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About the ‘Growing a Great Barrier Reef’
(GGBR) project
The Reef Trust Phase III: Reef Alliance ‘Growing a Great Barrier Reef’ (GGBR) project was an initiative of the Reef
Alliance (started in 2008) and delivered through 12 of its 15 partners including:
• AgForce		
• CANEGROWERS
• Growcom 		
• Queensland Dairyfarmers’ Organisation

• Australian Banana Growers’ Council
• Cape York NRM
• NQ Dry Tropics
• Queensland Farmers’ Federation

• Burnett Mary Regional Group
• Fitzroy Basin Association
• NRM Regions Queensland
• Terrain NRM

The GGBR project aligned with targets of the Reef 2050 Long-Term Sustainability Plan and the Reef Water Quality
Protection Plan. It was a new water quality model with a major focus on extension supported through incentives to
advance farmer practices beyond industry best management practice (BMP) and fast track the implementation of
innovative practices. This was a big change from previous funding models.
The Queensland Farmers’ Federation (QFF) administered the GGBR project with partners delivering its approach
on the ground. This meant that it could build on eight years of established collaborative partnerships encouraging
consistent approaches, creating efficiencies and avoiding duplication.
The GGBR project was funded by the Australian Government Reef Trust Program ($45.6 million over 3.2 years) and
began May 2016. It was completed December 2019.
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Scope

Catchment regions

Improve water quality across the Great
Barrier Reef (GBR) by enabling landholders
to change practices in cane, grazing, dairy,
horticulture, bananas, grains and cropping.
Establish links between Reef programs,
regions and industry Best Management
Practice (BMP) by delivering an integrated
‘whole of reef’ program of training,
extension and on-ground support
to agricultural land managers and
the broader reef community.
Eliminate duplication, boost sharing and
provide consistent project support systems,
maximising Reef water quality outcomes
while ensuring profitable, productive
agricultural landscapes.

Cape York
Wet Tropics
Burdekin
Mackay Whitsundays
Fitzroy
Burnett Mary

Goals
Improvement of Reef-wide collaboration
for more effective on-ground delivery.
Effective targeting of investments to
maximise water quality outcomes.
The Reef Alliance’s approach to the GGBR
project is recognised as a cost-effective and
strategic model for delivering large scale,
integrated programs.

Target
By June 2019, 1,219 farmers and graziers covering 1,917,186 ha in 33 GBR catchments have improved farm
management practices to contribute to a 4.4% (169Kt) reduction in sediment load, 6.9% (345t) reduction of
dissolved inorganic nitrogen and a continued reduction in pesticide load generated from broadscale agriculture in
priority Reef catchments.

Ongoing pesticide
load reduction

Innovative land management
practices have been
developed, trialled and
implemented by early
adopters

Innovative engagement
methods have increased the
reach of land
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What GGBR achieved
Overall

Grazing
227

1,783,998ha

ENTERPRISES
MAKING CHANGES

AREA OF PRACTICE CHANGE

TARGET 178

TARGET 1,917,186ha

126% deliverd

93% deliverd

1,114

1,619,910ha
FARMERS

ENTERPRISES
MAKING CHANGES

AREA OF PRACTICE CHANGE

TARGET 1,219

TARGET 1,588,500ha

91% deliverd
366 tons

102% deliverd
*

DISSOLVED INORGANIC
NITROGEN (DIN) REDUCTIONS
*estimates from P2R projector
TARGET 345

106% deliverd

Cane

Improved practices include:
fencing of riparian areas and
access to oﬀ-stream watering
points; erosion remediation
works; improved management
of grazing pressure; and
installation of infrastructure
(e.g. water pipes, solar pumps,
water troughs) to better
manage stock movement.

Achieving the outcomes

Reef-wide data systems ensuring
consistent quality and efficient data
management
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643

ENTERPRISES
MAKING CHANGES
TARGET 779

83% deliverd

85,889ha

AREA OF PRACTICE CHANGE
TARGET 60,000ha

143% deliverd
Improved practices include:
fertiliser optimisation;
improved irrigation
infrastructure and
management; and use
of GPS technology.

GGBR used the following key elements to
maximise efficiencies, support collaboration
and achieve its outcomes.

Reef-wide monitoring & evaluation
framework ensuring a Reef-wide
consistent approach to measuring
outcomes and impacts

Horticulture

Grain
79

102

ENTERPRISES
MAKING CHANGES
TARGET 84

94% deliverd

ENTERPRISES
MAKING CHANGES
TARGET 116

88% deliverd

70,061ha

AREA OF
PRACTICE CHANGE
TARGET 250,000ha

28% deliverd

Improved practices include:
on-ground works to reduce
sediment run-oﬀ.

5,248ha
FARMERS

AREA OF PRACTICE CHANGE

TARGET 6,686ha

78% deliverd

Improved practices include:
automated fertigation systems;
improved irrigation systems;
inter-row remediation; lower
volume pesticide sprayers; use
of GPS to establish permanent
beds with good sediment
management; sediment traps;
and soil proﬁling and installing
equipment to monitor soil
properties.

Reef Alliance governance framework
ensuring collaboration, learnings and
Reef-wide prioritisation of investment

Dairy
63

ENTERPRISES
MAKING CHANGES
TARGET 60

105% deliverd

2,890ha

AREA OF
PRACTICE CHANGE
TARGET 12,000ha

24% deliverd

Improved practices include:
soil testing resulting in more
eﬀective use and placement of
fertiliser; changes to laneways
and tracks.

Reef-wide communication and messaging
of catchment and Reef-wide outcomes
increased across all media
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GGBR’s broader impact

		Environment

		 Ecomonic

Reduced Nitrogen run-off to the
Great Barrier Reef Lagoon.

Increased effectiveness and utilisation of
Nitrogen fertiliser applications.

Improved wetland, waterway and marine
ecosystem health.

Increased crop and pasture productivity.

Improved vegetation, gully remediation and
ground cover reducing sediment loss.
Improved soil health and infiltration.
Decreased pesticides and herbicide run-off.

Improved irrigation application and water use
efficiency.
Reduced input costs.
Increased farm profitability.
Regional employment and business stimulus.

Growing a Great Barrier Reef project Impact Pathway
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Social

Producers increasing their access to skilled
advisers.
Better awareness and understanding of issues
and solutions.
Producers with increased skills to implement
changes and improvements.
Increased producer confidence and BMP
accreditation.
Stronger and more capable regional service
delivery organisations.
Increase in the number and skills of extension
staff in the regions.
Stronger collaboration between regions.
Stronger relationships and cooperation
between industry and NRM bodies.

		

Legacy

There are significant legacies likely from the GGBR
project including:
A tested collaborative framework which
is continuing to be used by some partners to
operate together through RAP 2 (with a cane
and grazing focus through the GBR Foundation).
A strengthening of networks between regions
and commodities.
Capacity building of partner staff and
extension delivery partners allowing for more
informed collaboration in future projects.
The multi-organisational use of the RAP
Database and its ability to directly input into
P2R. The Great Barrier Reef Foundation has
shown interest in maintaining/ using the
database.
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How GGBR worked
GGBR was cross-regional, cross industry and cross sectoral. While adding complexity, this was a real strength of the
project. Participating Reef Alliance members believed that improved communication and collaboration across Reef
regions and commodities could result in more efficient and effective outcomes for reef water quality.

Governance

A common database

GGBR was overseen by a
Management Committee of
partners with commodity working
groups providing cross-regional
technical guidance and ensuring
progress towards targets.

A database developed for partners
to collaboratively capture data
across regions/ commodities and
facilitate
reporting was considered one of
GGBR’s major achievements.

The contract was administered
by QFF who coordinated overall
project delivery and reporting on
behalf of the partners. The partners
directly delivered extension, subcontracted on-ground delivery
organisations and/or a mix of the
two, to achieve outcomes.

It included details on extension
hours spent working with individual
producers to develop property
management plans and facilitate
practice change. This is the first
time that this type of data has been
collected.
[A] Main concern was whether we
would be able to develop a database
that would work well enough to
measure our outcomes. This is no
longer a concern as the database
achieves what it was meant to.
- Terrain NRM 2019

An integrated
framework
GGBR’s framework and approach
had a positive impact on partner
capacity and processes to deliver
not only this, but future projects.
Benefits and efficiencies were
found in the project’s central
administration and reporting
to the Commonwealth (QFF’s
coordination role), its consistency
of data collection (database) and
shared tools and resources (crossorganisational learning).
The ability to move funds and
targets to another region (same
commodity) provided greater
flexibility in a multi-region and
multi-partner program. We would
otherwise not have been able to
do that if we were delivering our
own regional project and would
have had to hand funds back to the
Australian Government.
- Burnett Mary Regional
Group 2019
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The effort behind GGBR
The GGBR project provided some unique as well as complementary contributions (to related projects/programs
in the region) to addressing on-farm improvements in water quality management. Delivery was a mix of extension,
incentives and innovation with an average across industries of 51 per cent of funding for extension, 13 per cent for
innovation and 21 per cent to incentives.

Extension

Incentives

Cane and grazing mostly used one-on-one extension
to develop a farm/property improvement plan (or
Nutrient Management Plan or similar) and benchmark
practices against the relevant Paddock to Reef Water
Quality Risk Framework. Identified improvements
were facilitated through access to expertise, training
and/or incentives where producers were willing and
able to act.

While incentives were used in all industries to support
the extension effort, some commodities relied more
strongly on incentives linked to practices identified in
their industry environmental benchmark frameworks
(e.g. Hort 360). Bananas facilitated practice change
using incentives to motivate grower involvement with
extension and workshops.

This extension approach was effective for providers
and also appreciated by producers. Some
complementary extension approaches were also
used including field days, peer to peer learning and
workshops.

Grants of $11.8M were provided to facilitate targeted
practice change with a combined farmer cocontribution of $16.7M - a ratio of 1.41 to 1.

$11,890,249

TOTAL INCENTIVES

$16,721,380

TOTAL FARMER CASH AND IN-KIND CONTRIBUTION

1.41 : 1

Ratio of farmer cash and
in-kind contribution to $1 invested
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736
Total projects that
recieved incentives

Engagement
The GGBR project engaged 1,588 farmers and graziers in one-on-one extension which constitutes 22,412 hours of
effort at an average of 14 hours per individual.

Grazing
339

GROWERS ENGAGED 1 ON 1
367 TOTAL PEOPLE ENGAGED

6,161 hours
(18hr/grower avg.)

Cane
885

GROWERS ENGAGED 1 ON 1
1,034 TOTAL PEOPLE ENGAGED

13,927 hours
(16hr/grower avg.)

Grain
143

GROWERS ENGAGED 1 ON 1
151 TOTAL PEOPLE ENGAGED

1,198 hours
(8hr/grower avg.)

Horticulture
164

GROWERS ENGAGED 1 ON 1
166 TOTAL PEOPLE ENGAGED

446 hours
(3hr/grower avg.)

Dairy
57

GROWERS ENGAGED 1 ON 1
64 TOTAL PEOPLE ENGAGED

660 hours
(12hr/grower avg.)

Innovation projects
The GGBR also supported projects to trial and validate innovative practices improving water quality within the
constraints of the proposal process and time available. The cane industry had nine projects funded, grazing three,
grains two and bananas one.
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The Reef Champion Awards
The Reef Champion Awards were an initiative of the GGBR project with support from the Australian and
Queensland Governments. The awards recognised and celebrated the achievements and efforts of outstanding
individuals and organisations taking action to improve the quality of water entering the GBR.
They were key to communicating positive stories through the media about actions being taken to protect the Great
Barrier Reef. Award winners also shared their learnings and experience with others in their industry.

2017 Award Winners

Reef Nutrient
Management Award

Reef Sediment
Management Award

Reef Conservation
Award

Christopher Russo

Dan Bishop

Gary & Angela
Spotswood

Reef Extension
Officer’s Award

Prince of Wales Environmental
Leadership – Reef Sustainability Award

Debra Telford

Frank & Dianne Sciacca

The recognition from the Awards gives a degree of credibility and makes
it clear that certain growers are not just ‘beating their own chest’…I
believe there is a big disconnect between government, growers and the
community [and] the awards help to tie these parties closer together.
- 2017 Award Winner
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The 2018 Awards celebrated the International Year of the Reef and recognised the broader community’s
involvement in protecting the Reef. The awards continued to be funded by the Australian Government in 2019.

2018 Award Winners

Reef Nutrient
Champion Award

Reef Sediment
Champion Award

Reef Conservation
Champion Award

David Defranciscis

Bob Harris

Mt Pleasant Station
Management

Reef Pesticide
Champion Award

Reef Extension Officer
Champion Award

Reef Community
Champion Award

Phillip Deguara

Allan Blair & John Day

Mulgrave Landcare &
Catchment Group

Reef Youth Champion Award

Reef Youth Champion Award
(Under 15)

Prince of Wales Environmental
Leadership – Reef Sustainability Award

Nicole Nash
& Gavin Rodman

Sid Crawshaw

Gerry Deguara

Joint Winners

(10 years old)

I think the Reef Awards are a great way to learn through the experience
and actions of others…
- Fitzroy Basin Association 2018
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What was learned
Multiple partners across regions and sectors provide efficiencies but
requires a significant input of time to establish an effective and collaborative
understanding of project processes. Adaptive governance approaches should
explicitly be built into collaborations.
A common database can be a major contribution to improved efficiency in
reporting and quality control.
It takes time and resources to establish, develop and maintain the extension
capacity needed for practice change activities.
While extension increases the learning and skills of producers during the
process, practice change is less direct and takes a longer time than the use of
incentives. Extension linked with incentives is an important part of the change
process.
The competing demands on producers from a range of programs reduces
their interest and availability to be involved in new programs. The challenge
is with those who are reluctant to engage or are not in a position to make
changes.
While the project saw the value of and included support for the development
of innovative technologies and extension approaches, there were significant
challenges in achieving outcomes/outputs in this area. Success indicators
and contract arrangements for ‘innovation projects’ should be linked to the
innovation cycle with less emphasis on immediate practice change outcomes.
Demonstrating the value of the project’s approach and evaluating its impacts
was a challenge. Impact measures should include social indicators (e.g. gains
in awareness, knowledge, gains in attitude and commitment) rather than only
SMART targets (e.g. practice change per hectare in narrowly defined priority
areas) and intermediate indicators for partners/collaborators to demonstrate
progress towards overall project objectives.

Where to from here
The GGBR project was a significant step in bringing together government, the
agricultural sector and NRM organisations to address reef water quality initiatives
across industries, regions and catchments in the Reef regions. The overall
experience provided major lessons in how to manage such a broad and complex
partnership and how to maximise synergies and outcomes as a result.
A long term perspective is necessary to meet the 2050 goals for reducing
agriculture’s impact on the Reef and a high level of social capital and capacity
needs to be developed and maintained in the Reef regions to achieve the
required changes.
The Reef Alliance partners will continue to seek opportunities to build on the
collaboration model which was a feature of the GGBR. The splintering of the Reefwide approach will limit cross-organisational collaboration and learning.
While there are some efficiency gains focusing on one-on-one extension with
landholders in high priority areas, there is a need to complement this with an
ongoing whole of region approach to extension (including group and peer-to-peer
learning) and education.
This is about cultural and generational change and ensuring a well-educated and
informed agricultural and grazing community. The Reef Alliance will continue to
promote and support this region-wide approach to long term change in any way
that it can. It is hoped funding agencies will continue to see the value and support
this important broader need.
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For further information:
@ReefAllianceAU

@ReefAllianceAU

