
Final Report 
 

An industry, markets and business 
development program for the Western 

Australian citrus value chain 
 

Bronwyn Walsh  

Agriculture Produce Commission 
 

Project Number: CT11005    



CT11005 

This project has been funded by Horticulture Innovation Australia 
Limited with co-investment from Agriculture Produce Commission 
and funds from the Australian Government. 

Horticulture Innovation Australia Limited (Hort Innovation) makes no 
representations and expressly disclaims all warranties (to the extent 
permitted by law) about the accuracy, completeness, or currency of 
information in An industry, markets and business development 
program for the Western Australian citrus value chain. 
 
Reliance on any information provided by Hort Innovation is entirely at 
your own risk. Hort Innovation is not responsible for, and will not be 
liable for, any loss, damage, claim, expense, cost (including legal 
costs) or other liability arising in any way (including from Hort 
Innovation or any other person’s negligence or otherwise) from your 
use or non-use of An industry, markets and business development 
program for the Western Australian citrus value chain, or from 
reliance on information contained in the material or that Hort 
Innovation provides to you by any other means. 
 
 
ISBN 0 7341 3480 0 
 
 
Published and distributed by: 
Horticulture Innovation Australia Limited 
Level 8, 1 Chifley Square 
Sydney NSW 2000 
Tel:  (02) 8295 2300 
Fax:  (02) 8295 2399 
 

   
   
 



2 
 

Contents 
 

 

Summary .......................................................................................................................................... 3 

Keywords .......................................................................................................................................... 4 

Introduction ...................................................................................................................................... 5 

Methodology ..................................................................................................................................... 6 

Outputs ............................................................................................................................................ 9 

Outcomes ....................................................................................................................................... 10 

Evaluation and Discussion ................................................................................................................ 15 

Recommendations ........................................................................................................................... 16 

Scientific Refereed Publications ........................................................................................................ 17 

IP/Commercialisation ....................................................................................................................... 17 

References ...................................................................................................................................... 18 

Acknowledgements .......................................................................................................................... 19 

Appendices ..................................................................................................................................... 20 

 

 

 

  



3 
 

Summary 
 

The Western Australia (WA) Citrus Value Chain Coordinator (VCC) project supported the implementation 

of national citrus projects in WA and conducted regionally specific activities. This included working 

towards the following key components of the WA Citrus Industry Strategic Plan:  

 Market information: Improve the flow of information through all levels of the supply chain to 

enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of the WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increased volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and international 

industry. 

 

Project activities included at least 44 season updates, 18 field days, 12 magazine articles, 19 

newsletters, 8 website pages, 1 video, 6 export or industry workshops, 4 packshed teleconferences, a 

draft regional response plan, a market report, season reviews, first export to China and new project 

development plus numerous formal and informal meetings and conversations with growers, industry 

associations, value chain members and national citrus industry members.    

The end of project evaluation found that growers and market agents understand the offer of the WA 

citrus industry to some extent. Growers valued the VCC project communication and extension activities 

and they are effective mechanisms to work with growers. Other communication and extension 

mechanisms were used for engaging market agents.  

The evaluation also found that most of the growers were aware of the WA internal maturity standards 

and Australian Citrus Quality Standards and harvest only when fruit have reached these standards. It 

was also evident that a number of the market agents are aware of these standards and value the 

information this provides them in terms of managing market quality and volumes.   

The majority of growers involved in the evaluation were also aware of the practice of crop forecasting 

using a counting frame. Most growers used more informal methods (e.g. observation) or relied on past 

experience. Generally market agents were aware of crop forecasting and were satisfied with ‘ball-park’ 

figures for forecasted volumes.   

There is increasing evidence that market agents and major retailers of WA citrus products are engaged 

and offered information on the WA citrus season through the VCC project. There is also evidence that 

market agents have improved market awareness of expected harvest timings and quality and this is 

assisting with ordering and promotion campaigns.  

Evidence suggests that there have been enhancements in industry relationships, cohesion and efficiency 

across the citrus value chain over the past three years, important elements necessary for building a 
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sustainable industry. It has also meant faster resolution of market issues and greater availability of 

resources and information for the WA citrus industry. In the last year there is some evidence of 

increased consumption of WA citrus fruit. 

Recommendations for the VCC project Stage 2 project are to incorporate a communication strategy to 

further develop communication with the market and post-farmgate members of the value chain. 

Partnering with other organisations and companies will also expand the capacity to meet the needs of 

growers identified at the end of season wrap-ups and within the strategic plan. Many of the activities 

within the current project continue in the next project to build on the momentum and realise the 

medium term outcomes for industry of improving fruit quality and consumer confidence in the product. 

Feedback from the export market has identified new issues in fruit quality related to specific market 

preferences. Similarly improving the first grade packout will also be a focus based on market feedback. 

Measuring progress and the capacity to meet market demand has highlighted the need to benchmark 

yields and potentially costs of production to assist with decision making.  

 

Keywords 
 

Citrus, market development, industry development, value chain, WA, export, communication 
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Introduction 
 

The Western Australia (WA) Citrus Value Chain Coordinator (VCC) project aligned with the WA Citrus 

Industry Strategic Plan 2010 – 2020. The project also aimed to support the implementation of national 

citrus projects in WA and regionally specific activities. This included working towards the following key 

components of the WA Citrus Industry Strategic Plan:  

 Market information: Improve the flow of information through all levels of the supply chain to 

enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of the WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increased volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and international 

industry. 

 

The VCC project also contributed to linkages between citrus projects and initiatives across Australia and 

undertook opportunities for professional development in relation to value chain thinking and tools.  

There were four key outcomes expected for the Project: 

 Greatly enhanced WA industry cohesion and efficiency through a national category approach to 

market development 

 Better relationships with industry bodies and government agencies, resulting in faster resolution 

of market issues and greater availability of resources and information for the WA citrus industry 

 Improved communications throughout the citrus value chain with resultant improvements in 

efficacies being demonstrated 

 Increased consumption of local fruit on the domestic market based on providing a higher 

proportion of fruit at optimum maturity. 

 

Linked to the above outcomes were three project targets: 

 90% of growers (by production area) aware of Australian Citrus Quality Standards and 

harvesting only once fruit have reached and/or exceeded these standards 

 70% of growers participating in crop forecasting activities 

 90% of market agents and major retailers of WA citrus products are engaged and offered 

information on the WA citrus season – improving market awareness of expected harvest timings 

and quality and assisting with ordering and promotion campaigns. 
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Methodology 
 

The role of the WA VCC was to deliver regional specific programs and support the implementation of 

national programs in WA needed to support the overall success of both national and regional initiatives. 

The activities by the WA VCC, that delivered on key focus areas within the WA Citrus Industry Strategic 

Plan 2010 – 2020 and fit National industry R&D priorities, are listed below. Most activities were 

conducted on an annual basis with feedback mechanisms in place to allow for continuous improvement 

each year. Feedback mechanisms included feedback sheets, data analysis, post-season reviews and 

project review. 

 

1.     Market Information: Improve the flow of information through all levels of the supply chain to 

enable the orderly marketing of produce and increase WA share of the local market. 

 

 Promote and support crop forecasting in WA to provide information on expected yields and 

timing of harvest. 

 Communicate crop forecasts (yields and harvest timing) to the WA citrus value chain. 

 Facilitate improved communication throughout the value chain. 

 Communicate findings of the National Plantings Database to the WA citrus value chain. 

 Assist Citrus Australia with the implementation of InfoCitrus in WA to enables clear tracking of 

fruit from packing sheds to market. 

 

2.     Domestic Market Development: Facilitate the strategic development of the WA domestic 

market  

 

 Monitor and report maturity testing results to growers through the season. 

 Keep informed and involved with decision-making on the Citrus Australia national quality 

standards and keep WA growers and Fruit West informed on changes to the national standards. 

 Act as a link to the Citrus Australia Domestic Market committee and the domestic marketing 

campaign and keep growers informed of changes.  

 

3.     Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 

 Facilitate grower adoption of biosecurity practices through raising awareness of on-farm 

biosecurity programs for WA regional plan and National biosecurity. 

 Keep WA growers informed of new variety and rootstock evaluation and development work 

conducted both locally and nation. Increase awareness of production input costs and 

opportunities for increased efficiencies with growers and supply chain. 

 

4.    Export Market Development: Develop a long-term export market strategy to support the 

increased volumes of citrus produced in WA. 

 

 Support businesses that are planning to export 

 Communicate citrus export market opportunities. 

 Provide a link to the market access and export activities of Citrus Australia, to highlight specific 

WA issues to Plant Health Australia and other regulatory bodies. 
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5.     Communication: Maintain effective and strong communication networks within the local industry 

and further develop networks and communication with the national and international industry. 

 

 Use a formal communication plan addressing all stages of the supply chain and other relevant 

stakeholders, on behalf of the WA citrus industry. 

 Strengthen and maintain a citrus industry network to facilitate the regular exchange of industry 

information. 

 Deliver a market driven but grower determined calendar of topics to be addressed in a program 

of field days, in collaboration with the technology officer in the WA Citrus Improvement group.  

 Communicate regularly with Citrus Australia and other stakeholders to ensure alignment 

opportunities are identified and national initiatives are engaged and facilitated within WA. 

 

Linkages 

 

The project linked and engaged with the following Citrus Australia projects: 

1. Delivering robust citrus market information for a more competitive industry (CT13037). 

2. Australian Quality Standards Program - Stage 2 (CT12004). 

And other interstate projects 

1. Driving citrus exports through improved market access (CT12005). 

2. The national marketing program for citrus. 

3. Driving citrus industry success through a coordinated market development program – Stage 2 

(CT13022). 

4. The enhancement of citrus value chains production in Pakistan and Australia through improved 

orchard management practices (HORT/2010/002). 

5. Evaluating new citrus varieties (CT09003). 

 

The project linked and engaged with Department of Agriculture and Food WA (DAFWA) projects related 

to biosecurity, export market access and export market development. This project also worked closely 

with growers and industry representatives. 

 

 

Project Monitoring 

 

Annual operating plans (AOP) were developed each year and the VCC submitted reports against the AOP 

for review by the project steering committee. 

 

Adjustments to the project were made as determined necessary from the reviews. For example a 

change in staff in the role of VCC between 2011 and 2012 meant an adjustment to plans for timing 

project activities. Activities such as a workshop were held past the project end date to suit timing within 

the WA citrus season and speaker availability in consultation with industry. 

 

Progress against outcomes of the project was measured through an industry survey in 2014.  
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Project Management 

 

The VCC was employed by DAFWA and reported directly to the APC as the primary service provider to 

Horticulture Australia Limited. There was a change in VCC in 2012 when Bronwyn Walsh was employed 

after Helen Ramsay vacated the position in 2011. 

 

The VCC position was managed by a steering committee formed by the APC. Steering committee 

members were:  

 Executive Manager of Fruit West (until 2014) 

 Chair of WA Citrus 

 Project Manager of DAFWA Temperate Fruit Project within which this project sits in DAFWA  

 Manager of Market Information and Quality of Citrus Australia  

 

The Manager of Market Information and Quality from Citrus Australia provided national input to the 

steering committee to ensure ongoing coordination and collaboration with the National citrus industry. 

 

In mid-2014 use of the name ‘Fruit West’ to represent the Pome, Stone and Citrus producer committee 

of the Agricultural Produce Commission (APC) ceased. The Citrus Leadership Group within the 

committee is now called the Citrus Sub-committee. The Sub-committee is responsible for allocation and 

reporting against the Fee for Service collected from WA citrus growers. 

WA Citrus is an incorporated industry body representing the WA citrus growers. It is one of the service 

providers delivering to the Fee for Service collected by the APC. It was formerly known as the WA Citrus 

Improvement Group (WACIG). 
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Outputs 
 

The annual outputs for the life of the project are listed below. More detail is provided in the table of 

Communication activities (Appendix1). 

 

 Monthly Season Updates for WA in the National Season Update e-Newsletter 

 Articles in quarterly Fruit West or Citrus Australia magazine, eg 

o Citrus varieties to match the market 

o Sweet, juicy and tangy citrus How will your fruit taste this season 

 Monthly Citrus Update in the Fruit West Newsletter and WACitrus eNewsletter 

 Reporting of maturity testing  

 Four industry field days, eg 

o Sustainable citrus – a focus on water, quality and climate change 

o Quality and biosecurity – what market is looking for, how to test your fruit and citrus 

gall wasp 

 Season reviews 

 Quarterly reports to WA Citrus, Fruit West/APC and DAFWA 

 WA citrus export interest group workshops/visits 

 WA citrus packers teleconference 

 DAFWA website content on citrus 

 Reports to Steering Committee 

 Milestone reports to HIA 

 Attended interstate industry events held by Citrus Australia and Horticulture Australia (Feb, Oct 

2013, May, Aug, Nov 2014, Mar, Nov 2015). 

 Coordinated workshop at CitrusTech Forum, Mar 2015 

 

In addition the citrus value chain coordinator employed by the project  

 attended an international conference for Australia Pacific Extension Network in New Zealand 

on a HAL/APEN scholarship for professional development, networking and global trend 

awareness (Aug 2013) and International Horticulture Congress in Brisbane (Aug 2014) for 

the latest global citrus production research and development activities and some value chain 

and extension activities in agriculture. 

 attended Asia FruitLogistica in Hong Kong and visited China market, supported by 

Vegetables WA and WA Citrus, September 2015 

 supported sensory evaluation research conducted with Fruit West and Citrus Australia (Jul 

2013). 

 attended value chain and negotiation training.  

 supported development of the WA citrus promotion activities by providing industry and 

value chain information (Jul, Oct 2013, 2014, 2015). 

 developed and submitted proposal for new project Stage 2 (Nov 2013, Jul 2015). 

 supported WA industry during transition of their industry structure, including revisiting 

strategic plan, transitioning to eNewsletter and industry database (Mar 2013 - ongoing). 
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Outcomes 
 

An end of project evaluation in 2014 measured progress against the four key long term outcomes: 

1. Increased consumption of local fruit on the domestic market based on providing a higher 

proportion of fruit at optimum maturity. 

2. Greatly enhanced WA industry cohesion and efficiency through a national category approach to 

market development 

3. Better relationships with industry bodies and government agencies, resulting in faster resolution 

of market issues and greater availability of resources and information for the WA citrus industry 

4. Improved communications throughout the citrus value chain with resultant improvements in 

efficacies being demonstrated 

Linked to the above outcomes were three project targets: 

 90% of growers aware of Australian Citrus Quality Standards and harvesting only once fruit 

have reached and/or exceeded these standards 

 70% of growers participating in crop forecasting activities 

 90% of market agents and major retailers of WA citrus products are engaged and offered 

information on the WA citrus season – improving market awareness of expected harvest timings 

and quality and assisting with ordering and promotion campaigns. 

 

Extracts from the project evaluation report1 related to these outcomes are described in the following: 

1. Potential influence on consumption 

Although evidence suggests there has been little change to the volume of consumption of WA fruit in 

the domestic market over the past three years, incremental value chain improvements are likely to 

influence domestic fruit consumption over time, such as via improvements in industry cohesion and 

efficiency and there are more effective relationships and communication between industry partners. It 

may be some time before these improvements are reflected in the market but these improvements 

suggest a positive step in the right direction.  

2. Improved industry cohesion  

It is evident that the WA citrus industry has become more cohesive since 2011 and the VCC project has 

contributed to this. However, it is difficult to isolate the contribution of the project in light of other 

factors. Even so, many growers and agency/industry interviewees felt that the VCC project had played 

an important role in facilitating these improvements.  

I think there have been improvements [in industry cohesion] for sure, even though we started from a 

pretty good base. (Agency/industry group) 

 [Industry cohesion] is fantastic. You couldn't fault it. It’s difficult to say [if it’s because of the VCC 

project]…  I guess [the VCC project] has just contributed to it. It helps to continue with that feeling that 

we're all trying to do the same thing. (Grower)  

                                                
1 Full evaluation report is in the Appendices 
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An independent body from the marketers who is trying to bring cohesion to the industry through the 

growers approach, I think is a good thing. (Market agent) 

Changes in industry composition from small family orchards to large enterprises provide challenges for 

industry cohesion and efficiency. Some growers felt this shift in industry composition has meant that 

there is a greater focus on providing services and support to the major growers and the needs of the 

smaller orchards are now being overlooked. Others have recognised this challenge but feel that the VCC 

has assisted in ensuring that industry cohesion has been maintained. 

 

3. Improved communication and relationships across the industry 

There was evidence that communication across the industry has improved and there are more open 

and trusting relationships as a result although there have been improvements in industry 

communication and stronger relationships across the industry, there is still further progress to be 

made. A market agent interviewee described how communication has improved over recent years 

and growers and market agents are having more honest dialogue about the volume of fruit and time 

of maturity which has led to a win-win situation.    

It's taken a long time to develop trust, but at the end of the day you need trust between the merchant 

and the grower so that you can go forward.  We've actually got better results this year by waiting an extra 

week [to market the fruit] and the price has stayed up. (Market agent) 

Sometimes [growers] are nervous to provide [crop yield] information because they feel that it gets used 

against the industry to drive the price down. But usually it's quite the reverse, because if we know where 

the peaks of volume are, we know when we need to plan promotional activity to take care of the volume. 

What tends to happen now is that we don't understand it, we end up not planning the promotions at the 

right times and then when the fruit is available in good volume we haven't planned around it... Then 

there's a reaction in price and chasing demand to fill the volume. They end up driving the price down 

whether it's in the markets or the system or wherever it is. Then they end up probably worse off. If we 

understood the [crop yield] information more, we would know what sorts of volumes that are coming 

through. We would plan around it and make sure that we've got the right activity in place to take care of 

the volume. (Market agent) 

Some people indicated the VCC also plays an important role in facilitating communication between 

different stakeholders in the industry. 

It is difficult to attribute all changes to the VCC project. A number of interviewees mentioned that 

communication had improved. However it is not clear the extent to which these changes were 

influenced by the project.  In contrast, some interviewees felt that the VCC project was instrumental in 

influencing improvement in communication across the industry. 

4. Improved industry efficiency 

Industry efficiency is described as having operational processes in place for the early identification of 

issues and fast implementation of resolutions and actions. In other words, less time is wasted in 

establishing problems and there is no duplication of effort when resolving issues. Having industry 

efficiency is the result of having good industry cohesion, effective communication and positive 

relationships between industry partners. 

The evaluation found improvements in industry efficiency in the WA citrus value chain as a result of the 



12 
 

VCC project. Some of the interviewees felt the work of the VCC was important in improving overall 

industry efficiency. 

Yes, definitely, without a doubt [industry efficiency has improved]. To have somebody there who's 

constantly putting all the ducks in a line and making sure that things are done on time. (Grower) 

There were a number of cases described by interviewees where improved communication along the 

value chain had led to improvements in industry efficiency. For example, last year yield forecasting 

focused on total navels and the major varieties of mandarins. The supermarket chains were in the 

process of purchasing mandarins from interstate, unaware that a large volume of WA Hicksons were 

about to enter the market. Once the situation of a potential over supply became apparent, negotiation 

between buyers and market agents reached an arrangement for the sale of WA Hicksons into the 

domestic market without much impact on price.  

As a result of good industry cohesion and effective communication the situation was well managed and 

important lessons learnt. There are now more varieties covered in yield forecasting from the VCC 

project. In addition, this information is now incorporated into the pre-season interviews and there is 

greater dialogue between market agents and growers on changing consumer demands. There is 

recognition that growers need several years to change to new varieties and advanced warning is 

important to ensure a smooth transition.  

There were some interviewees who suggested that industry efficiency could be improved. This suggests 

that although there has been some success in improving industry efficiency, there is still some 

development required.  

 

 

Awareness and adoption of practices 
Findings from the evaluation related to the project adoption targets are summarized as follows: 

Quality standards 

Market agents value information about standards and standard test results across WA. There was a high 

level of understanding and use of both the WA internal maturity standards and the ACQS for citrus 

quality by growers. Many of those interviewed indicated that they understood and utilised the quality 

standards when harvesting.  

As I said, the effort that's being put in at the beginning; maturity testing and the publishing of those 

results and just making a lot of noise about them is the greatest thing that's happened to the citrus 

industry. (Market agent) 

These supported results from the testing program that show the number of tests used to time harvest 

had steadily increased since 2011 (Figure 1) as growers became more aware of the program and its 

value. 

 

We were going to do the free testing but I've gone ahead and bought my own burettes and 

pipettes and all the gear. I thought bugger that, we will do our own. (Grower) 
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Most growers interviewed and surveyed reported that they determined their harvest timing primarily on 

maturity test results, followed by what the crop looks like then weather conditions.  
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Figure 1. Percentage of WA fruit meeting WA and Australian standards over three years. Note: not all WA 

fruit is tested in this program 

 

In 2013 the pass rate for post farmgate fruit showed there had been a marginal decrease in pass rates 

compared with the previous year. This was suggested to indicate a difficult growing season where fruit 

failed the standards because of low juice percentage, whereas the focus to start harvest is based on 

sugar and acid generally. Further interrogation of the data to citrus category, variety and grower will 

provide the opportunity to target improvement efforts. 

 

To maximise returns there is still room for improvement in meeting the Australian standards, especially 

given the relationship between meeting these standards and consumer preferences demonstrated by 

sensory evaluation research. 

Citrus Crop Forecasting 

Growers were encouraged to do a crop forecast each year as part of the project, including using the 

counting frame technique suggested nationally.  

 

 

 

 

 

 

Figure 2. Measuring citrus crop yield using a counting frame2    

                                                
2 Photo source: https://www.agric.wa.gov.au/citrus-crop-forecasting 

https://www.agric.wa.gov.au/sites/gateway/files/Bronwyn and Shane Crop Forcasting 20 Nov 12 I.JPG
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Most of the growers who participated in the evaluation indicated that they did undertake crop 

forecasting in some form. A number of the growers indicated that they while they undertake crop 

forecasting they do not use a standard procedure or method (i.e. a counting frame). For example, one 

grower said: 

I don’t use the square measure or anything like that.  I just do it by eye basically and that seems to work 

quite well for me, so that's what I stick to. (Grower) 

Many noted that they relied on their experience to make crop forecasts and that their estimates were 

reliable. Most growers knew about counting frames and some had been trained to use them. Some felt 

that they were more valuable to less experienced growers.  

Some respondents did not feel that crop forecasting was particularly important. Some reasons given 

were that production has been fairly stable and because it did not impact on the crop yield which was 

the important thing. This sentiment was shared across the small and large growers.  

I know I will be within five per cent this year of [our average yield]. We don't get many ups and downs. 

We have a pretty stable production. But because there are not very many trees, I know what we can 

produce, and we will produce. (Small grower) 
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Evaluation and Discussion 
 

Extracts of the results of the project evaluation were described in the previous section. Discussion of the 

evaluation results identified project adoption targets may need revisiting now there is baseline data as a 

reference point and that using activities throughout the project to gather data on progress against 

adoption targets may improve the level of engagement in the evaluation process itself. 

Evaluation findings related to communication with growers and the value chain lead to discussion of 

getting a better understanding of the segments within the industry and their specific needs to fine tune 

and tailor messages and activities. Key to this strategy is having a complete contact database. 

The maturity testing program is valued and creates much discussion between WA growers and at a 

national level. Continuing to communicate specific actions in the orchard and the relative impact on 

maturity results is important. In addition, communicating the level of confidence that can be attributed 

to testing results as well as ‘the more tests, the more confident you can be’ will help in the adoption of 

the program and ease tensions. These topics were discussed at the Citrus Australia Sweeter Citrus 

workshop in 2014 and recommendations from the workshop are being developed further along with 

improving testing techniques. The maturity testing program is on-going in the new Citrus value chain 

Stage 2 project. 

External quality remains an issue and understanding alternative value-add products and destinations for 

all fruit from the orchard is ongoing. The level of priority of this issue varies with the season however is 

still worthy of further understanding. Quantifying the definition and volume of fruit within each ‘grading’ 

segment at an industry level will be beneficial for engaging with potential value add agents and realizing 

the level of the issue and associated uses of each segment. 

The value of the activity of crop forecasting versus the method to conduct the crop forecast is worthy of 

review. Encouraging conducting a crop forecast and reviewing its accuracy annually as an ongoing 

objective has value and is in the Citrus value chain Stage 2 project.  

Revisiting costs of production was raised in this project as part of gathering evidence for management 

decisions and for export market development. This activity needs further work to include a number of 

growers. Benchmarking was last done in the Murray Valley region over 10 years ago and did not include 

WA. Since then there has been considerable changes in input costs and markets. As well as the value 

already identified production volume, cost of production and income records (gross margin) or at least 

regional averages will be extremely important in the event of a biosecurity. 

The forecast increase in WA production was visible in 2015 therefore ongoing activity in the value chain 

and across industry is critical. Initiation of the pack shed group in 2015, first exports and increasing 

market agent attendance at industry events is an early indicator of the increased engagement of the 

whole value chain. Industry reviewed their strategic plan and highlighted priorities for on-going variety 

development, benchmarking for decision-making related to market development and improving quality 

performance and improving surveillance and community engagement for biosecurity. 
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Recommendations 
 

Recommendations from the project evaluation and general project review are as follows: 

1. Cohesion and communication in the WA citrus value chain. 

a. Refine communication strategy.  

i. Segment to different citrus industry member needs (large and small, crop type, 

accessibility) and agents and retailers. 

ii. Update contact database 

iii. Streamline reporting to stakeholder agencies 

b. Maintain relationship with interstate and international RD&E and industry community. 

c. Link project measures with those in industry strategic plan. 

i. Review VCC Stage 2 project adoption targets and evaluation plan in relation to 

industry strategic plan targets. 

ii. Maintain a balance of short, mid and long term outcomes and related activities; 

including monitoring changes in direction in national direction. 

iii. Refine evaluation activities related to project targets into life of project activities 

to increase level of evaluation participation. 

 

2. Improving market performance  

a. Use further analysis of maturity testing results to understand and target future activities 

i. Identify and investigate the level of influence of orchard management practices 

on improving maturity results. 

ii. Consider the future of the maturity testing program related to who pays, value 

as marketing tool, etc. 

b. Quantify the volume of fruit within each ‘grading’ segment at an industry level. 

Information will be beneficial for engaging with potential value add agents and realizing 

the level of the issue and subsequent prioritizing. 
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Scientific Refereed Publications 
 

None to report 

IP/Commercialisation 
 

No IP or commercialisation 
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1. Communication/Extension Activities  
Communication and extension activities are a strong component across the project. Specific examples are included in the following 
Appendices. 

 

Date Delivery Activities Subject matter Target audience Attendees 

Monthly E-mail WA Season Updates  Crop production practices Industry ~100+national 

Monthly E-mail, Paper Citrus Updates in FW Newsletter  Field day report, visitors to WA, interstate 
workshop news, calendar 

Industry ~170+ WA fruit 

Bimonthly E-mail WACIG eNewsletter Market, In orchard, export Growers ~170 

Quarterly Magazine 1 citrus articles per Fruit West 

magazine 

Citrus issues forum, varieties, crop 

forecasting, maturity, field day  

Industry ~170+WA fruit 

4 per year  

Moora, Bindoon 
Harvey,  

Canning Vale, 
Carnarvon, Burekup, 
West Gingin, 
Canningvale 

Field day  

- 2012 (Sept, Dec) 

 

- 2013 (Feb, May, Jul, Oct, Dec) 

- 2014 (Mar, Sept (2), Oct) 

- 2015 (Feb,May,July,Sept,Oct) 

 

Climate change,  

Varieties, Business sustainability – Water, 
Quality; Market research; 

Quality testing, Citrus gall wasp, value chain, 
Nutrition management and quality, Thinning 
for quality 

Growers, advisers 30 

6 workshops 
over 2 years 

2 market visits 

Canningvale; Gingin; 
Moora;  

WA citrus export interest group 
Workshops 

International market visits 

Export awareness; Pest & disease protocols; 
Update on business activities; Trial shipment; 
Marketing; Freight forwarder 

Export growers 6 

(10 invitees) 

Nov-May Website DAFWA website content Crop forecasting, maturity testing, general 
industry information, nutrition, pruning,  

Industry >170 

Annual  Various Season review and plan, interviews 
and email 

WA citrus performance, Volume, product 
development 

Wholesalers, retailers 7 

Jan-Nov Harvey, Gingin, 
Bindoon, Carnarvon, 
Moora, Kununurra 

Orchard visits General Industry  3 

Apr-Nov Email WA Maturity testing results via 
National reporting and follow-up 

Maturity testing results and follow-up for 
understanding failures and improved practices 

  

Bi-annual Interstate National Citrus Issues Forum, MVCB 
field day and Qld regional forum, 
Market Forum, CitrusTech Forum, 
Issues Forum 

Global trends, Markets, Sweeter Citrus, RD&E 
results, networking  

National industry 1-8 

Monthly Various General enquiries, Visitors ~1/month Improved knowledge-pesticide, fruit symptom, 
citrus in farmland, export market, prices 

Growers 8 

Weekly-
Quarterly 

South Perth, Bindoon, 
Videoconference 

Project meetings, Project reports.  Informed & guidance Steering C,FW, WACIG, 
DAFWA, HIA 

2-5 
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2. Feedback on Website content. 
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3. Citrus contribution in Fruit West Newsletter & WACitrus Newsletter 

Jul/Aug 2013 edition 
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WA Citrus News, Oct/Nov 2014 edition 
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4. Flyer for field day 
South West Citrus 

Field Day 
 

Wednesday September 17th
, 2014 

Greycliffe Orchard, Burekup  
 
 
 
 

Program 
 

15:00  Meet at Clay Rose’s orchard 
  

15:15  Welcome  
 Bronwyn Walsh, WA Citrus Value Chain Coordinator, DAFWA 
 

15:20  Orchard walk 
 Clay Rose, WA citrus grower 
 

15:50  Internal fruit quality – are you getting the best fruit from your orchard 
 Nathan Hancock, Manager Market Information & Quality, Citrus Australia 
  

16:10  Demonstration of How to test your fruit  
 Nathan Hancock 

 
16:30     Citrus gall wasp 
 Bronwyn Walsh 
 

17:00 Thanks and Finish 
 
BBQ  
 
 
 
Cost  

No charge. 

Expenses covered by the WA citrus value chain 
coordinator project & Citrus Australia market 
information project. 

 

RSVP by Friday 12th September  

Bronwyn   

Ph: 0400 873 875 
E-mail:  bronwyn.walsh@agric.wa.gov.au 

 
 
 

Thanks to Clay and Bridget for hosting the field day 
 

   
 
 
 
 

Improving the market performance of WA citrus 
  



5. Example of citrus article in industry magazine 
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1. Executive Summary 

The Western Australia (WA) Citrus Value Chain Coordinator (VCC) project aligns with the WA Citrus 

Industry Strategic Plan 2010 – 2020. The project aims to support the implementation of national 

citrus projects in WA and other regionally specific activities. This includes working towards the 

following key components of the WA Citrus Industry Strategic Plan:  

 Market information: Improve the flow of information through all levels of the supply chain 

to enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increased volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and 

international industry. 

The VCC project also contributes to linkages between citrus projects and initiatives across 

Australia and WA and undertakes or identifies opportunities for professional development in 

relation to value chain thinking and tools.  

A requirement of the funding of the VCC project is to conduct an evaluation to benchmark current 

industry status against industry adoption targets and outcomes of the project. Clear Horizon WA 

was contracted by Fruit West and the Department of Agriculture and Food WA (DAFWA) to 

conduct the evaluation between March and June 2014. The evaluation addressed two key 

evaluation questions (KEQ). 

 KEQ1: What is the current state of the WA citrus value chain with regards to 

understanding the offer of WA citrus, understanding and use of quality standards when 

harvesting and understanding and use of crop forecasting? 

 KEQ2: To what extent has the Project impacted on the WA citrus value chain to increase 

domestic consumption of WA citrus fruit? 

The methodology used in the evaluation involved reviewing project documentation, administering 

an online survey for citrus growers and conducting semi-structured interviews with growers, 

market agents and agency/industry groups. In total 32 people were consulted as part of the 

evaluation. Growers consulted as part of the evaluation covered a broad range of growing 

regions, citrus varieties and size of orchard.  

A low response rate was received for the online survey with 11 out of 60 growers responding. 

This meant there was some concern for the validity of the quantitative, survey findings even 

though findings from the survey were similar to findings from the semi-structured interviews 

when triangulated. For this reason the quantitative findings from this evaluation should be 

viewed in conjunction with evidence from a range of research and other sources. 
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Findings 

KEQ 1: What is the current state of the WA value chain with regards to understanding the offer of 

WA citrus, understanding and use of quality standards when harvesting and understanding and 

use of crop forecasting? 

The evaluation found that growers and market agents understand the offer of the WA citrus 

industry to some extent. The VCC project undertakes a series of communication and extension 

activities including providing written information, delivering field days and presentations. The 

evaluation found that growers value the VCC project communication and extension activities and 

they are effective mechanisms for the VCC project to work with growers. However, the 

effectiveness of these extension and communication mechanisms is limited for market agents. 

Other communication and extension mechanisms are used by the VCC project for engaging 

market agents.  

The evaluation also found that most of the growers were aware of the WA internal maturity 

standards and Australian Citrus Quality Standards and most growers harvest only when fruit have 

reached these standards. It was also evident that a number of the market agents are aware of 

these standards and value the information this provides them in terms of managing market 

quality and volumes.   

The majority of growers involved in the evaluation were also aware of the practice of crop 

forecasting using a counting frame. However, only a few growers said that they were using this 

technique. Most growers used more informal methods (e.g. observation) or relied on past 

experience. Generally market agents were aware of crop forecasting. However, in general they 

did not consider crop forecasts to be accurate. This did not usually pose a concern for market 

agents as they were often satisfied with ‘ball-park’ figures for forecasted volumes.   

KEQ 2: To what extent has the VCC project impacted on the WA citrus value chain to increase 

domestic consumption of WA citrus fruit? 

Evidence suggests that there has been little change in citrus consumption in WA over the past 

three years. However, there have been enhancements in industry relationships, cohesion and 

efficiency across the citrus value chain, important elements necessary for building a sustainable 

industry. The VCC project has helped to strengthen relationships across the value chain 

participants, resulting in faster resolution of market issues and greater availability of resources 

and information for the WA citrus industry.   

There is some evidence that market agents and major retailers of WA citrus products are 

engaged and offered information on the WA citrus season through the VCC project. There is also 

evidence that market agents have improved market awareness of expected harvest timings and 

quality and this is assisting with ordering and promotion campaigns. 
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Recommendations 

The following recommendations were made for the development and implementation of future 

VCC projects.  

Recommendation 1 – It is recommended that a future VCC project employs a more targeted 

approach to industry and market development that strikes a balance between providing 

development support to growers and coordinating market development activities. Market 

development activities could include undertaking an analysis of effective communication tools 

suitable for market agents e.g. a ‘market’ specific newsletter, as well as holding combined 

industry events that facilitate better communication and relationship building across the value 

chain.  

Recommendation 2 – It is recommended that prior to the commencement of a future VCC 

project, that Fruit West and the WA Citrus Improvement Group implement a communication 

strategy informing all industry participants of the shift in the focus and resources towards a 

whole of value chain model.  

Recommendation 3 – It is recommended that a future VCC project involve careful consideration 

in the development of objectives and targets that are shared between HAL, Fruit West and 

DAFWA and where possible, establish appropriate baselines either prior to or at commencement 

of the project. In addition, to ensure that the necessary data is collected for monitoring and 

evaluating progress against the objectives or targets, a monitoring and evaluation plan is 

developed along side the project plan at commencement of the project. 
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2. Introduction 

This report documents the evaluation of the Western Australia (WA) Citrus Value Chain 

Coordinator project (hereafter, the VCC project). Clear Horizon WA was contracted by Fruit West 

and the Department of Agriculture and Food WA (DAFWA) to conduct the evaluation of the 

project. The aim of the evaluation was to provide an assessment of the effectiveness of project 

processes and delivery of project outcomes. The evaluation was conducted between March and 

June 2014. 

2.1. About the WA Citrus Value Chain project 

The WA Citrus Industry Strategic Plan 2010-2020 (hereafter the Strategic Plan) was developed in 

2009 in consultation with a range of stakeholders from growing operations, industry research 

and development staff, market agents and retailers. Through the Strategic Plan, the WA citrus 

industry is embracing the value chain model, shifting its thinking towards the ‘pull’ of product 

through the value chain. It is also ensuring a collective approach between regional bodies, value 

chain stakeholders and the national coordinating body, Citrus Australia. 

The WA VCC project aligns with the Strategic Plan, with the purpose to develop and maintain 

linkages between Fruit West, State and Federal Government, Citrus Australia and stakeholders of 

the citrus value chain in WA. The role of the Value Chain Coordinator (VCC) funded under the VCC 

project, is to support the implementation of national citrus projects in WA and other regionally 

specific activities to support the overall success of national and regional initiatives of Citrus 

Australia. This includes working towards the following key components of the Strategic Plan:  

 Market information: Improve the flow of information through all levels of the supply chain 

to enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increased volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and 

international industry. 

The VCC project also contributes to linkages between citrus projects and initiatives across 

Australia and WA and undertakes or identifies opportunities for professional development in 

relation to value chain thinking and tools.  

The VCC project is funded by Horticulture Australia Limited (HAL). It is delivered by the 

Department of Agriculture and Food WA (DAFWA) and reports to Fruit West, the primary 

contractor to HAL.  



WA Citrus Value Chain Project Evaluation Report  Clear Horizon Consulting 5 

The VCC reports directly to a steering committee formed by Fruit West. Written reports are 

provided to the steering committee on a quarterly basis and to HAL on a six monthly basis. The 

Fruit West steering committee includes: 

 The Chair of the Fruit West Citrus Leadership Group 

 Executive Manager of Fruit West 

 Project Manager of DAFWA Supply Chains for Fruit Industries and New Crops project 

 Manager Market Information and Quality of Citrus Australia. 

Project outcomes and targets 

There are four key outcomes expected for the Project: 

 Greatly enhanced WA industry cohesion and efficiency through a national category 

approach to market development 

 Better relationships with industry bodies and government agencies, resulting in faster 

resolution of market issues and greater availability of resources and information for the 

WA citrus industry 

 Improved communications throughout the citrus value chain with resultant improvements 

in efficacies being demonstrated 

 Increased consumption of local fruit on the domestic market based on providing higher 

proportion of fruit at optimum maturity. 

Linked to the above outcomes are three project targets: 

 90% of growers (by production area) aware of Australian Citrus Quality Standards and 

harvesting only once fruit have reached and/or exceeded these standards 

 70% of growers participating in crop forecasting activities 

 90% of market agents and major retailers of WA citrus products are engaged and offered 

information on the WA citrus season – improving market awareness of expected harvest 

timings and quality and assisting with ordering and promotion campaigns. 

2.2. About this evaluation 

A requirement of the funding of the WA VCC project is to conduct an evaluation. The aim of the 

evaluation was to benchmark current industry status against industry adoption targets and 

outcomes of the project. The evaluation addressed two key evaluation questions and associated 

sub-questions shown in Table 1 below.  
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Table 1. Key evaluation questions and sub-questions 

Key evaluation questions (KEQs) Sub-questions 

KEQ1: What is the current state of the WA 

value chain with regards to understanding the 

offer of WA citrus, understanding and use of 

quality standards when harvesting and 

understanding and use of crop forecasting? 

 What is the proportion of growers 

participating in crop forecasting activities? 

 What is the number of growers using quality 

testing and aware of testing options and 

standards required?  

 What is the level of knowledge of market 

agents and major retailers of harvest 

timings and quality of WA citrus? 

 How effective are the communication 

mechanisms of the VCC project?  

 To what extent are citrus growers and 

industry aware, involved and supportive of 

the VCC project?  

KEQ2: To what extent has the VCC project 

impacted on the WA citrus value chain to 

increase domestic consumption of WA citrus 

fruit? 

 Do WA growers and industry think that 

cohesion and efficiency has increased since 

2011 in the WA citrus industry?  

 To what extent are there better 

relationships between WA citrus industry 

agencies due to the project?  

 To what extent is there better 

communication through the citrus industry 

value chain since the beginning of the 

project?  

 To what extent is there increased 

consumption of local fruit on the domestic 

market based on providing a higher 

proportion of fruit at optimum maturity 

because of VCC project activities?  
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3. Methodology 

3.1. Data collection 

Review of existing project documentation 

Clear Horizon reviewed existing project documentation, including quarterly reports to Fruit West 

and six monthly reports to HAL.  

Online survey 

An online survey was developed using the online platform, SurveyMonkey. Appendix 1 shows the 

survey for WA citrus growers. In designing and conducting the survey, Clear Horizon adhered to 

the DAFWA corporate policy on ‘Conducting and Recording Consumer Surveys’. The survey was 

designed to be as brief as possible, yet elicit the greatest amount of valid data.  

A draft survey was piloted with a small group of five growers. The feedback provided by these 

growers was incorporated into the survey to ensure it was easy to understand and complete.  

Sample for the survey 

The web link to the survey was distributed via email to 60 citrus growers by the VCC. There were 

two follow-up emails and a newsletter article to encourage participation.  

 

In total, there were 11 survey responses from citrus growers. Respondents covered a broad 

range of growing regions including Bindoon, West Gingin, Kununurra, Harvey, Gingin, 

Moora/Dandaragan and Carnarvon. The citrus grown by survey respondents included mandarins, 

Navel, Valencia, grapefruit and lemons and the number of trees in an orchard ranged from less 

than 500 to more than 10,000 (Figure 1). 

 

Figure 1. Number of trees and varieties grown by citrus growers who completed the survey 
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Semi-structured interviews 

Not all the elements of the key evaluation questions (KEQs) could be addressed through the 

survey and therefore a more in-depth method of inquiry was required. Therefore, 21 semi-

structured interviews were conducted with growers, market agents and agency/industry 

representatives. 

Ten growers were interviewed including individuals from four small citrus orchards and five large 

citrus orchards (one grower did not indicate their orchard size) and the fruit grown included 

mandarins, lemons, limes, oranges, limes and grapefruit. The growers experience in the industry 

was varied with individuals interviewed indicating that had been in the industry anywhere from 

five to 36 years.  

In addition, semi-structured interviews were conducted with three agency/industry 

representatives and eight market agents. Semi-structured interviews were designed around a 

series of open-ended questions, which were followed-up with additional questions generated 

from discussion.  

Reliant on the social interaction between the researcher and interviewee, semi-structured 

interviews sought to understand the perceptions and experiences of those interviewed. To 

ensure that the same format and topics were covered with each interviewee, interview guides 

were created and followed by those conducting the interviews. The interview guides were driven 

by the KEQs (Table 1) and are provided in Appendices 2 (growers), 3 (agency/industry 

representatives) and 4 (market agents).  

3.2. Data analysis  

Data from the review of project documentation, surveys and semi-structured interviews were 

collated and analysed against the KEQs by Clear Horizon. The quantitative data from the surveys 

was analysed in Microsoft Excel to produce descriptive statistics such as percentages or 

proportions of respondents answering questions in particular ways. 

All qualitative data collected through interviews or surveys were thematically coded and entered 

into a matrix according to their relevance to the KEQs. The data were then analysed for key 

themes and patterns, and where relevant, significant convergence and divergence of findings 

was noted.  

3.3. Limitations 

Unfortunately the time for growers to respond to the online survey was during the peak harvest 

period and even though there was a good spread of survey respondents across citrus types, 

growing areas and size of orchard, there was a low response rate. This is a concern because the 

views of the non-respondents are potentially different from those who did respondent (i.e. the 

responses are not representative of all growers).  

Triangulation of the findings from semi-structured interviews and the survey showed similar 

themes. This helps to allay concerns about the small sample size from the survey and provides 

greater confidence in the findings overall. However, for reasons described above, the findings 

provide an indication of the perspectives of growers and do not represent the views of all growers 

across WA. Therefore, the findings from this evaluation should be viewed in conjunction with 

evidence from a range of research and other sources before making any strong generalisations. 
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4. Findings 

4.1. KEQ1: What is the current state of the WA value chain with regards to 

understanding the offer of WA citrus, understanding and using quality 

standards when harvesting and understanding and using crop 

forecasting? 

The main areas of focus for the VCC project are to deliver market information across all levels of 

the citrus supply chain and facilitate the development of the WA citrus market. The findings of 

this evaluation focus on these two aspects, specifically the effectiveness of the communication 

and extension activities (delivery of market information) and the level of awareness and adoption 

of the quality standards and crop forecasting practices across industry (development of the WA 

citrus market). The following sections provide the evaluation findings in relation to 

communication, extension, awareness and adoption of quality standards and crop forecasting.  

Effectiveness of communication and extension activities 

For the purposes of raising awareness and promoting farm practices and industry opportunities, 

the VCC is involved in a number of communication and extension activities. This includes articles 

in industry newsletters and magazines and presenting at grower field days and events. It also 

includes updating the DAFWA website with citrus production information. 

Key findings 

 Growers value communication and extension activities such as field days and printed 

material and these are effective mechanisms for the VCC project to work with growers. 

However, the effectiveness of field days and printed material for communication was 

limited for market agents.  

 Communication and engagement with market agents involved individualised 

meetings. None of the market agents interviewed mentioned the VCC as an important 

source of market information. However, it is likely that market agents consider 

information collectively and not from particularly individuals or projects.  

 Most of the growers across the evaluation were aware of the WA internal quality 

standards and the Australian Citrus Quality Standards and most were harvesting only 

once fruit have reached the WA internal quality standards.  

 A majority of growers involved in the evaluation were aware of the practice of crop 

forecasting using a counting frame. However, only a few said that they were using this 

technique. Most growers used other informal methods or relied on past experience.   

 Market agents were aware of quality standards and crop forecasting, however they 

were not aware of the particular farm practices involved. Generally market agents do 

not consider crop forecasts to be accurate, although this did not usually pose a 

concern. Market agents were often satisfied with ‘ball-park’ figures for crop yield.   

 



WA Citrus Value Chain Project Evaluation Report  Clear Horizon Consulting 10 

The main publications that the VCC contributes to are Australian Citrus News, Fruit West 

Magazine, Fruit West newsletter and seasonal updates. The survey responses showed that these 

publications were valued by growers with the majority of survey respondents rating the 

publications as somewhat useful and very useful (Figure 2).   

 

Figure 2. Grower ratings of the level of usefulness of four citrus publications 

The growers interviewed also indicated they value these publications. It was evident that the Fruit 

West magazine contained useful and interesting information for growers. The articles in the 

magazine were considered relevant and practical. They also provide a good update about what is 

going on in the industry. The newsletter and seasonal updates were also mentioned as valuable 

and useful to growers.  

I think [Fruit West communication] is pretty down to earth. It's usually a case study or somebody's 

experience. That's always handy. (Grower) 

I think the magazine is great. It's got lots of really valuable information in it. The newsletter that 

comes out … is also very good and the seasonal updates are also very timely. (Grower) 

Most of the growers interviewed indicated that they preferred to receive information in printed 

form. The ease of accessing hard copy information when they had time made it appealing to 

growers. Some growers interviewed also indicated that they did not easily access information via 

the internet. 

I like to sit and read something and not necessarily off the screen. I still prefer printed stuff, like in a 

booklet form. You can come back to it at any time you want to pick up for 10 or 15 minutes. You don't 

have to go through all the systems trying to find it on the computer. (Grower) 

I don’t get time to get onto the internet and that sort of thing.  I just like to have something, either a 

brochure or pamphlet or booklet that I can sit back at night and read it. (Grower) 

In comparison, growers who completed the online survey reported their preferred way to receive 

citrus industry information was via email or text message (the most commonly preferred option) 

closely followed by the internet. Of the 11 people who responded to the survey, 9 indicated that 

they had a smart phone.  
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The VCC also extends citrus market information and market development messages at grower 

field days. Most of the survey respondents had attended a field day in the last two years 

suggesting that field days are an effective mechanism for communicating with growers. A number 

of growers described field days as useful learning experiences.  

Going to [field days] you learn a lot.  Because you get [information on] new varieties, the stock, what 

they're doing and fertilisers, watering regimes, so you do learn a lot. (Grower) 

If I had to pick out the one thing that was very relevant for us now, it's really the field days. They're 

very interesting, good contact with people, but very good technically. You'll pick up stuff on grafting, 

on chemical fertilisers, soil…. They're always very interesting. I don’t think I've been to a bad day. 

(Grower) 

The chance to network and have a look at the way things are done on other orchards was a key 

benefit of the field days for some growers. 

What I get most out of field days, probably because of the way I tend to learn, is talking to the other 

growers and having a look at someone else's orchard. (Grower) 

It is good to have the opportunity to talk to other growers. Good to compare other’s orchards to yours. 

The more detailed information I tend to take in through reading. (Survey respondent) 

However, it is important to recognise the limitations of field days. The findings suggest that the 

location and relevance of field days was a key factor in whether growers would attend. The survey 

results showed that the most common reason for not attending a field day was that it was not in 

their area or the perception that it was not relevant to them (Table 2).  

Table 2. Reasons given for not attending a field day 

Reason 
Number of 

responses 

The field days have not been in my area 3 

The field days have not been relevant to me 2 

I have had other commitments on the day of the field day 1 

The field days are too expensive 1 

The finding from survey respondents was reflected in the findings from interviews found that field 

days that were not held locally or when there was a perception that the topic was not relevant 

there was a barrier for growers attending. 

Our problem is they don't hold [field days] locally. If they're not in the hills or at Harvey, to go up to 

Gingin and Bindoon is nearly a two day operation for us. (Grower) 

We've had [a field day] a couple over the years, but the information was supplied by people from 

down south and it isn’t applicable to us. We’re completely different. (Grower) 

One grower suggested that field days need to continue to cater to varying needs that growers 

have. For example, on grower said: 

Need to continue to address the varied needs of our changing grower base. For example, large versus 

small, advanced versus new to industry and conventional versus alternative like organic, biological or 

other. (Survey respondent) 
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While growers’ preferred information sources were field days and Fruit West publications, this 

was not the case for market agents. A market agent interviewed indicated that while he could 

see the value in the Fruit West magazine and field days for growers, they were not particularly 

useful for other members of the industry. 

To be honest I kind of flick through [the Fruit West magazine]. It's probably great for growers. There 

might be something interesting or something I didn't know was going on, but as a general rule, I flick 

through it. I haven't attended the field days because they seem to be very grower focussed and really, 

I don't think my time is best invested in going. (Market agent) 

It was recognised early in the VCC project that different communication and extension methods 

were required for market agents. As an alternative to group presentations at field days, the VCC 

organised pre and post season meetings with individual market agents, as well as market report 

emails and random visits to the Canning Vale Markets to increase the general awareness of the 

VCC and industry information. At the individual market agent meetings the overall performance 

against quality testing results (for fruit taken from their floor) and yield forecast information was 

used as a part of the discussion. In addition, following an incident in which there was a potential 

over supply of mandarins, discussions (with major retailers) have also included whether any 

change in purchasing of varieties was expected.  

Although most of the market agents interviewed were aware of the VCC, none mentioned the 

individual pre and post season meetings or emails. Given the nature of their business, and their 

general comments about the value of information that has been generated by the project, it is 

likely that they consider all information they receive collectively in making market decisions. 

Market agents many not be conscious of the specific role that the VCC plays in collecting and 

providing information.  

Awareness and adoption of practices 

Quality standards 

The WA citrus industry uses two types of quality standards, the WA internal maturity standards 

and the Australian Citrus Quality Standards (ACQS). The WA minimum internal maturity standards 

are enforceable standards set for different citrus types for juiciness, sugar content and acid ratio 

(Brix ratio). The enforcement of WA standards ensures that all citrus fruit produced in WA and 

sold on the fresh market meet the minimum standards. 

The WA minimum standard is legislated and is reviewed and set annually by the industry and 

government. A penalty is applied for growers who do not meet the minimal standard. To help 

growers meet the minimum standard, Fruit West has provided a maturity testing program over 

the past three years. Pre-harvest tests are used by growers to determine maturity prior to picking. 

Post harvest testing is done by Fruit West when fruit reaches the wholesalers and retailers to 

assess the overall performance of WA fruit in the marketplace.  

The ACQS have been established by Citrus Australia and are voluntary. The aim of the ACQS is to 

increase consumption by improving eating quality. Like the WA standards, the national standards 

recommend a minimum standard, however it is not mandated. Fruit is randomly tested at market 

to assess the extent to which fruit meets the minimum ACQS standards and the grower names 

and pass/fail test results are provided to Citrus Australia members. 

The role of the VCC is to raise awareness and promote the adoption of the WA internal maturity 

standards and ACQS across the WA citrus industry. This involves communicating and extending 
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information in newsletters and at field days and reporting the maturity rates against the 

standards through email updates to growers, market agents and retailers. This evaluation 

showed that information about standards and standard test results is valued by market agents 

across WA. 

As I said, the effort that's being put in at the beginning; maturity testing and the publishing of those 

results and just making a lot of noise about them is the greatest thing that's happened to the citrus 

industry. (Market agent) 

The findings of the evaluation found that overall there was a high level of understanding and use 

of both the WA internal maturity standards and the ACQS for citrus quality by growers. Many of 

those interviewed indicated that they understood and utilised the quality standards when 

harvesting.  

All of the growers who completed the online survey indicated that they knew of the WA standards 

and ACQS and the majority of growers indicated that they used quality standards to manage the 

quality of their crops (Figure 3).  

 

Figure 3. Number of growers who use maturity testing to time their harvest 

 

The results shown in Figure 3 are supported by the findings provided by the VCC on the Fruit 

West testing program that show the number of pre-harvest tests (the test used by growers to time 

their harvest) conducted by Fruit West has steadily increased since 2011 as growers have 

became more aware of the program and its value (Figure 4).  
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Figure 4. Number of Fruit West tests (pre-harvest, wholesale and retail tests) completed over three years 

In addition, the majority of the growers interviewed indicated that they do maturity testing 

through Fruit West and a number of the larger growers mentioned that they are now doing their 

own testing.  

We were going to do the free testing but I've gone ahead and bought my own burettes and pipettes 

and all the gear. I thought bugger that, we will do our own. (Grower) 

Most growers interviewed and surveyed reported that they always use maturity testing to time 

their harvest. Figure 5 shows the average ranking for the different decision parameters when 

selecting the time to harvest where 7 is the highest and 1 is the lowest priority ranking. This 

figure shows that growers determine their harvest timing primarily on maturity test results, 

followed by what the crop looks like then weather conditions.  

 

Figure 5. Priorities for determining timing of harvest (7 is the highest priority ranking and 1 is the lowest 

priority ranking) 
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The qualitative reasons given for maturity testing by survey respondents were: 

Guesswork is not an option. (Survey respondent) 

Knowledge of Brix, acidity and juice levels is important for decisions at harvest time. However the use 

of this information to produce "pass" and "failure" scores is unlikely to change growers’ behaviour. 

Publication of the data is fine, red highlighting of failure scores is quite unacceptable. (Survey 

respondent) 

The performance test data provided by the VCC project showed the performance of WA fruit post 

farmgate against the WA quality standards has increased from 2011 (Figure 6). However in 2013 

the pass rate for post farmgate fruit showed there had been a marginal decrease compared with 

the previous year. This was suggested to indicate a difficult growing season where fruit can fail 

the standards because of low juice percentage, where as the focus to start harvest is based on 

sugar and acid generally. 

 

Figure 6. Percentage of WA fruit meeting WA and Australian standards over three years 

The evaluation evidence suggests that there is an increasing trend in the adoption of maturity 

testing across the citrus industry. However, one agency/industry interviewee noted that not all of 

the growers in WA are currently meeting the maturity testing expectations. To maximise returns 

there is still room for improvement in meeting the Australian standards, especially given the 

relationship between meeting these standards and consumer preferences. 

I know that there are still a couple of producers that aren't meeting [maturity testing] expectations.  

But a greater majority are and it's just a matter of trying to ensure that the remainder of that industry 

come forward and meet those requirements to benefit the whole industry. (Agency/industry group) 

Interestingly, one market agent interviewed seemed unaware that there were citrus standards. 

This individual believed that growers do their own testing and they trust the growers’ judgement. 

There are no real standards in WA. The growers basically decide that and put some into a number 1 

box and some into a number 2 box based on quality. I really take the information from the growers 

because they know their fruit the best. They do all the [Brix tests] on the farm. The growers worry 

about that and then they just tell us about it. (Market agent)  
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Citrus Crop Forecasting 

Growers are encouraged to perform a crop forecast in summer to help with orchard management 

and again between January and March to estimate supply to market.  Market agents are mainly 

interested in the results of the second crop forecasts for yield estimates.  

The main methods of crop forecasting include experience, estimating the fruit count on one tree 

and multiplying it across the total number of trees in the orchard or using the counting frame 

technique. Figure 7 shows a counting frame in use. It takes growers approximately 45 minutes 

per block to estimate the yield using a counting frame.   

The counting frame technique is considered the most accurate by Citrus Australia. The VCC 

project has involved promoting the use of counting frames through articles in the Citrus 

newsletter and at field days. Over 30 counting frames were distributed in the 2013 growing 

season by the VCC project.   

 

Figure 7. Measuring citrus crop yield using a counting frame2    

 

This evaluation examined the extent to which WA citrus growers are undertaking crop forecasting. 

Most of the growers who completed the online survey indicated that they did undertake crop 

forecasting in some form (Figure 8). Of those who did not, one commented that this was 

because: 

Seasonal conditions have meant we are certain how our fruit will develop. (survey respondent) 

  

 

                                                      
2 Photo source: https://www.agric.wa.gov.au/citrus-crop-forecasting 
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Figure 8. Number of growers who report using crop forecasting 

A number of the growers interviewed indicated that they while they undertake crop forecasting 

they do not use a standard procedure or method (i.e. a counting frame). For example, one grower 

said: 

I don’t use the square measure or anything like that.  I just do it by eye basically and that seems to 

work quite well for me, so that's what I stick to. (Grower) 

Many of these interviewees noted that they relied on their experience to make crop forecasts and 

noted that their estimates were reliable. This was echoed in the survey with some growers 

indicating they make crop yield estimates based on their own experience. Most growers 

interviewed knew about counting frames and some had been trained to use them. Some felt that 

they were more valuable to less experienced growers. For example: 

The [VCC] project has organised field days so we have had experience and lessons of how to use the 

counting frame to do our crop forecasting. I must say, it's not something that we personally because 

our crop has been so intermittent and unknown. But I know that the other growers have. (Grower) 

Eight growers who responded to the online survey indicated that they used a standard procedure 

or method to arrive at crop forecasts. Some growers interviewed indicated that they used a 

modified version of a counting frame or that they did crop forecasting in a systematic way, rather 

than an educated guess based on experience. 

We count a quarter - about one hundred trees. We select at random about one hundred trees and 

count the amount of fruit on a quarter of each tree [and then make our estimate from that]. (Grower)  

Some respondents did not feel that crop forecasting was particularly important. Some reasons 

given were that production has been fairly stable and because it did not impact on the crop yield 

which was the important thing. This sentiment was shared across the small and large growers.  

I know I will be within five per cent this year of [our average yield]. We don't get many ups and downs. 

We have a pretty stable production. But because there are not very many trees, I know what we can 

produce, and we will produce. (Small grower) 

The forecast is always visual.  I don't get hung up on the forecast because you can only take what 

you've got and there is no point in worrying too much whether you have a heavy crop or a light crop or 

whatever you've got. (Large grower) 

As already mentioned, one of the main purposes for the crop forecasting is that, when combined 

across the industry, it gives buyers and packing sheds an understanding of supply capacity. 

Packing shed logistics and marketing decisions require a good estimate of the yield and this 

helps to secure WA fresh produce in stores around the State. 

One of the roles of the VCC project is to provide an industry wide crop yield forecast. This is 

collected from eight of the major orchards to estimate the volume of citrus types that will enter 

the market in the coming season. This information is communicated to growers and market 

agents through a ‘Crop Forecast Report’ sent via email to industry members and included in 

Citrus Australia’s forecasting figures.   

Most of the growers who were interviewed indicated that they do not share crop forecasting 

information with anyone else. A couple of interviewees advised they do provide information to 

market agents and the VCC, and one indicated that they alert their packing shed.  
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In comparison, of the growers who responded to the online survey only one individual noted that 

they do not share crop forecasting information with anyone else. Figure 9 below shows that 

growers commonly share forecasting information with market agents and packers and some also 

shared information with the VCC. One grower provides information to a retailer.  

 

Figure 9. The number of respondents who report their crop forecasts to others 

 

Some market agents interviewed believed that growers keep their crop forecasting information 

‘close to their chest’.  

Look I don't have, no one has any faith in those figures at all. … It's important to have an overall 

guide, just to see if it's bigger than last year, lower than last year. That's about all we need to know. ... 

They keep it commercial-in-confidence and I understand that.  That doesn't worry us at all.... (Market 

agent) 
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4.2. KEQ2: To what extent has the VCC project impacted on the WA citrus 

value chain to increase domestic consumption of WA citrus fruit? 

There has been a shift in the citrus industry across Australia from a ‘push’ to a ‘pull’ through the 

value chain. Sustainable value chains involve collaborative relationships, effective flow of 

information, rational decision making and effective resource allocation that benefits all the 

players across the value chain as a whole3. 

As such, the WA citrus industry is embracing the value chain model to increase the domestic 

consumption of WA citrus fruit. This has been demonstrated in the establishment of the VCC 

project which is a shift away from a focus on production issues and servicing growers under the 

traditional ‘Development Officer’ model, towards a greater emphasis on markets and marketing 

activity. A key focus of the VCC project is to improve industry cohesion and efficiency throughout 

the value chain and improve relationships and communication between industry partners. The 

findings of this evaluation focused on these aspects. 

Potential influence on consumption 

Although evidence provided by the VCC project suggests that there has been little change to the 

volume of consumption of WA fruit in the domestic market over the past three years, incremental 

value chain improvements are likely to influence domestic fruit consumption over time. For 

example, this evaluation suggest that there have been improvements in industry cohesion and 

efficiency and there are more effective relationships and communication between industry 

partners (see further evidence in the following sections). It may be some time before these 

improvements are reflected in the market but these improvements suggest a positive step in the 

right direction. 

  

                                                      
3 Fearne, A. 2009. Sustainable Food and Wine Value Chain. Government of South Australia 

Key findings 

 There have been enhancements in the WA citrus industry cohesion and efficiency as a 

result of the VCC project.  

 There have been improvements in the communications throughout the citrus value 

chain with resultant improvements in efficiencies.  

 The VCC project has facilitated better relationships across the value chain. 

 There is some evidence that market agents and major retailers of WA citrus products 

are engaged and offered information on the WA citrus season through the VCC project 

and there is improved market awareness of expected harvest timings and quality and 

assisting with ordering and promotion campaigns.  
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Improved industry cohesion  

It is evident that the citrus industry has become more cohesive since 2011 and the VCC project 

has contributed to this. However, it is difficult to isolate the contribution of the project in light of a 

number of other factors. For example, the transition of the Citrus Leadership Group to the new 

industry group – the WA Citrus Improvement Group. Even so, many of the growers and 

agency/industry interviewees felt that the VCC project has played an important role in facilitating 

these improvements.  

I think there have been improvements [in industry cohesion] for sure, even though we started from a 

pretty good base. (Agency/industry group) 

 [Industry cohesion] is fantastic. You couldn't fault it. It’s difficult to say [if it’s because of the VCC 

project]…  I guess [the VCC project] has just contributed to it. It helps to continue with that feeling that 

we're all trying to do the same thing. (Grower)  

A market agent noted that an important role for the VCC project is providing an independent body 

that can facilitate cohesion across the industry. The citrus industry is relatively small and most of 

the major players in the industry know each other. Although the relationships are professional 

and friendly, this is some competitive tension. Because the VCC project is independent it can 

provide an unbiased appraisal of industry needs and issues and can act as a conduit between 

market agents and growers.  

An independent body from the marketers who is trying to bring cohesion to the industry through the 

growers approach, I think is a good thing. (Market agent) 

Changes in industry composition from small family orchards to large enterprises provide 

challenges for industry cohesion and efficiency. Some growers felt this shift in industry 

composition has meant that there is a greater focus on providing services and support to the 

major growers and the needs of the smaller orchards are now being overlooked.  

Well, if you're a big grower you get all the attention.  Little growers like me have never had a visit from 

Fruit West or anyone else. …We don’t get any attention at all and sometimes the small growers would 

probably learn a lot more, we do a lot more trial work than a lot of the big guys. But everything is 

focused on the big growers, your 10,000 to 15,000 trees. (Grower) 

Others have recognised this challenge but feel that the VCC has assisted in ensuring that 

industry cohesion has been maintained. 

It's been a difficult few years.... Our industry has changed. When we first got involved there was a lot 

of small growers that all banded together. The size of the growers has changed. There are far more 

big businesses creating orchards which has the potential to cause an issue for cohesion. But 

certainly having the [VCC] project to always keep us focused certainly contributes to the fact that we 

haven't lost that sense of cohesion at all. (Grower)  

Improved communication and relationships across the industry 

There was evidence that communication across the industry has improved and there are more 

open and trusting relationships as a result. A market agent interviewee described how 

communication has improved over recent years and growers and market agents are having more 

honest dialogue about the volume of fruit and time of maturity which has led to a win-win 

situation.    
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It's taken a long time to develop trust, but at the end of the day you need trust between the merchant 

and the grower so that you can go forward.  We've actually got better results this year by waiting an 

extra week [to market the fruit] and the price has stayed up. (Market agent) 

It is difficult to attribute changes to the VCC project. A number of interviewees mentioned that 

communication had improved. However it is not clear the extent to which these changes were 

influenced by the project.  

As far as positive things I feel as a retailer we're working a bit closer in with the industry now, but I'm 

not sure whether this project has had anything to do with it in particular. (Market agent) 

In contrast, some interviewees felt that the VCC project was instrumental in influencing 

improvement in communication across the industry. For example: 

I think the communication within the value chain is a key thing that's come out of this project since 

2010. I see that as the most important thing. I know a lot of the market agents are asking for 

estimates of varieties which [the VCC] has been forwarding onto them. So [communication between 

growers and suppliers] is definitely happening when it wasn't happening at all in the past. 

(Agency/industry group) 

Some people indicated that the VCC plays an important role in facilitating communication 

between different stakeholders in the industry. 

[The VCC is] doing a good job of staying out of the politics and maintaining live communication. [The 

VCC] is the linkage between WA industry and what's going on in Australia.  [The VCC’s] involvement in 

lots of the different forums, whether they be marketing or growing, brings information and contacts 

and builds networks that are really useful to WA growers. (Agency/industry group) 

One grower indicated that while there has been an increase in the amount of communication 

received, most of it is not relevant to small growers. 

I've noticed there's been more contact with Citrus Australia but it's not up our alley. That's the big end 

of town and we're not in that game. It's just not relevant. I'm not opposed to it. If I was one of the 

bigger players, I'm certain I would see the benefit for it and recognise the need for it. (Grower) 

A market agent interviewed believed that growers were not providing specific information to them 

because growers lack trust in the market agents believing that they will use information against 

the industry to drive the price down. This suggests that although there have been improvements 

in industry communication and stronger relationships across the industry, there is still further 

progress to be made.  

Sometimes [growers] are nervous to provide [crop yield] information because they feel that it gets 

used against the industry to drive the price down. But usually it's quite the reverse, because if we 

know where the peaks of volume are, we know when we need to plan promotional activity to take 

care of the volume. What tends to happen now is that we don't understand it, we end up not planning 

the promotions at the right times and then when the fruit is available in good volume we haven't 

planned around it... Then there's a reaction in price and chasing demand to fill the volume. They end 

up driving the price down whether it's in the markets or the system or wherever it is. Then they end up 

probably worse off. If we understood the [crop yield] information more, we would know what sorts of 

volumes that are coming through. We would plan around it and make sure that we've got the right 

activity in place to take care of the volume. (Market agent) 
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Improved industry efficiency 

Industry efficiency is described as having operational processes in place for the early 

identification of issues and fast implementation of resolutions and actions. In other words, less 

time is wasted in establishing problems and there is no duplication of effort when resolving 

issues. Having industry efficiency is the result of having good industry cohesion, effective 

communication and positive relationships between industry partners. 

The evaluation found there had been improvements in industry efficiency in the WA citrus value 

chain as a result of the VCC project. Some of the interviewees felt that the work of the VCC was 

important in improving overall industry efficiency. 

Yes, definitely, without a doubt [industry efficiency has improved]. To have somebody there who's 

constantly putting all the ducks in a line and making sure that things are done on time. (Grower) 

There were a number of cases described by interviewees where improved communication along 

the value chain had led to improvements in industry efficiency. For example, last year yield 

forecasting focused on total navels and the major varieties of mandarins. The supermarket 

chains were in the process of purchasing mandarins from interstate, unaware that a large 

volume of WA fruit was about to enter the market. Once the situation of a potential over supply 

became apparent, negotiation between buyers and market agents reached an arrangement for 

the sale of WA Hicksons into the domestic market without much impact on price.  

As a result of good industry cohesion and effective communication the situation was well 

managed and important lessons learnt. There are now more varieties covered in yield forecasting 

from the VCC project. In addition, this information is now incorporated into the pre-season 

interviews and there is greater dialogue between market agents and growers on changing 

consumer demands, which may include new variety choices. There is recognition that growers 

need a several years to change to new varieties and advanced warning is important to ensure a 

smooth transition.  

There were some interviewees who suggested that industry efficiency could be improved. This 

suggests that although there has been some success in improving industry efficiency, there is 

still some development required.  

[Crop forecasting] is really quite important and that's probably one of the areas of efficiency we could 

improve. That communication, letting the market agents and the retailers know what we've got 

coming and getting those numbers right by doing the forecasting [is important]. (Agency/industry 

group)  

I'm sure [communication about testing results] happens at a higher level with [Fruit West], but that's 

too slow and too irrelevant for us.  We need that instant communication back when stuff is tested. 

(Market agent)  



WA Citrus Value Chain Project Evaluation Report  Clear Horizon Consulting 23 

5. Recommendations 

It appeared from the evaluation findings that the VCC project was effective in acting as a 

transition from a traditional development officer to a value chain coordinator role. The activities 

undertaken by the current project covered both extension of farm practices and market 

development activities. However, it is clear from the findings that further work is required in the 

area market development and provision of market information. Although there had been 

improvements in industry cohesion and efficiency resulting from improved communication across 

the industry and stronger relationships between industry partners, there is still a need for 

improvements in this area.   

 

In addition, there was a general lack of awareness the VCC project’s overall objective in shifting 

the focus from a ‘push’ to a ‘pull’ through the citrus value chain. It is important for the growth of 

the industry overall that all stakeholders are aware of and see the benefits in this shift in focus.  

 

There was no baseline provided for the VCC project objectives and adoption targets and no 

measurements established prior to commencing the project.  In addition, the alignment between 

the outputs, outcomes and adoption targets was not clear. This made it difficult to evaluate the 

overall effectiveness of the project.  

Recommendation 1 

It is recommended that a future VCC project employs a more targeted approach to industry 

and market development that strikes a balance between providing development support to 

growers and coordinating market development activities. Market development activities 

could include undertaking an analysis of effective communication tools suitable for market 

agents e.g. a ‘market’ specific newsletter, as well as holding combined industry events that 

facilitate better communication and relationship building across the value chain.  

Recommendation 2 

It is recommended that prior to the commencement of a future VCC project, that Fruit West 

and the WA Citrus Improvement Group implement a communication strategy informing all 

industry participants of the shift in the focus and resources towards a whole of value chain 

model. 

Recommendation 3 

It is recommended that a future VCC project involve careful consideration in the development 

of objectives and targets that are shared between HAL, Fruit West and DAFWA and where 

possible, establish appropriate baselines either prior to or at commencement of the project. In 

addition, to ensure that the necessary data is collected for monitoring and evaluating progress 

against the objectives or targets, a monitoring and evaluation plan is developed along side the 

project plan at commencement of the project. 
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Appendix 1: Grower survey  
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Appendix 2: Semi-structured interview questions for Citrus 

growers 

Before you begin the interview you need to do the following things: 

 Ethics and confidentiality – how your data will be used  

 Sign a consent form  

 Tell interviewee will go for 0.5-1 hours 

 Approval for recording the interview to help us to take accurate notes. 

 

Background for the interviewer 

The purpose of WA Citrus Value Chain project is to develop and maintain linkages between Fruit 

West, Government, Industry and Citrus Australia. The role of the Value Chain Coordinator, funded 

under this project is to support the implementation of national citrus projects and WA regionally 

based activities of Citrus Australia. This includes working towards key components of the WA 

Citrus Industry Strategic Plan 2010 – 2020 developed by the WA citrus industry in 2009: 

 Market information: Improve the flow of information through all levels of the supply chain 

to enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increase volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and 

international industry. 

The VCC also contributes to linkages between citrus projects and initiatives across Australia and 

WA and undertakes or identifies opportunities for professional development in relation to value 

chain thinking and tools. 

The aim of this evaluation is to understand the effectiveness the Project to ensure that the 

Project meets the expectations of its stakeholders and funders. The evaluation will also ensure 

that outcomes of the project are being met. 

 

This interview will provide evidence for the evaluation. We will use what you say along with 

information provided by a range of other people and project documentation. Please let us know if 

you do not want your organisation or name associated with any quotes or information about the 

project. Also see our confidentiality and ethics statement for further information. 
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Warm up questions 

1. Can you tell me a bit about your citrus growing business? 

1.1. What type of citrus do you grow? 

1.2. Approximately how many trees do you grow? 

1.3. How long have you been growing citrus fruit? 

1.4. What is your role in the business? (Business manager, owner etc) 

2. Can you tell me about what you know about the project? 

2.1. Were you involved in the development of the project or the early stages of its set up? 

2.2. Have you been to any of the Citrus Industry events run by or receive information 

produced by the VCC? 

2.3. Have you heard other people talk about the project or read about it through the media or 

on websites? 

Impact questions: What was the impact of the project? 

3. If you know about the project can you think of any outcomes/changes (either positive or 

negative) that you have seen or heard from the Project? 

 

3.1. Can you describe some of these things in a little more detail? 

3.2. Were there any changes in terms of: 

3.2.1. Improving market information  

3.2.2. Facilitating the strategic development of WA domestic market 

3.2.3. Helping to improve production techniques or access to new production 

technologies 

3.2.4. Facilitating long-term export market strategies 

3.2.5. Improving communication networks 

4. Of these outcomes, which one do you think is the most important/significant? 

4.1. What has changed?  

4.2. What was it like before? 

4.3. What was it like afterwards? 

4.4. Why did you say that this was the most important outcome/change? 

5. Were there any negative outcomes? 

5.1. Please tell me about these. 

 

  



WA Citrus Value Chain Project Evaluation Report  Clear Horizon Consulting 35 

Practice change – grower participating in crop forecasting activities (KASA) 

6. Can you tell me a bit about how you estimate your crop yield prior to picking? 

6.1.  Do you provide a crop forecast for the season?  

6.2. What did you do to arrive at your crop forecast?  

6.2.1. Do you usually use a counting frame?  

6.2.2. Did you use a consultant to do the assessment? 

6.2.3. Do you intend to continue with crop forecast? 

 

7. Who do you provide that information to? 

Practice change – quality testing (KASA) 

8. Can you tell me about what you know about of the Australian Citrus Quality Standards?  

8.1. Do you use the Standards to manage the quality of your citrus fruit? 

8.2. Do you use any other quality standards? If yes – what are they 

 

9. Do you regularly use maturity testing?  

9.1. Why or why not? 

9.2. If yes, who does your maturity testing? 

9.3. How do you use the results? 

 

10. Is there anything that stops or would stop you from doing maturity testing? 

 E.g. Cost, availability of people do to the testing, time,  

 

11. Apart from maturity testing, is there anything else that influences when you harvest? 

Industry cohesion and efficiency 

Part of the role of the Value Chain Coordinator is to improve industry cohesion and efficiency. 

1. How would you describe the WA citrus industry cohesion? 

1.1. Do you think the citrus industry is working better together since this project? 

1.2. Do you think the Value Chain Coordinator helps with industry cohesion? 

1.3. Can you describe any differences? 

2. Do you think this had made the industry more efficient? 

2.1. In what ways 
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Communication 

3. Are you a member of Citrus Australia?  

3.1. Why or why not? 

 

4. Do you receive FW newsletter or magazine?  

4.1. Can you tell me about how useful you think the publications are?  

4.2. Is there anything that you can think of that could be improved? 

5. Do you receive citrus information from sources other than Citrus Australian, Fruit West, or 

DAFWA?  

5.1. If yes, can you please specify? 

 

6. How do you prefer to receive citrus industry information?  

E.g. email, text message, in person, combination of the above 

 

7. The Value Chain Coordinator project also runs industry field days, I was wondering if you can 

remember attending a field day in the last two years?  

7.1. If yes, what can you tell me about it – did you find it a useful way to get information  

7.2. If no, is there a particular reason why not? E.g. the field days have not been in my area, 

they have not been relevant to me, they are too expensive, don’t like attending field days 
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Appendix 3: Semi-structured interview questions for 

agencies 

Before you begin the interview you need to do the following things: 

 Ethics and confidentiality – how your data will be used  

 Sign a consent form  

 Tell interviewee will go for 0.5-1 hours 

 Approval for recording the interview to help us to take accurate notes. 

 

Background for the interviewer 

The purpose of WA Citrus Value Chain project is to develop and maintain linkages between Fruit 

West, Government, Industry and Citrus Australia. The role of the Value Chain Coordinator, funded 

under this project is to support the implementation of national citrus projects and WA regionally 

based activities of Citrus Australia. This includes working towards key components of the WA 

Citrus Industry Strategic Plan 2010 – 2020 developed by the WA citrus industry in 2009: 

 Market information: Improve the flow of information through all levels of the supply chain 

to enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increase volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and 

international industry. 

The VCC also contributes to linkages between citrus projects and initiatives across Australia and 

WA and undertakes or identifies opportunities for professional development in relation to value 

chain thinking and tools. 

The aim of this evaluation is to understand the effectiveness the Project to ensure that the 

Project meets the expectations of its stakeholders and funders. The evaluation will also ensure 

that outcomes of the project are being met. 

 

This interview will provide evidence for the evaluation. We will use what you say along with 

information provided by a range of other people and project documentation. Please let us know if 

you do not want your organisation or name associated with any quotes or information about the 

project. Also see our confidentiality and ethics statement for further information. 
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1. Can you tell me about what you know about the project? 

1.1. Were you involved in the development of the project or the early stages of its set up? 

1.2. Have you heard other people talk about the project or read about it through the media or 

on websites? 

1.3. Of the activities you are aware of that the project does, can you tell me what works well 

and what improvements you could suggest. 

2. What role does your agency play in the project (how have you been involved)?   

2.1. What are the links between your agency and the VCC? 

Better relationships with industry bodies 

3. Do you think there is a better relationship between agencies (DAFWA, Fruit West, Citrus 

Australia) since the project? 

3.1. Why or why not? 

3.2. How has the project helped in building better relationships (if at all)? 

3.3. How could the project help more? 

 

4. Can you think of an example where there are effective relationships which have resulted from 

the project? 

4.1. What did the project do to facilitate these relationships? 

Industry cohesion and efficiency 

Part of the role of the Value Chain Coordinator is to improve industry cohesion and efficiency. 

1. How would you describe industry cohesion? 

1.1. Do you think the citrus industry is working better together since this project? 

1.2. Can you describe any differences? 

1.3. What do you think could be improved? How? 

2. Do you think that industry cohesion had made the industry more efficient? (this could mean 

information flows are quicker, decisions are quicker) 

2.1. In what ways? 

3. Do you think that the Value Chain Coordinator has contributed to making the industry more 

efficient? 

3.1. In what ways? 

Need for the project 

5. What value do you think the project has for the citrus industry overall?  

5.1.  What difference do you think it would make to the citrus industry if the project didn’t 

exist? 

5.2. In what ways, if any, does this project add value to the work of other agencies? 
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Practice change – quality testing 

6. Do you think that WA citrus growers understand how to estimate their crop yield?  

6.1. What methods do you think are commonly used? E.g. counting frame, past experience 

6.2. Do you know of they provide a crop forecast to someone? E.g. a market agent, to 

Bronwyn 

 

7. Do you think that WA citrus growers are aware and use of the Australian and WA Citrus 

Quality Standards?  

7.1. Why or why not? 

7.2. Do you think there any barriers  

7.3. Do you think there are any other quality standards that they use? 

8. Are you aware of how many citrus growers have undertaken maturity testing?  

8.1. And what percentage of those passed the test?  

8.2. is that about the same, more or less than last season? 

8.3. Is there a trend? Why or why not? 

9. Do you have any thoughts about why growers do or don’t do maturity testing? 

10. Do you know if they report that information to anyone and how the information is used? 

Impact questions: What was the impact of the project? 

11. If you know something about the project can you think of any outcomes/changes (either 

positive or negative) that you have seen or heard from the Project? 

11.1. Can you describe some of these things in a little more detail? 

11.2. Were there any changes in terms of: 

11.2.1. Improving market information  

11.2.2. Facilitating the strategic development of WA domestic market 

11.2.3. Helping to improve production techniques or access to new production 

technologies 

11.2.4. Facilitating long-term export market strategies 

11.2.5. Improving communication networks 

12. Of these outcomes, which one do you think is the most important/significant? 

12.1. What has changed?  

12.2. What was it like before? 

12.3. What was it like afterwards? 

12.4. Why did you say that this was the most important outcome/change? 

13. Were there any negative outcomes? 

13.1. Please tell me about these. 
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Appendix 4: Semi-structured interview questions for market 

agents/major retailers  

 

Before you begin the interview you need to do the following things: 

 Ethics and confidentiality – how your data will be used  

 Sign a consent form  

 Tell interviewee will go for 0.5-1 hours 

 Approval for recording the interview to help us to take accurate notes. 

 

Background for the interviewer 

The purpose of WA Citrus Value Chain project is to develop and maintain linkages between Fruit 

West, Government, Industry and Citrus Australia. The role of the Value Chain Coordinator, funded 

under this project is to support the implementation of national citrus projects and WA regionally 

based activities of Citrus Australia. This includes working towards key components of the WA 

Citrus Industry Strategic Plan 2010 – 2020 developed by the WA citrus industry in 2009: 

 Market information: Improve the flow of information through all levels of the supply chain 

to enable the orderly marketing of produce and increase WA share of the local market. 

 Domestic market development: Facilitate the strategic development of WA domestic 

market. 

 Production: Increase the sustainability and profitability of WA citrus growers through 

improvements in production techniques and access to new varieties and technologies. 

 Export market development: Develop a long-term export market strategy to support the 

increase volumes of citrus produced in WA. 

 Communication: Maintain effective and strong communication networks within the local 

industry and further develop networks and communication with the national and 

international industry. 

The VCC also contributes to linkages between citrus projects and initiatives across Australia and 

WA and undertakes or identifies opportunities for professional development in relation to value 

chain thinking and tools. 

The aim of this evaluation is to understand the effectiveness the Project to ensure that the 

Project meets the expectations of its stakeholders and funders. The evaluation will also ensure 

that outcomes of the project are being met. 

 

This interview will provide evidence for the evaluation. We will use what you say along with 

information provided by a range of other people and project documentation. Please let us know if 

you do not want your organisation or name associated with any quotes or information about the 

project. Also see our confidentiality and ethics statement for further information. 

  



WA Citrus Value Chain Project Evaluation Report  Clear Horizon Consulting 41 

Warm up questions 

4. Can you tell me about what you know about the project? Or what Bronwyn Walsh, the co-

ordinator (VCC), does. (Bronwyn provides beginning and end of season review – contacts 

them all and lines up appointments to ask – what are their impressions of the season, any 

issues, have they increased sales – how are sales going?) 

4.1. Were you involved in the development of the project or the early stages of its set up? 

4.2. Have you been to any of the Citrus Industry events run by or receive information 

produced by the VCC? 

4.3. Have you heard other people talk about the project or read about it through the media or 

on websites? 

4.4. Of the activities you are aware of that the project does, can you tell me what works well 

and what improvements you could suggest.   

Level of knowledge in market agents and major retailers of harvest timings and quality 

of WA citrus 

5. What do you understand about citrus harvest timing in WA?  

5.1. Can you tell me about what you know about how growers forecast their crop yields?  

5.2. Do you have access to that information?  

5.3. Is it useful and how do you use it? 

 

6. What do you know about the Australian and WA citrus fruit quality standards (internal and 

external)? 

6.1. Do you use the quality standard information? 

6.2. Who gives you the quality standard information? 

 

7. To what extent do you believe there has been an increase in consumption of local fruit on the 

domestic market based through providing a higher proportion of fruit at optimum maturity? 

7.1. What role do you think the information provide through the Value Chain Coordinator 

played in this? 

Improved communication 

8. What do you think is the level of communication across the citrus value chain? 

9. Do you think there have been improvements in communication since 2011? 

10. What could be improved? 

 

11. Do you receive the Fruit West newsletter and magazine? 

11.1.  How useful is the information you receive? 

12. Where do you get most of your information about crop yield and citrus quality? 

Industry cohesion and efficiency 

Part of the role of the Value Chain Coordinator is to improve industry cohesion and efficiency. 
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13. How would you describe industry cohesion? 

13.1. Do you think the citrus industry is working better together since this project? 

13.2. Can you describe any differences? 

13.3. What do you think could be improved? How? 

14. Do you think that industry cohesion had made the industry more efficient? (this could mean 

information flows are quicker, decisions are quicker) 

14.1. In what ways? 

15. Do you think that the Value Chain Coordinator has contributed to making the industry more 

efficient? 

15.1. In what ways? 

 

Impact questions: What was the impact of the project? 

16. If you know something about the project can you think of any outcomes/changes (either 

positive or negative) that you have seen or heard from the Project? 

16.1. Can you describe some of these things in a little more detail? 

16.2. Were there any changes in terms of: 

16.2.1. Improving market information  

16.2.2. Facilitating the strategic development of WA domestic market 

16.2.3. Helping to improve production techniques or access to new production 

technologies 

16.2.4. Facilitating long-term export market strategies 

16.2.5. Improving communication networks 

 

17. Of these outcomes, which one do you think is the most important/significant? 

17.1. What has changed?  

17.2. What was it like before? 

17.3. What was it like afterwards? 

 

18. Why did you say that this was the most important outcome/change? 

18.1. Were there any negative outcomes? 

18.2. Please tell me about these. 
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