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Introduction 

This is a critique of Environmental Management Systems (EMSs) and their 

applicability to the north Australian pastoral industry. The report has been written to 

satisfy the Master of Tropical Environmental Management requirements. 

In this document I intend to: 

• introduce the north Australian pastoral industry, its history and current 

practices 

• review 'off the shelf environmental management systems (EMS) 

• consider the applicability of these EMS to the north Australian pastoral 

industry, and 

• make recommendations 

Today the north Australian pastoral industry is interested in demonstrating its 

environmental credentials by promoting industry standards (Tropical Savannas CRC 

2002c ). In recent years there has been a growing interest in Environmental 

Management Systems (EMS) which are increasingly regarded by government bodies 

and by pastoral industry members as a tool for environmental accountability and to 

improve natural resource management (NRM) generally. Meat and Livestock 

Australia (MLA) have recently completed a report on the implementation of 

IS014001, a formal EMS, on several different pastoral properties (Banney 2002). 

EMS is a relatively new concept and there has been limited evaluation ofEMSs and 

their applicability in the north Australian pastoral industry. Industry members do not 

know if EMS will effectively address the unique environmental issues of the industry 

in northern Australia. 

Having reviewed the literature on the topic I have concluded that it may not be 

practical to apply EMSs across the board in the north Australian pastoral industry. 

EMSs may be a management tool applicable to larger scale pastoral enterprises for 

the following reasons: 

• Such enterprises have the resources to support the administration and 

monitoring requirements of a formal EMS 
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• EMSs are a tool that demonstrates environmental progress to enterprise 

stakeholders such as the Board ofManagement or shareholders. 

• They assist with maintaining corporate knowledge 

• They have potential as a marketing tool and may secure market access 

particularly in an environmentally conscious society. 

However the small to medium sized properties may lack the financial and human 

resources required to implement an EMS. 

Further, EMSs do not focus on scale that is appropriate for the large property sizes 

and regional context of northern NRM. Nor do EMSs emphasise NRM outcomes on 

the ground. 

To ensure all pastoral enterprises regardless of size can apply environmental 

management to their properties a more regional approach is needed. The 

development ofbest practice management (BPM) guidelines followed by 

environmental codes of practice (COP), to ensure appropriate natural resource 

management (NRM) occurs, is a practical solution, which can be adopted by all 

industry participants regardless of the size of the business. 
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Characteristics of the north Australian Pastoral industry 

Historical Setting 
Pastoralists first encountered the various landscapes of northern Australia from circa 

1850 (Queensland Government 2002), equipped only with their determination and 

knowledge of European farming methods to shape the development of a new 

industry (Bauer 1984). Their knowledge of climate was confined to the existence of 

two seasons, 'The Wet and The Dry'. They had no knowledge of the extremes of 

seasonal variation and no records to guide them in their decision making regarding 

climatic influences on their enterprise (Bauer 1984). 

The lush and green nature of the vegetation was misinterpreted as an indicator of 

fertile soils (Bauer 1964). They viewed the local fauna as vermin, as it had no 

existing economic use and was inedible. The knowledge pool which was available to 

them, that is the detailed knowledge of all aspects ofthe environment possessed by 

the Aboriginal people, was discounted partly because of the polarisation of ideas of 

both groups in regard to the environment (Bauer 1984). The settler's attitude was to 

exploit'the resource to increase their wealth, in total contrast to the values of the 

Aboriginal people who lived offthe land at a subsistence level. This lack of 

knowledge oflocal environment and climate and lack of recognition of Aboriginal 

expertise in regards to the natural environment, was a common problem across 

northern Australia (Bauer 1984). 

Despite government efforts to promote the development of the pioneer pastoral 

industry in northern Australia development of the area was at first slow and painful, 

with failure more common than success. Factors such as isolation from established 

markets and social isolation, lack of amenities and facilities and disease all added to 

the hardship of development of north Australia (Bauer 1984). 

Queensland 

Northern Queensland was the first region of north Australia to be settled by 

pastoralists. In 1851 Queensland seperated from New South Wales (NSW) and 

became self-governing. The earliest resolve of the new parliament was to increase 

the population as rapidly as possible. In a five-year period nearly 25,000 people 
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were attracted to Queensland and to the prospect ofbecoming landowners (Qld Govt 

Web Site 2002). The Land Act of 1860 offered 14-year leases to landholders on the 

proviso that they stocked their country within a year of taking out a grazing lease. 

This encouraged the development of the pastoral industry and the population of the 

region (Landsberg et al. 1998). Queensland's rapid development was due to the fact 

that they were self-governing and the administration was on site and not ruling from 

a distance. As a consequence, properties were much smaller in size than that of the 

more remote Northern Territory and Western Australia. 

Northern Territory 

Initially in the Northern Territory the process of purchasing and settling the land was 

slow. This pace was due to bureaucracy and poor economic conditions in both South 

Australia and Queensland. The fledgling pastoral industry ofNorthern Australia in 

1860-80s was developing against a background of economic depression in both 

Queensland and South Australia, resulting in limited migration of graziers from these 

regions (McLaren & Cooper 2001 ). The Northern Territory Act 1863 did not 

encourage the quick uptake efland, as it required stocking before a lease application 

could be processed (McLaren & Cooper 2001). Pastoralists had to bring stock 

overland through unknown country to a lease they had selected from a map. On 

arrival in the NT, there was no guarantee that the lease would be granted. This was 

not a very encouraging proposition for such high-risk operations. Consequently 

pastoral development in the NT was slower and leases were larger than in 

Queensland and the population size was much smaller. 

These historical circumstances led to a variety of ownership types, ranging from 

large international investors owning the largest spreads in the world such as Victoria 

River Downs which was known to the pioneers as the 'Big Run' (Makin 1996), to 

individual "Kings in Grass Castles" who ruled over leases with an average size of 

one million acres. A boost to the pastoral industry in the Territory was the discovery 

of gold on Union Reef and the completion of the Overland Telegraph in 1872 

(McLaren & Cooper 2001). This increased interest in the NT and "opened up" the 

country to pastoral and other settlers. 

10 



Western Australia 

The Kimberley district of Western Australia was not available for lease until the late 

1880's (Battye 1978) when a small number of cattle runs were opened up. Like the 

NT, the Kimberley region was isolated from permanent settlements, access to 

markets was difficult, supplies were often scarce and the climate was very hot and 

inhospitable. Consequently absentee investors and speculators purchased many of 

the leases (Crowley 1970). Speculators who did not stock the land had to surrender 

their land. As a result more than half ofthe regions leases were surrendered 

undeveloped and unstocked (Crowley 1970). This provided the opportunity for those 

genuinely interested in pastoralism to purchase the surrendered land, resulting in 

large properties, similar in scale to the NT. Smaller holdings did exist, however 

these were unable to survive during the 1889-1892 drought, when many small 

holders left the land and their holdings were amalgamated into the large properties 

(Crowley 1970). 

Turning points in the Pastoral Industry. 

The large size of the stations, particularly in the NT and WA, required a substantial 

workforce to conduct everyday operations. Aboriginal people were favoured as 

workers as they worked for rations and later for extremely low wages (Altman & 

Smith 1992). If pastoralists had been obliged to pay the Aboriginal people "white 

man's" wages it is doubtful that they would have had the resources to manage and 

stock such large holdings (Altman & Smith 1992). 

In 1967 Aboriginal people in the Victoria River District (VRD) of the NT held the 

first major Aboriginal protest against labour exploitation. Petitions were sent to the 

Governor General demanding improved living and working conditions and the 

strikers declared their rights to traditional lands (Altman & Smith 1992). This raised 

the awareness of non-Aboriginal people ofthe living conditions of Aboriginal 

people. Changes were made to legislation in the various states and a year later in 

1968 the pastoral award wage for Aboriginal people was introduced in the Kimberley 

(Green 1981). 

The introduction of award wages for Aboriginal people, initially had devastating 

consequences for Aboriginal people working on stations. Pastoralists decided if they 
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had to pay wages to Aboriginal people they would rather employ more whites 

(McLaren & Cooper 2001). Widespread evictions of Aboriginal station families 

ensued, causing refugee groups to gather on reserves outside oftowns (Green 1981). 

The reduction of numbers of Aboriginal people on the pastoral properties had 

repercussions for the management of the land. Aboriginal people no longer had 

input into the management of the country. It is conceivable that pastoralist's, who 

were previously influenced by Aboriginal natural resource management practices and 

knowledge such as burning, changed practices. The stations, which once relied 

heavily on cheap labor, had to change their management to remain viable. This lead 

to an increase in the use of mechanical methodologies, for example instead of 

mustering on horseback, which required many stockmen, motorised vehicles which 

later included helicopters were used (McLaren & Cooper 2001). 

Lack of transportation for animals to and from markets and the difficulties of 

obtaining supplies was a serious hindrance to the development ofthe north 

Australian pastoral industry. From the late 1920's attempts were made to introduce 

transports to the area (McLaren & Cooper 2001). They were largely unsuccessful as 

the rough terrain often damaged vehicles. However the preliminary trials did 

highlight to pastoralists the potential of using motorised transport, as a trip from a 

station in WA to a permanent settlement was reduced from 30 days to 30 hours using 

a truck (McLaren & Cooper 2001). By 1934 the first road train was being trialed. It 

was found to reduce freight costs by as much as 80% (McLaren & Cooper 2001). 

However the lack of road infrastructure damaged the vehicles and continued to make 

this mode of transportation uneconomic. It was becoming apparent that the non

existent roads and rough country was a hindrance to the development of the industry. 

It wasn't until World War II that improvement in transport began to occur. The Sturt 

Highway and a highway from Mount Isa to Tennant Creek were developed, opening 

up supply routes to the isolated regions of northern Australia. After the war, road 

trains became common and 1949 saw the introduction of a major Commonwealth 

initiative for the development of major roads to facilitate cattle transport in northern 

Australia (McLaren & Cooper 2001). Within 20 years a network of good roads criss

crossed northern Australia facilitating the transportation of cattle. This road network 

revolutionised the industry. The days of time consuming and labor intensive droving 
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were over; cattle could be transported to major settlements and to markets in a matter 

of days. The problem of distance to markets was overcome, and more markets were 

opened up. 

In the late 1960's bovine tuberculosis (TB) threatened the pastoral industry's export 

market. The United States and Europe threatened sanctions would be introduced 

against Australia unless TB was eliminated from the national herd. In 1970 the 

Commonwealth Government put in action the Brucellosis and Tuberculosis 

Eradication Campaign (BTEC) (McLaren & Cooper 2001). The campaign involved 

the mustering, testing and the slaughtering of infected stock. Unmustered stock were 

shot from helicopters. The program required a restructuring of the management of 

the north Australian herd. Prior to the campaign stock ran wild and had limited 

contact with pastoralists unless they were being mustered. BTEC required control of 

the stock. This entailed fencing of properties and paddocks and yards, enabling the 

control and segregation of the animals. 

BTEC also meant that stock numbers became more accurate and were reduced as 

pastoralists sustained serious losses through low compensation prices for infected 

stock as well as the depletion oftheir breeding herd (McLaren and Cooper 2001). In 

the end the BTEC scheme resulted in a radical change of the north Australian beef 

industry (Table 1). It secured Australia's export markets by certifying TB free 

animals, it tamed the north Australian herd through introduced infrastructure and 

better herd management. The wild days of mustering cattle which had never seen a 

human before were over. 

Table 1 The Effects of BTEC on the north Australian Pastoral Industry 

Pre BTEC PostBTEC 
No fences Fences 
Improved pasture limited Improved pastures encouraged 
Limited improved bloodstock Improved stock quality 
Limited control over animals Improved control over animals through 

fencing of paddocks and stock yards 
Low stocking rates Higher stocking rates 
Capital outlay limited Capital outlay high 
(Based on mformat10n from McLaren & Cooper 2001) 
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Landscape Changes 

Though the pastoral industry comprises mostly low intensity land use across northern 

Australia, human influences have created changes in the landscape. The introduction 

of animals such as cattle and horses caused varying degrees of soil erosion and 

displaced native flora and fauna (Bauer 1984). Pioneer settlers worked on the 

presumption that coarse native pasture could be improved by heavy grazing. The 

settlers wanted to change the environment which they now occupied to ensure 

economic success. 

" .. by paddocking and heavily stocking, and perhaps by ringbarking the trees, we 

may ultimately bid farewell to the sticks and straws that at present constitute our 

grasses and welcome a more nourishing kind'' (Alfred Giles, in McLaren & Cooper 

2001 p11). 

Pasture species were frequently introduced to 'improve' native pasture and displaced 

native flora and in some cases these introduced species became classified as weeds 

(Woinarski & Dawson 2001). Further changes to the landscape were brought about 

by the introduction of artificial watering points, which resulted in localised 

concentration of impacts and a grazing gradient away from watering points (Biograze 

2000). The problems caused by artificial watering points are still present today, 

however they are being addressed through greater understanding of pastures and the 

affects of grazing. 

Land clearing, enforced by Governments to demonstrate "land improvement" as part 

of pastoral lease conditions, impacted on natural resources. Often land clearing 

changed the soil condition and resulted in soil erosion (Brock 2001). Subdivision of 

properties and the development of paddocks often resulted in the fragmentation of 

vegetation cover and altered the ecosystems function (Brock 2001). 

The environment in which pastoralists operate is complex and management practices 

on the land often have slow feedback effects on the soil and vegetation resource 

(Landsberg et al1998). The north Australian pastoral industry's relatively short 

history has resulted in a sharp learning curve for land managers and there is still 

much unknown about the landscape processes and the effects of different 
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management regimes on these processes (Woinarski & Dawson 2001). This lack of 

long term accepted knowledge is a strong incentive for developing monitoring and 

management systems for risk minimisation to identify and prevent detrimental 

effects from management regimes. 

Conservation 

Pastoralists and companies regarded northern Australia as a resource where they 

could exploit the commercial potential of the land (Makin 1996). For the first 50 

years the pastoralists had no environmental legislation to monitor or direct their 

activities. Investors and pastoralists were attracted to the NT because of the freedom 

from government control (Bauer 1964). 

The establishment of the North Australian Development Committee (NADC) in 1946 

was a milestone in the development of the pastoral industry (McLaren & Cooper 

2001). This was one ofthe first attempts to provide official environmental guidance 

for pastoralists in northern Australia, by reporting on soils, vegetation and 

agricultural potential (Woinarski & Dawson 2001). It was also the impetus for the 

beginning of scientific research and better understanding of these environments. 

During the 1950-60's research into grazing and improved pasture was initiated. 

Pastoral industry researchers were advising pastoralists to 'improve' native pasture 

by replacing native grasses with introduced grasses in order to increase stocking rates 

(McLaren & Cooper 2001 ). This trend of increased stocking rates on improyed 

pasture continued until1964 when the Northern Territory Land Board recommended 

that major changes be made to reduce stocking rates. Pastoralists were encouraged 

to be mindful of soil erosion and over grazing. This was the first official effort to 

raise awareness ofpastoralists in regards to conservation practices. 

Bennett (1995) suggests today' s pastoralists endure the legacy of the mistakes of 

history. These scars are still visible and often are attributed to today' s pastoralists. 

Pastoralism today however, is very different from 20 years ago. Not only has the 

technology changed, so has the pastoralists attitudes. Many pastoralists recognise 

that a healthy landscape is reflected in their product "if you've got a good 
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environment, a healthy looking environment, you should have healthy looking stock." 

(Amott eta! undated p29). 

Information and communication technology have diminished the tyranny of distance. 

Many oftoday's pastoralist have improved technology to keep them better informed 

on issues of management, changing world attitudes and markets. As well as the 

change in management approaches, pastoralists are changing their image and their 

products to meet potential and actual market demands. Many producers now see 

sustainable industries and a clean green image as essential to their production process 

(O'Donnell, 2000). 

Pastoralists are aware that conservation or at least NRM and pastoral production are 

inseparable issues for long-term viability and profitability of their operations. They 

are also aware there are many other stakeholders in the land and an increasingly 

aware community are monitoring land use with increased interest (Ritchie & Peatling 

2000). Pastoralists are increasingly concerned by perceived threat posed by 

conservationists, land tenure issues and other matters tied to government intervention 

(Holmes 1994). There is frequent debate about the ability ofthese lands to continue 

to sustain pastoralism, their predominant use, without further [land] degradation" 

(Heathcote, R., 1994, p155). It is important forpastoralists to respond to these 

viewpoints by demonstrating their commitment to sustainable land use. 

The general community is placing increasing demands on suppliers expecting 

accountability and sustainability from natural resource managers. Mech & Young 

(200 1) state that strong signals are emanating from the United Kingdom where super 

market chains such as Tesco require environmental certification of products from 

their suppliers. By introducing this approach Tesco is seen as the forefront of a 

market demanding environmental credentials. Given that this large retailer has taken 

this environmental approach, the likelihood is that many other large retailers will 

place similar demands on primary producers, making environmental sustainability 

and accountability the standard operating procedure in the future. Although, 

currently this environmentally aware market is a very small component ofthe 

market. 
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Characteristics of North Savanna Landscape 
The majority of pastoral leasehold tenure is rangelands which are ecologically 

complex (Landsberg et al. 1998) and encompass semi arid to wet tropical savannas 

(Productivity Commission 2001a). Landsberg et al. (1998) typifies these 

environments by weather extremes and climatic variability. An understanding of 

these savannas and the effects that seasonality and long term variability has on the 

natural resources is necessary to effectively manage (Karfs et al. 2000). 

Climate 

The tropical savanna in Australia experiences rainfall between November and April 

of<500mm/yr to >1800mm/yr (Williams et al. 1997). The occurrence ofthe wet 

season is predictable but there is variability in the time and quantity of rainfall. 

Williams et al. (1997) has identified the following seasons: 

1. The early storm period (October- November), this period is very humid with 

sporadic storms. 

2. The early monsoon (December- January), when rainfall can be heavy at 

times 

3. The late monsoon (February- March) when most rain falls, rivers and low-

lying land floods. 

4. The late storms (April- May) the transition period from wet to dry. 

5. The cool dry (June- July), fires are a common occurrence. 

6. The hot dry (August- September) when temperature and evaporation are 

high. 

An understanding ofthe seasonal variability is important, as management of natural 

resources is different at each stage. As well as variability within the seasons, 

variability also occurs from year to year. Long-term rainfall trends need to be 

understood to effectively manage the landscape (Karfs et al. 2000). The seasonality 

of north Australia not only effects the flora but it also effects pastoralists access to 

markets, supplies and access to information, as many pastoral leases do no have all 

weather roads and are isolated for parts of the wet season. 
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Vegetation 

Tropical savannas are the predominant ecosystem in the northern region of Australia. 

Variability in climate results in a distinctive set ofbiological responses (Pickup & 

Stafford Smith 1993), characterised by rapid cycles of growth and die back ofplants. 

As with climate this requires unique natural resource management. 

Soils tend to be nutrient deficient (Tropical Savannas 2002a) due to leaching of 

nutrients by heavy rainfall (Stafford Smith 2001 ). This is a serious consideration for 

pastoralist as the majority ofpastoralists rely on native pastures (64%) with only 

36% of pasture in the region sown or introduced (Australian Natural Resource Atlas 

2002). 

Trees and plants in north Australia need to capture and store water and nutrients in 

the wet season in order to survive in the dry. The structure of vegetation patches 

plays an important part in capturing water and nutrients. Where over grazing or 

frequent and hot fires occur, patchiness is lost and the effectiveness of the vegetation 

to capture and store resources is also reduced (Pearson 2002). This has the potential 

to eventually effect the landscape health and decrease its carrying capacity for both 

native animals and cattle. 

Pearson (2002) suggests that northern Australia's landscapes are largely intact. 

However they are under pressure from development activities that are subtlety 

changing the landscape, resulting in the decline of certain species such as 

granivorous birds (Woinarski 1999). It is thought that these changes in vegetation 

composition and structure are a result of grazing pressures and a change in fire 

regimes. Native vegetation has adapted to cope with fire and some plants are reliant 

on it. However current fire regimes tend to be inappropriate and over vast tracts of 

land. This can be detrimental to the regeneration of some species (Pearson 2002). 

There is contention about appropriate burning practices for pastoral and conservation 

purposes. 

Natural resources need to be managed and monitored on a regional scale (Woinarski 

1999). Management of biodiversity and ecotones such as riparian zones need to be 

18 



considered at a regional scale due to habitat fragmentation since settlement and 

landscape scale ecological processes (Woinarski et al. 2000). 

Use of Landscape 
Cattle production is the primary land use in the north (Tropical Savannas CRC 

2002a). Pastoralists are however seeing the benefits of diversifying their activities. 

In some regions pastoralists have begun to include mixed farming in their long-term 

management of the land, including dry land cropping and irrigation crops such as 

melons and pumpkins. Others are investigating nature-based tourism, tapping into 

the growing trend in environmental tourism. However pastoral lease conditions 

constrain the emergence ofnon-pastoralland uses such as tourism, farming ofnon

conventionallivestock and conservation of wildlife (Productivity Commission 

2002a). These activities are subject to government approval. 

Scale of Industry 

Land use for pastoral purposes is the predominant activity in northern Australia in 

terms of area (Johnson eta!. 1999) (Table 2). The north Australian beef industry 

produces 60% (14 million) of Australia's beef herd (Robertson 2001). For example 

in the Queensland pastoral industry representing 62% of the land's used for 

pastoralism (Productivity Commission 2002a). This high dedication of land use for 

pastoralism is one of the few commonalities in the north Australian pastoral industry. 

In each region the pastoral industry is otherwise very different. 

Table 2 Pastoral leasehold land, by jurisdiction, 2001 

State Pastoral lease area Pastoral lease area/total 
(million hectares) mainland area (%) 

Queensland 107 62 
Western Australia 96 38 
Northern Territory 63 47 

.. 
(Productivity CommissiOn 2002a) 
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Characteristics of Enterprises 

Ownership ofland in the pastoral industry includes properties held by individual 

families, an increasing number of properties owned by Aboriginal groups, and 

national and multi-national companies, which generally own the larger properties 

(Riley et al. 2002). Each group of pastoral property ownership types has different 

objectives for, and requirements of, their land. Over 75% of pastoral properties are 

owner operators, 13% are corporately owned and Aboriginal ownership is at 3% 

(Tropical Savannas 2002a). Table 3 presents the percentage of land owned by 

Aboriginal people as opposed to private pastoral leases. 

Table 3 Land Tenures in the Northern Savanna Zone: April1994. 

Type of Lease Held WA NT QLD Total Total 
km2 km2 km2 km2 % 

Aboriginal Owned pastoral 20006 15306 9868 45180 5.3 
leases 
Private pastoral leases 46552 157566 250985 455103 53.8 
(Holmes 2000) 

Whilst there are many contemporary Aboriginal pastoral operations, they range from 

subsistence living to sophisticated cattle businesses (Phillpot 2001 ). Many 

Aboriginal leases were purchased as run down properties, suffering from years of 

overstocking and with poor infrastructure (Phillpot 2001). Most of the people on the 

Aboriginal owned stations are involved in the stations operations, however some 

families are living on the stations for social and cultural reasons, with no commercial 

objectives (Phillpot 2001; ATSIC 2002). Therefore communities do not have 

uniform objectives in regard to the operation of the lease. 

Scale of Tenure 

The size of pastoral properties increases from east to west across northern Australia. 

Queensland has the smallest average property size, averaging 37, 000 hectares 

(Holmes 2000) (Table 4). These smaller sized properties are commonly family 

owned enterprises. In contrast both the NT and W A family owned properties are up 

to seven times larger than Queensland properties. Across the north Australian 

pastoral industry the corporately owned properties are approximately 500, 000 

hectares in size. 
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Table 4 Farm Characteristics of the North Australian Pastoral Industry 

.Jurisdiction i Farm Structure j Size (hectares) Average Beef 
i Cattle Numbers 

-Queensland- ; Family 37 311 1 952 
··~----------·---rcorporate I 519 248 14 729 
·- I 

218 133 1 444 Western Australia I Family .. 
i Corporate 453 682 11 101 

--~orthem TerritorL_ 1 Famill 270 408 4 647 
"-·~---··--·---------- """'!'"-~---

473 269 17 084 i Corporate ,. ___ -
(ProductiVIty CommiSSion 2002a) 

Intensity of use 

The size of the property does not necessarily reflect the intensity of use. The north 

Queensland region, which has the smallest properties, is the most intensively used. 

These family run properties have stocking ratios of 1 head per 19 hectares compared 

to I head per 58 hectares in the NT and 1 head per 151 hectares in W A. This 

intensity of use is reflected in the fact that Queensland dominates the industry, 

turning off approximately 50% of Australia's $4.4 billion beef export business 

(Robertson 2001 ). 

Pastoral properties are spread over vast areas, the impacts of operations therefore 

tend to be spread over vast areas, with concentrated high intensity impacts occurring 

around water and feeding points and stock yards (Biograze 2000). However across 

the industry there is a trend to intensify production with the use of better 

management practices and a better understanding of climate variability and its effects 

on the environment (Ash et al. 2002). 

Social Issues 

Access to Knowledge Resources 

Much of northern Australia is sparsely populated with few townships and pastoral 

properties are remote from community centres. Many of the pastoral properties are 

isolated from supplies, information flows and markets. Property managers may only 

come into populated centres a few times a year. This has made the transfer of 

information on natural resource management, new trends and technology and general 

inter farm community information flow difficult. It is only in recent years that 
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infrastructure has been put in place to provide some isolated communities access to 

information technology. While many have embraced the communication technology 

which is critical in breaking down the barriers of isolation there are many more who 

have yet to come to grips with the technology. Those who are reluctant and or find it 

difficult to adopt this technology miss out on information flows to the detriment of 

resource management. 

Staffing Issues 

A high tum over of staff and management on all types of properties can lead to loss 

of local information learned, loss of appropriate regional management teclu:~.iques and 

loss of knowledge on the 'peculiarities' of a region. This can be a serous problem. 

For example, over a 10-year period in the Victoria River District of the NT only 

seven out of 40 original property managers were still in the area (Kraatz 2000). It 

takes time for a manager to become familiar with the management of a property and 

to develop a clear understanding of the property for future planning development. 

This high turnover in property ownership and management has implications for land 

management and the loss of information and experience has a negative effect. 

On many family run properties the workload for family members is great, thus work 

is prioritised. This can be to the detriment of planning projects which are not an 

immediate priority, such as environmental planning. (REF) 

At the other end of the scale is the company owned properties that employ 

environmental officers to ensure the most upto date environmental knowledge and 

management practices are used (Bentley Pers comm. 2002). Such companies have 

the resources to fund experimental systems approaches for natural resource 

management. 

Education 

The management of a property is influenced strongly by the management's 

educational background, which will affect their ability to understand, implement and 

adapt new technologies, ideas and management regimes. Table 5 is an indication of 

education levels ofbeefproducers in the northern pastoral industry. With only 8% of 

northern pastoralists having completed tertiary education the uptake of new ideas, 
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particularly if highly conceptualised such as systems approaches to management, 

may be low, and could influence how information is presented. 

Table 5 Education Levels of north Australian Pastoralists 

Education Level Industry Average Northern region avera2e 
Completed 30% 8% 
university/tertiary or trade 
Completed 5-6 years high 22% 54% 
school 
Completed 1-4 years high 34% 28% 
school 
Primary or no schooling 15% 10% 
(Austrahan Natural Resources Atlas 2002) 

Markets 
The live export trade is the main market for the northern pastoral industry. Pastoral 

properties in northern Australia supplies 75-80% of Australia's live cattle export 

trade (Riley et a!. 2002). The industry exports to feed lots producing prime beef in 

Asia, particularly Japan, and live cattle are exported to Indonesia, Egypt, Philippines 

and Middle East. Beef is slaughtered for US boned beef and domestic manufacturing 

meat markets (Riley eta!. 2002). Many of the northern abattoirs have closed due to 

the low value of slaughtered meat when compared to the higher value oflive weight. 

Each of the states in the northern pastoral industry has a different breakdown for 

their markets. Queensland exports 20% of the beef it produces however it still 

accounts for the largest volume of exports, the NT exports 30%, and WA exports 

42% of its total trade as live cattle (Riley et a/2002). 

Niche Markets 

Sectors of the domestic and international markets are demanding products that are 

produced in environmentally sustainable ways (CSIRO 2000). This viewpoint is 

being strengthened by recent market scares such as Mad Cow and Foot & Mouth 

diseases (Pahl & McNamara 2002). The incentives for this type of accountability 

can be substantial with markets such as the Japanese paying up to 20% more for 

'clean & green beef (CSIRO 2000). As well as some commercial demand for 

environmentally sustainable products, in some countries environmental issues are 

highly regulated which may mean imported products can be rejected or excluded on 
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environmental grounds (Ure 1999). This is a serious consideration as Australia is the 

world's largest meat exporter, responsible for 21% ofthe world's beeftrade (Lugsdin 

1999). Therefore foreign country regulations and consumer feeling in regards to 

environmental accountability is important. Australian beef products are perceived by 

international markets as a 'clean, green, safe, natural product, from Australia's wide 

open spaces' (Lugsdin 1999). Ifthis image is too be maintained a uniform and 

transparent environmental accounting system needs to be in place. 
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NRM Initiatives & Goals 

Landholders are responsible for sustainable management of all the resources of their 

properties. Natural resource management is a necessary part of producing beef. 

Management occurs within the context oflegal obligations, policy requirements and 

leaseholders duty of care. Pastoralists must ensure that their operations meet 

Commonwealth and State legislation as well as national guidelines and strategic 

plans for their region in order to address their duty of care. Duty of care is when all 

reasonable and practicable steps are taken to avoid hann to another person's land or 

their use or enjoyment of that land (Bates 2001). This includes maintaining the 

productive capacity of the natural resources. 

Duty of Care is a concept stipulated within the Queensland Land Act 1994 and 

applies to all leaseholders. A leaseholder can show due diligence by demonstrating 

that they have assessed potential risks to the environment from their activities and 

have taken measures to avoid or minimise those risks. Due diligence is shown 

through management of resources and by planning, monitoring, recording and 

evaluating all management actions. 

Legislation 
Legislative requirements must be met by pastoral leaseholders so as to show due 

diligence and to protect the natural resources under their care. Appendix 1 is a list of 

Commonwealth and State legislation which effect the natural resource management 

of pastoral leases. This list is not exhaustive, however it does indicate the 

complexity and range of legislation that a pastoralist must consider in his or her 

operations and management of the land. 

Policy 
There are various national policy documents which pastoralists must be aware of and 

operate within. A policy review of pastoral leasehold tenures for all states and the 

Northern Territory, recommended that sustainable management be incorporated into 

leasehold tenure requirements (Holmes & Mott 1993). The emphasis on required 

land development, capital investment and minimum stocking numbers has 

diminished (Holmes and Mott 1993). Therefore there is less pressure on pastoralists 

to develop "at all costs" and more emphasis on sustainable development. Appendix 
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2 is a list of policies and management initiatives relevant to pastoral leases. This list 

is not exhaustive. 

The flow-on effect from the various environmental legislation, policies and 

initiatives is that there are now more regional strategies in place to protect natural 

resources. Pastoralist must address the issues that this legislation and strategies raise. 

These must be incorporated into the use and management of the land. This can be a 

difficult balancing act without a framework within which to operate in. There is 

potential for a systems approach to provide this framework. 

Public Concern 
The general community in Australia has placed emphasis on the need for primary 

industries to adopt environmentally sustainable management practices (Ritchie & 

Peatling 2000). This public concern is further highlighted in documents such as the 

National Principles and Guidelines for rangeland management. 
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Environmental Management Systems 

Environmental Management Systems (EMSs) are increasingly becoming recognised 

as a progressive methodology for management of natural resources. EMS is a generic 

term used to describe any management framework employed by a business or 

industry to manage the impacts of that business on the environment in which it 

operates (Productivity Commission 2002b ). EMSs have a basic framework of 

continuous process improvement using the cycle of Plan, Do, Check and Review, 

(see Appendix 3). 

EMSs can vary from "simple" models whereby a pastoralist follows best practice 

management (where this has been regional determined by stakeholders) using a 

systematic approach, to a more detailed professional document comprising 

recognised accounting criteria which is certified by external auditors. EMSs are 

voluntary and may be used as the framework to incorporate best practice 

management (BPM), codes of practice (COP) guidelines, regional and national 

strategies and legislation. Due to the varying levels of complexity of EMSs there is 

confusion as to the essential and most appropriate elements that make for an effective 

EMS. In fact there is a question as to whether EMSs are indeed appropriate 

management tools for measuring environmental impacts across the pastoral industry 

(Ridley 2001). 

Currently a range of environmental management systems are being introduced and 

trialed in the pastoral industry. Mech and Young (2001) detail and review many 

different types of management arrangements. For the purposes of this report I have 

chosen only arrangements which are regionally and contextually appropriate for the 

north Australian pastoral industry. For example Mech and Young describe Eco

Management and Auditing Scheme (EMAS) which is an environmental arrangement 

used for companies in the European Union, this arrangement is not applicable to 

north Australia pastoral industry as it is designed to be implemented at the factory or 

local scale. This does not meet the needs of an industry like the north Australian 

pastoral industry which has large properties with management issues and 

environmental trends that need to be considered at a regional scale. Therefore it has 
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not been included in the document. I have also included some environmental 

arrangements which were not detailed by Mech and Young. 

Best Practice Management (BPM) 
Natural resource Best Practice Management (BPM) is a set of procedures and 

guidelines developed by stakeholders and relevant organisations for the sustainable 

management of an industry. BPM is developed on a regional scale by stakeholders, 

and ensures that different management problems peculiar to each region are 

adequately addressed and appropriate management regimes for the region are 

implemented. BPM is a process of continuous improvement which: 

• deals with process not necessarily outcomes 

• is adaptive, continually changing as new information and teclmology comes 

to hand 

• requires an agreed framework for successful implementation, therefore 

stakeholder input is imperative. 

(Williams & Walcott 1998) 

Currently environmental Best Practice Management in the north Australian pastoral 

industry is fragmented to a number of Queensland and a few Northern Territory 

regions. The work primarily looked at production and economic issues, and whilst it 

is not always possible to separate production from broad NRM, the outcomes and 

benefits rarely documented NRM specifically. Tropical Savannas Management CRC 

are working in partnership with industry groups to identify best practice natural 

resource management regionally to address the limited NRM documentation 

regionally and to ultimately produce Codes of Practice (COP) (Tropical Savannas 

2002c). 

Environmental Codes of Practice 
Codes of Practice (COP) are the next level in formality from BPM. They are often 

designed to enforce acceptance and implementation. COP can include legislatively 

bound conditions as well as incorporating regional plans and strategies. Therefore 

complying with an environmental COP can demonstrate due diligence by meeting an 

agreed standard. COP can provide industries with practical ways of complying with 

relevant regulation and legislation and provide operators with guidance on what is 
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considered best practice environmental management (Dept. of Primary Industries 

Qld 2001). 

COP like BPM are designed in conjunction with stakeholders, therefore they can be 

regionally and contextually relevant. Not only does a COP address environmental 

issues, it can address issues within the context of a business environment. 

In northern Australia there are no environmental codes of practice for the pastoral 

industry, the Tropical Savannas Management project will be taking the next step of 

using their identified BPM and developing them into an industry environmental code 

of practice (Tropical Savanna 2002c). 

Property Management Planning (PMP) 
Property management planning is a holistic property scale plan. It establishes a 

process whereby pastoralists can implement a strategy that aims to achieve both 

improved environmental and financial outcomes (Williams & Walcott 1998). 

Property management plans have two main purposes: 

• to assist in the development and management of a property in a sustainable and 

profitable manner and 

• to record information and decisions that demonstrate a duty of care to natural 

resources. 

(Department ofNatural Resources and Mines Queensland 2001). 

The outcomes of an PMP are to achieve a more efficient and profitable business and 

improve natural resource management through a better understanding of the 

resources, their limitations to use and the impacts of management decisions on these 

resources 

Organic Standards 
Organic farming is production without the use of synthetic chemicals to nurture and 

maintain the land for future generations. There is an emphasis on the use of 

renewable resources, sustainability and the enhancement ofbiodiversity and 

environmental aspects (Mech & Young 2001). The guidelines ofthe organic 

standards focus heavily on environmental stewardship and regard for native flora and 

fauna when making management decisions. To meet the organic standard a property 
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must meet the standards stipulated by the Organic Organisations and be externally 

audited by an accredited auditor. 

ISO 14001 
The International Organisation for Standardisation (ISO) has developed a set of 

environmental standards called the ISO 14 000 series. The series provides systems 

and guidelines for the management of environmental issues. The series is broken 

into different sections, each section deals with a different aspect of environmental 

issues in business. ISO 14 001:1996 is the standard which deals with environmental 

management systems - specifications with guidance for use (Carruthers & Tinning 

2001). This standard gives businesses the framework for environmental management 

to seek certification. The standard helps businesses take a systematic approach to the 

evaluation of how business activities, products and services interact with the 

environment (Pahl & MacNamara 2002). ISO 14 001 involves Lifecycle Assessment 

(LCA), which like other EMSs works on the simple cyclic process of 'Plan, do check 

and review' See appendix 3. 

The standard is claimed to be flexible enough to fit many different industries but 

rigid enough to ensure an improvement in an organisation's environmental 

performance (Hortensius & Barthel1997). ISO 14001 "represents an internationally 

agreed upon baseline for designing and implementing EMSs around the world" (Bell 

1997). It gives a framework for enterprises to take steps to incorporate best practice 

management into their system. ISO 14001 works on the principle that better 

environmental performance can be achieved when environmental obligations are 

identified and managed (Bell 1997). 

Australian Land Management System (ALMS) 
Australian Land Management System (ALMS) is an EMS framework being 

developed by Synapse a Queensland based consulting company (Douglas & Gleeson 

2001). The system is yet to be tested but uses broad EMS principles ofPlan, Do, 

Check & Review (see Appendix 3) and can be taken to the IS014001 accreditation 

level if so desired. 
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This EMS places a strong emphasis on including catchment or regional management 

plans in the EMSs objectives as well as legislation thus it is attempting to eliminate 

the problem of patchiness of EMS outcomes for a region. ALMs place a strong 

emphasis on biodiversity, monitoring and information flows. This information flow 

involves farm, regional and public sector information flows. This is an important 

element for participants, helping them keep up to date with environmental best 

practice, new technology and management practices. The information flow also 

includes the building of a database of a region's monitoring progress, detailing what 

management practices work and don't work and what practices are not so 

satisfactory. 
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EMS Model Implementation 
There is a plethora of information on the various EMSs available to pastoralists, 

much of it is repetitive, confusing and in some cases irrelevant. The question of 

whether EMSs are relevant and appropriate and the degree of detail required from an 

EMS for the north Australian pastoral industry has not been address adequately. 

"Performance, monitoring, evaluation and review in natural resource management 

policy have been widely neglected, with a substantial gap emerging between theory 

and practice" (Wallace eta! cited Bellamy et a/1999 p 4). There is a strong push for 

implementation of EMS throughout Australia and the north has begun to listen to this 

push without consideration for the unique requirements of northern Australia. An 

EMS adapted to embrace the unique requirements of northern Australia is what is 

required. 

The implementation ofEMSs is currently fragmented. In many instances EMSs will 

have different objectives, do not link to other EMSs, nor connect on a regional scale. 

EMSs are in their infancy as a management tool in the north Australian pastoral 

industry. They have not been tested and industry members do not know if they will 

lead to improved environmental outcomes. We must therefore question their use 

when pastoralists have other NRM options. They have access to guidelines such as 

best practice management (BPM), Biograze and rangeland monitoring which have 

tried and tested methodologies that assist pastoralists with core business and the 

management of the environment. Application of EMSs worldwide, especially 

application in tropical environments, needs to be further explored to ensure the best 

elements are adopted and that the EMS developed are appropriate for the north 

Australian pastoral industry environment. 

Formal EMS systems, certified by an accredited auditor, are generally applicable to 

the larger scale enterprises. These enterprises: 

• have the human resources to support the administration and monitoring required 

for formal EMS 

• are often responsible for the largest and the most productive areas 

• require the maintenance of corporate knowledge 

• need to demonstrate progress to the enterprises shareholders 
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• may already have other systems implemented in their management 

• have the potential to exploit niche markets. 

On the other hand, it is for these reasons that the more formal EMS system is not 

applicable to the small to medium sized pastoral enterprise. 

Best Practice Management (BPM) 
Regionally designed BPM guidelines are an effective way of ensuring all 

stakeholders have input into the guidelines and that they are regionally and 

contextually relevant. In some regions, for example Queensland where the grazing is 

much more intensive, the issue of pasture and grazing management may be a 

dominant feature oftheir regional BPM guidelines as the majority ofpastoralists rely 

heavily on native vegetation. This may not be an issue in other regions. 

The development ofBPM encourages information flows as pastoralists must meet 

and discuss current practices so as to develop best practice strategies. The 

development ofBPM does require producer groups who have an ongoing 

commitment to learning, change and improvement, and a dedicated industry leader 

(Kemot 1998). The development ofBPM through stakeholders encourages 

ownership and a sense of relevance. It is an opportunity for pastoralists to become 

aware of new management practices and new techniques (Kemot 1998). BPM is an 

excellent NRM tool for pastoral enterprises of all sizes as it addresses issues that 

effect pastoral practices on a regional level. 

Environmental Codes of Practice (COP) 
The development of COP from BPM guidelines is an excellent way of ensuring that 

pastoralist input is included in an official document. It promotes a sense of 

ownership and relevance towards the document and adoption and implementation is 

likely to be higher as a result of ownership. 

Property Management Planning (PMP) 
Property management plans are an excellent first step in identifying NRM issues 

within the context of core business operations, however they tend to be an internal 

document. Depending on the pastoralist this can be detrimental to real changes in 
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management practices as the pastoralist may loose their objectivity towards the 

document. These documents are written independently of other pastoral properties 

and tend to follow what the pastoralist thinks should be done, not what is recognised 

best practice. 

Organic Standards 
Whilst the adherence to organic standards for most pastoralists is unnecessary and 

unrealistic, the standards objectives could be used as a guide for BPM where none 

exists. 

This is a very strict regime, which is time consuming in terms of documentation and 

meeting the guidelines and requirements for certification. Organically produced 

products are widely accepted by consumers as being safe, healthy and 

environmentally friendly (Pahl & MacNamara 2002). Certification allows producers 

to tap into a market which is regarded as the fastest growing sector of food industries 

and provides potential for premium prices (Mech & Young 2001 ). However as 

discussed previously this market is very limited (Pahl & MacNamara 2002) and has 

limited application in the pastoral industry. 

IS014001 
IS014001 is one ofthe better known EMSs, it has been operational since 1996 and is 

an international standard which has been used worldwide. ISO 14001 was originally 

designed for industry based companies, therefore many of the issues it addressed 

included waste and pollution or 'brown' issues. These issues have little relevance to 

pastoral properties where issues tend to be resource based, such as soil, water and 

biodiversity or 'green' issues and does not include a regional focus. There is little 

study on whether ISO 14001 can effectively transfer its original emphasis of solving 

brown issues to green. In addition there are no guidelines as to what are relevant 

NRM guidelines. 

The relevance ofiS014001 to the north Australian Pastoral Industry is limited. The 

process includes considerable paper work to reach certification level. This process 

can be costly and tedious and has questionable relevance for small to medium sized 
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properties. ISO 14001 provides the opportunity for large or company pastoral 

properties to manage their environment and core business. 

Australian Land Management Systems (ALMS) 
ALMS is in its infancy and has not yet been implemented. The system will rely very 

heavily on developing a network of consultants, regional manager's etc to implement 

the flow of information and best monitoring practices. 

The pro gram is ambitious, it aims to link farm environmental management to 

catchment or regional goals and strategies. It doesn't take into account political 

influences, power plays or antagonism that may already exist between different 

stakeholders. Integrating values, goals and capabilities of individuals, businesses, 

communities, conservation organisations and government for improving NRM is a 

large and difficult task. 
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TheN orth Australian Pastoral Industry & EMS 

Application 

The pastoral industry in northern Australia has a relatively short history of 150 years 

(Queensland Government 2002). Consequently the effects of past management 

strategies are still affecting the industry today. This short operational time frame 

also means that there is still much unknown about the effects of various management 

regimes on the environment. 

Pastoralists today have to operate in an environment where there is increased 

community pressure on them to be environmentally accountable. The public are 

aware of issues caused by earlier pastoral operations. Salinity, over-grazing and 

erosion are well publicised and documented. To satisfy the expectations ofthe 

public in regard to sustainability and accountability, pastoralists must change their 

image and address environmental issues proactively. Many industry members are 

now advocating Environmental Management Systems (EMS) as a tool to assist with 

the management of natural resources which would help improve the pastoralist 

image, rectify past management, ensure sustainability and provide opportunities to 

niche markets attracting premium prices. However there is some doubt as to the 

relevance of EMS as a widely applicable NRM tool for the industry. 

Landscapes & EMS 
The natural resources on which the pastoral industry of northern Australia depends 

are not uniform. The industry occupies a variable climate which needs to have 

greater understanding so that pastoralists can manage the environment in an informed 

manner and manage risk in the longer term. The variable climate has an oscillating 

effect on vegetation growth and dieback. A management framework is needed to 

ensure development and other pressures are not detrimental to the underpinning 

natural environmental resources and processes. The variable and fragile elements of 

the ecosystems of northern Australia dictate that management should be proactive, 

adaptive and reflective to ensure the management plan is flexible enough to respond 

to the variations in seasonal climate and to any changes in the environment. 

Management must have clear on the ground goals, the achievement of which can be 

evaluated (Bellamy et a/1999). 

36 



EMS was originally developed for pollution management or 'brown' issues in 

industrial situations. The pastoral industry of north Australia has very few if any 

brown issues, its issues tend to be green or natural resource issues. The main 

purpose of EMSs in the pastoral industry is to address NRM and ensuring 

environmental sustainability. However as EMS is a relatively new concept, there has 

been limited evaluation of EMS and their applicability in the pastoral industry. 

Industry members do not know if EMS will effectively address the unique 

environmental issues of north Australian pastoral industry. 

Landscape Use & EMS 
The variability ofthe resource base underpinning the pastoral industry and its history 

of development is reflected in its enterprises. The variety of size, intensity of use, 

ownership and management objectives highlights the fact that the north Australian 

pastoral industry is not just one uniform industry. The types of enterprises, human 

resources and objectives of pastoral managers, makes the application of a uniform 

EMS very difficult without making the EMS too complicated to implement if it is to 

address the needs and wants of all pastoralists, and comply with environmental and 

legal obligations. 

The variety in pastoral property income, size, objectives and regional management 

issues makes the application of a generic management strategy difficult. 

Approximately 13% of pastoral properties are owned by companies, which carry 

42% of the cattle stock of the north Australian pastoral industry (Tropical Savanna 

2002a). These are large operations working off many properties and economies of 

scale. EMS could be a valuable management tool in these instances. 

Each region of north Australia has its own unique characteristics and management 

issues which pastoralists must take into account when managing natural resources in 

their region. For example, Queensland must take into account management issues 

that effect smaller sized properties which are more intensively used, whereas in the 

NT and W A this would not be a consideration for most pastoralists, as the properties 

are large in size with low intensity of use. A management regime, which is 

regionally relevant, is needed to implement effective NRM in these areas. 
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Social & human resource barriers to EMS implementation 
Issues and barriers to implementation of EMS could include cost, resistance, lack of 

understanding, and lack of incentives. 

There are many social barriers preventing the implementation of EMS. It is essential 

that the EMS employed is easy to access, understand and implement in order to 

ensure successful implementation. Properties vary greatly in terms of: 

• staffing levels on the property 

• educational levels within management 

• time available to implement EMS 

• cash resources available to implement EMS 

The successful implementation of an EMS is reliant on all of the above. 

The remoteness of many of the properties in north Australia can be a barrier to 

information flows of detailed and relatively complex new ideas such as EMS. 

Information on EMSs is extensive, however some of it is confusing and may be 

overwhelming in its content. Some pastoralist's may have difficulty in implementing 

an EMS in practice on pastoral properties. 

Staffing issues can be a barrier to implementation. Larger enterprises have 

secretarial and office staff to manage the business side ofthe operation. Some larger 

enterprises such as the North Australian Pastoral Company have environmental 

officers overseeing the environmental management of all the company's properties 

(Bentley Pers comm 2002). In this situation implementing an EMS is an effective 

way of managing the environment as there is a staff member specifically dedicated to 

the planning, implementing, monitoring and review of an EMS. The documentation 

required for an EMS also provides the company with an excellent method of 

demonstrating accountability to shareholders and directors. 

However smaller enterprises which are often owner/manager run, are staffed by 

family members whose priority is the day to day operation of the property. The cost 

of development is high. Funding for 'peripheral projects' such as EMS is limited. 

These smaller operations do not have dedicated office staff who could develop and 
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administer an EMS. The time-consuming paper trail and management of EMS 

would pose a difficult workload for small enterprises. 

EMS can require vast amounts of paper work, with auditing of natural resources, 

detailing of operations and effects operations have on the natural resources, this can 

be daunting to a pastoralist who has not experience with developing and writing a 

report of this nature. With only 8% of pastoralist in northern Australia having 

completed university or a trade (Australian Natural Resources Atlas 2002) it is 

possible that many pastoralist would feel overwhelmed by report writing without 

assistance. Consultants could be used for this purpose however the cost of this could 

be prohibitive. 

It can be seen therefore that EMS for the smaller enterprise is not an appropriate tool 

for the management of natural resources as it burdens the smaller enterprises 

financially and time wise especially when there are alternative to EMS such as BPM 

guidelines. 

Marketing and EMS 
EMS can be a valuable marketing tool. A variety of EMS claim the ability to 

position users for niche markets which will pay premiums for clean and green beef. 

However this is a limited market and only a small percentage of pastoralists will 

benefit. Much of northern Australia's beef is sent to Asia, where there is no 

significant emphasis on environmental accountability and no premiums for such a 

claim. There are niche markets that pastoralists may target but currently they are not 

a target market for the north Australian pastoral industry. An EMS which addresses 

environmental and legal issues is all that is required at present. Consumers in Asia 

are unlikely to place much value on environmentally sound practices. Therefore the 

adoption of EMS solely for marketing purposes does not appear to hold any 

incentives or weight for producers whose market is Asia. 

European markets are more environmentally sophisticated with European retailers 

leading the development of environmental certification for agricultural produce (Pahl 

& MacNamara 2002). However the North Australian Beef industry is yet to tap this 
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market. Therefore selling EMS solely on its marketing potential when it is currently 

very limited, is deceptive and counter productive. 

Even though some retailers in Europe are demanding environmental credentials for 

products at present this is the primary motivation for only small groups ofhighly 

committed consumers (Pahl & MacNamara) making this market niche extremely 

limited. 

Apart from market demands it is prudent to remember that the only EMS which will 

allow a producer to use its logo on the product is Organic Standards, and that 

requires a producer to be certified by an accredited auditor. As a labelling tool EMS 

has limited marketing incentive. 
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Recommendations 
EMSs have potential as an environmental management tool for the pastoral industry 

of northern Australia. However in their current form their applicability is limited. 

They do not address issues of management and ecological processes at the regional 

scale and do not have clear on the ground objectives, which can be evaluated. 

EMSs may be an applicable management tool for larger scale pastoral enterprises for 

the following reasons: 

• Such enterprises have the resources to support the administration and 

monitoring requirements of a formal EMS 

• EMSs are a tool that demonstrates environmental progress to enterprise 

stakeholders such as the Board or shareholders. 

• They assist with maintaining corporate knowledge 

• They have potential as a marketing tool and may secure niche market access. 

For these same reasons the more formal EMS is not applicable to the small to 

medium sized pastoral enterprise which do not possess the financial and human 

resources to implement EMSs. To secure greater uptake of EMS within the wider 

pastoral community the following steps need to be taken. 

• EMSs need to be made more "user friendly'' 

• EMSs need to be developed as a joint initiative between pastoralists, 

government departments and scientist so as to take into account the objectives 

of all stakeholders. Pastoralists, agency conservationists, the wider 

community and other natural resource stakeholders may have conflicting 

views. There is a need for guidance to direct the development ofEMSs and 

to find a balance between the diverse views. 

• Environmental accountability needs to be rewarded or incentives for 

encouraging uptake of EMS need to be considered. 

• NRM should be a requirement of pastoral custodianship across the whole of 

northern Australia. 

• EMSs need to be promoted as a tool for managing greater environmental 

sustainability and accountability. The current emphasis when promoting 

EMSs is as a marketing tool. 
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In addition land owners are required to navigate a complex set of legislative 

requirements, public expectations, NRM objectives and business objectives. There is 

potential for some specific forms of EMS to provide the framework within which to 

manage these objectives. 

It is timely to develop an environmental arrangement that is flexible and manageable 

for all stakeholders in the pastoral industry. This development needs co-ordination 

across northern Australia and a common format, objectives and baseline. I propose 

that best practice management guidelines, will provide this baseline. Regions across 

northern Australia could work within this framework to develop their own regional 

context for best practice management. This management framework could then be 

built upon for the second tier of accountability; that is the development of codes of 

practice. These two tiers of management could provide the basic framework for 

management and accountability of all pastoralists. EMS would be the third tier in 

this model and would be optional (Figure 1). 

This tiered approach would allow all pastoralists, from the subsistence to the 

corporate, to participate at a level that best suits their particular situation. Therefore 

pastoralists with limited resources to implement a framework and increase their level 

of involvement as their circumstances permit. 

Figure 1 Tiered approach to NRM 

EMS ------1..,.._ Larger Enterprises 

Codes of Practice 

Once Established by 
~stakeholders, recommended for 

all pastoral properties 

Recommended for all 
~ 1 . pastora properties 

Best Practice Management 
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Industry members are already taking steps to implement EMSs such as IS014001. 

However ISO 14001 accreditation is being sought when there is still much confusion 

within the industry as to what constitutes an EMS. There is no common view within 

the industry as to why an EMS is required. The earlier steps of identifying BPM, 

regional environmental objectives and COP would provide a context for EMS 

implementation. EMSs are currently being established to address individual needs 

and will result in fragmented outcomes. The north Australian pastoral industry as a 

whole needs to take measured steps to ensure a uniform approach and that the most 

appropriate and effective EMS is implemented. 
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Appendices 

Appendix I Legislation 

Commonwealth 

• Aboriginal and Torres Strait Islander Heritage Protection Act 1984 

• Environment Protection (Alligator Rivers Region) Act 1978 

• Environment Protection and Biodiversity Conservation Act 1999 

• Environment Protection and Biodiversity Conservation Amendment (Wildlife 

Protection) Act 2001 

• Environmental Reform (Consequential Provisions) Act 1999 

• National Environment Protection Council Act 1994 

• National Environment Protection Measures (Implementation) Act 1998 

• Natural Heritage Trust of Australia Act 1997 

• Ozone Protection Act 1989 

• Protection of Movable Cultural Heritage Act 1986 

• Wet Tropics of Queensland World Heritage Area Conservation Act 1994 

Northern Territory 

Pastoral Land Act 1992 

Crown Lands Act 1992 

Queensland 

Land Act 1994 

Vegetation Management Act 1999 

Environmental Protection Act 1994 

Western Australia 

Land Administration Act 199 7 
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Appendix 2 Policies and Land Management Initiatives 
Policies 

• Natural Heritage Trust- Federal Government Policy on the Environment 

• National Action Plan for Salinity and Water Quality 2000 

• National Framework for the Management and Monitoring of Australia's 

Native Vegetation 1999 

• National Greenhouse Strategy 

• National Principles and Guidelines for Rangeland Management 1999 

• National Strategy for Ecologically Sustainable Development 

• National Strategy for the Conservation of Australia's Biological Diversity 

• Wetlands Policy ofthe Commonwealth Government of Australia 

Land Management Initiatives 

National Landcare Program 

National Land and Water Resources Audit 

National Feral Animal Control Program 

National Weeds Program 
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Plan 

Do 

Appendix 3 Plan, Do, Check and Review 

1. Identify: Business activities which create issues and impacts on the environment 

are identified. This encompasses identifying: 

• 
• 

legal obligations 

other obligations such as 

industry guidelines 

environmental codes ofpractice 

best practice management 

pastoral management plans 

regional and national strategies. 

2. Prioritise: The importance of each issue and impact is assessed. 

3. Goals set: Management objectives and targets addressing the issues and impacts 

are set. 

Management practices and procedures: are developed to control identified issues 

and impacts. 

5. Action plans: timelines are developed to implement management practices and 

procedures. 

Check -{ 6. Monitoring: used to assess progress towards goals. 

7. Documentation: part ofthe monitoring program requires records be kept. This 

enables auditing. 

Review 
Audit and review: Self-auditing facilitates improvement through review and 

reflection and adjustment of past management strategies. 

9. Optional third party audit: Once EMS is running, a business may choose to 

undergo a third-party certification audit (for example ISO 14001) so that they can 

have their claims of environmental responsibility independently assessed. 

(Ridley 2001; Carruthers & Tinning 2001 ). 
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