held in reserve; however this figure is subject to annual review.

11 Accumulated funds
Accumulated funds are those generated from project surpluses, generally arising from sponsorships that have been greater than the sum total of small project expenses, and have accumulated over financial years and carried over to become ‘accumulated funds’.

Accumulated funds provide Western Dairy the flexibility to provide activities that have not been budgeted out of contracted project funds and are therefore considered to be an essential component of Western Dairy’s operating style, with often the greatest immediate benefit to levy payers coming from activities that have been funded through accumulated funds.

The board regularly draws down on accumulated funds in order to respond to immediate industry needs, but only does that when it is confident of the RDP’s ability to continue to make small accumulations on a year-on-year basis, in a manner that will replenish funds used in this matter.

A figure of between $60,000 and $100,000 is considered an appropriate allocation on which to draw in response to industry needs.

 

12 Annual Agenda

In order to trigger the appropriate set of actions as described in this document, the board work to this annual meeting agenda:

	February
	· Review of draft annual operating plan; program conduct budget and research budget for the following financial year;

· Report to WAFarmers status of draft AOP

· Mid-term review of major research projects

	
	

	April
	· Performance and contract review of Executive Officer;

· Review of program conduct budget breakdown

	
	

	June
	· Approval of AOP and review of strategic plan;

· Review of board performance and composition;

· Review of board sitting fees;

· Provision of documentation in relation to board appointments to Western Dairy board selection panel;

	
	

	September
	· AGM and Western Dairy project update

	
	

	October
	· Review of priority planning activities;

· Consultation with WAFarmers

	
	

	December
	· Small project policy evaluation;

· Delegation policy review
· Reserves and accumulated funds policy review

· Review of interest bearing accounts
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Undertaking six key areas of RD&E activity


Broken down into National and Regional Projects


1. National Extension Projects

· The National Centre for Dairy Education Australia (NCDEA)

· Dairy Moving Forward – Taking Stock and Taking Action

· The People in Dairy 

· Countdown Downunder – to assist with the lowering of cell counts

· Cowtime – to assist increase efficiencies and reduce time in the dairy

· InCalf – to assist increase the fertility rates and in-calf rates of the Australian dairy herd

2. National Research Projects to which Western Dairy is contributing either in cash or in kind

· Dairying for Tomorrow – a project to promote farmer uptake of best practise natural resource management, aimed at increasing the social, environmental and financial sustainability of the Australian dairy industry;

· Accounting for Nutrients (A4N)
· Confidence to Grow


3. Regional Major Research/Extension Projects

· Greener Pastures

· Regional Feedbase Development Group

· Extended Lactation

· Dairy Invest and related activities
· Activities of the Dairying for Tomorrow regional coordinator
· Employer of Choice pilot process

· Cows Create Careers
4. Regional Small Projects

· Dairy Innovation Day

· South West Young Dairy Farmers

· Board leadership opportunities

· Hot issues workshops in response to industry requirements and demand

· Picasso Cows

Dairy Australia and other bodies;


Funded by a mix of levies and government monies
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