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Project return on investments:

CRCNA
investment
$952,471

Partner
investments
$386,999

In-kind
contributions
$1,112,924

Return on investment to date has been
at least a 2.1 times return on the
CRCNA's investment of $952,471.

IMPACT EVALUATION

Mango export supply
chains

Project summary:

This project addressed a major
constraint limiting northern Australia’s
mango export growth: inconsistent
fruit quality in long-distance export
supply chains, particularly for access
to the Chinese market.

Working with Perfection Fresh,
Queensland Department of Primary
Industries and The University of
Queensland, the project used Calypso®
mangoes as a commercial case study
to improve supply chain performance
from orchard to retail in China.

Across five mango seasons, the project
monitored 43 export consignments
from the Northern Territory, Far North
Queensland and Central Queensland
to identify where fruit quality losses
occurred.

Real-time supply chain monitoring,
improved handling protocols and
vapour heat treatment optimisation
reduced export damage, while parallel
PhD research identified the biological
causes of key internal fruit disorders
affecting export performance.

The project developed practical
interventions spanning harvest
maturity, orchard nutrition, crop load
management, pre-cooling and
transport logistics.

These findings improved export
readiness for Calypso® mangoes while
generating transferable lessons for the
broader Australian mango industry,
supporting more reliable access to
premium Asian markets.




Project impacts to date:
Increases in production:

L—y The project improved the proportion of
export-quality fruit successfully
reaching market by reducing losses
caused by handling damage and
internal quality defects. Initial
monitoring found 11-27% of fruit were
being graded out prior to export due to
heat-related damage linked to long
transit times and inadequate cooling.

L—y By shifting to express road freight and
improved handling practices, grade-
outs fell by 14.2-27.8%, substantially
increasing saleable export product.

L—s The research also established practical
orchard management guidance to
improve fruit robustness, including
targeting optimal harvest maturity (15—
17% dry matter), managing crop load
and improving mineral balance.

L—y These interventions increased the
consistency of fruit suitable for premium
export pathways, improving returns for
growers while also benefiting domestic
fruit quality.

Reduced costs:

L—s By identifying where quality
breakdowns occurred, the project
reduced avoidable supply chain
inefficiencies and waste.

L—s Real-time monitoring exposed poor
temperature control, insufficient pre-
cooling and unnecessarily long
transport durations between northern
production regions and the Brisbane
vapour heat treatment facility.

L—y Improved logistics reduced spoilage,
minimised rejected consignments
and reduced costs associated with
double handling, fruit disposal and
quality claims.

L—y Better matching fruit maturity and
orchard management to export
requirements also reduced the risk of
sending unsuitable fruit through
expensive phytosanitary treatment
and freight pathways.

New investment facilitated:

—

—

The project directly supported private
investment in improved export
infrastructure.

One Northern Territory grower
invested $2 million in new forced-air
cooling rooms and pack house roof
insulation after project findings
demonstrated the importance of
temperature management for export
fruit quality.

At a broader level, the project was
explicitly designed to build supply
chain confidence and support
expansion of Australian mango
exports to China, with an ambition to
double exports to approximately

$20 million annually. While that target
remains dependent on market and
trade conditions, the project
materially reduced technical barriers
that had constrained growth.




Wellbeing improved:

L—s The project improved capability and
confidence across the mango supply
chain, from growers and pack house
operators through to exporters and
technical staff.

L—y Practical training, improved fruit
assessment tools and supply chain
monitoring strengthened industry
skills in quality management and
problem solving.

L— The inclusion of two PhD researchers
also built advanced technical
capability in northern horticulture,
while stronger export performance
supports employment and economic
resilience in regional production
communities across northern
Australia.

L— More broadly, the project improved
confidence in northern Australia’s
ability to reliably deliver premium
fresh produce into demanding
international markets.

Projected impacts beyond 2026

L—y The project’s impacts are likely to
continue well beyond 2026
through adoption of improved
export protocols and orchard
management practices across the
Australian mango industry.

L—y Theresearch has created a
stronger technical foundation for
expanding premium mango
exports into China and other Asian
markets requiring high quality and
strict phytosanitary compliance.

L—y Lessons from Calypso® are
transferable to other mango
cultivars and potentially other
perishable tropical horticulture
products facing similar supply
chain challenges.

L—y As export systems mature, the
project’s legacy is expected to
include increased export earnings,
improved supply chain
infrastructure investment, wider
adoption of precision fruit quality
technologies such as near infra-
red sorting, and stronger
international buyer confidence in
northern Australian horticultural
exports.
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This impact assessment has been developed in
collaboration with the CRCNA and project partners. It draws
on project reporting, stakeholder input and available
evidence to assess project outcomes and potential longer-
term impacts. Projected impacts are indicative and based
on reasonable assumptions at the time of publication.
Information contained in this assessment was considered
accurate at the time of publishing.




