
Waimakariri Irrigation Limited  
Audited Self-Management Programme 

 
1.0 Introduction 

 Resource Consent 1.1

This Audited Self-Management Programme (ASM) has been prepared to satisfy the requirements of 

WIL’s consent CRC142754 (condition 7). 

The requirements for the ASM are as follows: 

An Audited Self Management Programme (ASM) shall be implemented as follows: 

a. Prior to 1 July 2016 the consent holder shall implement and adhere to an audited self-
management programme (ASM), which is developed by a suitably qualified person and 
approved by the Canterbury Regional Council. The ASM document shall include but not be 
limited to: 

i. Environmental targets and objectives for the scheme and its shareholders; 
ii. The proposed monitoring and reporting regime including but not limited to a 

description of the: 
a. FEP audit process and the frequency used to assess individual on-farm 

progress with the content of any FEP and Appendix CRC142754; 
b. Methods used to follow up with shareholders who are not achieving the 

environmental objectives identified during individual on-farm audits; 
c. The proposed data to be collected and reported to the Canterbury Regional 

Council; 
d. Independent annual review of the FEP audit process; 
e. How nutrients from all land subject to the scheme or principal water supplier 

will be accounted for; 
b. The consent holder shall provide a report to the Canterbury Regional Council describing the 

performance of the scheme in meeting its environmental targets and objectives by 30 
November each year. 

c. Any significant changes to the ASM document shall be implemented only after approval 
confirmed in writing by the Canterbury Regional Council. 

d. FEP audits shall be undertaken by a suitably qualified person at the frequency determined by 
Appendix CRC142754, with the exception of the first audit, which shall be completed in 
accordance with conditions 7(d)(i) and 4(d)(ii); 

i. All FEPs prepared prior to 1 September 2016 shall be audited by 1 September 2017. 
ii. All FEPs prepared after 1 September 2016 shall be audited within 12 months of being 

completed. 
e. The consent holder shall prepare an annual report describing the results of the ASM 

programme and the audits that have been conducted each year. The report shall include: 
i. The name of the FEP auditor(s); 
ii. A summary of the audit performance grading; 
iii. A summary of the reasons for any farm receiving a C or D grade; 



iv. A summary of the actions taken to address C or D grades; 
v. A summary of farms that repeatedly received a C or D grade;  
vi. The progress achieved for previously identified issues, if applicable; 
vii. The total annual loss of nitrogen from all properties within the Irrigation Scheme or 

Principal Water Supplier over the reported year. 
viii. The annual average nitrogen loss to water for each property listed in Schedule 

CRC142754A and Schedule CRC142754B, as calculated in accordance with Appendix 
CRC142754; 

f. A copy of the annual report shall be provided to the Canterbury Regional Council, by 30 
November each year; 

g. The FEP audit records and reports for each property undertaken in accordance with condition 
6. shall be kept and supplied to the Canterbury Regional Council upon request.  

h. The consent holder shall notify Canterbury Regional Council within 20 working days of any 
exclusion of a shareholder(s) from the ASM programme. 

Figure 1 (Appendix A) shows the extent of the Scheme. 

 

2.0 Environmental Targets 

WIL’s primary environmental target (in regards to this ASM document) is: 

 All shareholders will be at GMP by 1 September 2020 

To achieve this target, all farms supplied with WIL water will have an initial FEP by 1 September 

2016.  By 1 September 2017 the FEPs will include definitive timelines as to how individual farms will 

be at GMP by 1 September 2020. 

Some further environmental targets are: 

 All FEPs prepared prior to 1 September 2016 will be audited by 1 September 2017 

 All FEPs prepared after 1 September 2016 will be audited within 12 months of being 

completed 

 There will be no D grade audits by 1 September 2018 

 There will be no C grade audits by 1 September 2019 

 

3.0 Farm Environment Plans 

Farm Environment Plans (FEPs) are the principal tool for the delivery of the good management 

practice (GMP) outcomes, combined with an auditing process that encourages implementation of 

GMP measures. 

WIL are using two ECan approved FEP templates: 

1. All properties larger than 20 ha will complete the WIL online FEP. 

2. For properties less than 20 ha in size1  the ECan developed ‘Lifestyle Block Management 

Plan’ (LBMP) is being used.  Although discretion is being used if the property warrants a full 

FEP due to the intensification of land use. 

                                                           
1
 This approach has been endorsed and approved by ECan (see correspondence with PDP and ECan April 2016) 

as a pragmatic implementation of consent conditions  



 WIL Online Template  3.1

 The FEP template that is being used is a joint venture between Opuha Water Ltd (OWL) and 

WIL and a third party technical provider.  WIL and OWL jointly own the IP and each scheme 

have individual access to their program. 

 It is an online version that has been approved by ECan for the delivery of the FEPs for the 

WIL Scheme.  All Scheme FEPs must use this template to guarantee consistency. 

 It is accessible through the WIL website http://www.wil.co.nz  

 Each shareholder/farmer is given a unique username and password to be able to access and 

manage the FEP for themselves.  It is a facilitated process controlled by the Scheme 

environmental manager or contractor to firstly draft and then finalise the FEP.  The final 

versions are held centrally and will be updated at each audit. 

 Copies of all farm plans will be held on file including future iterations of plans to enable 

monitoring of progress made on individual farms and across the Scheme area as a whole. 

 Lifestyle Block Management Plan (LBMP) 3.2

 This is an ECan developed template for small scale, low intensity properties that are required 

to complete a Farm Environment Plan. 

 It is available through the ECan website http://ecan.govt.nz/publications/Plans/Lifestyle-

block-management-plan-Mar2015.pdf or on request from WIL 

WIL have set themselves a target of having all shareholder farms operating at GMP by 1 September 

2020.  The implementation of this progression towards GMP will be implemented through the FEPs. 

 FEP Process  3.3

3.3.1 Existing shareholdings 

Step 1 

 Identify the properties where WIL water is used. 

Step 2 

Categorise the landholding for plan type (FEP or LBMP) 

Step 3 

Complete a FEP or LBMP - to complete the plan there is no specific requirement as to who carries 

this out; either land manager, owner, consultant, or with Scheme support.  However it must involve 

the land manager or the person who is designated as the person responsible for implementing the 

plan. 

It must be accompanied by: 
a. An “actual” nutrient budget (Overseer® or ECan approved alternative) for the previous 

production year 

b. Farm map in accordance with ECan LWRP Schedule 7 

All FEPs and LBMPs must include: 
a. All land owned, leased or managed, that is associated with the farming operation both 

dryland and irrigated.  Blocks that are not contiguous and within the WIL command area 

must also be included 

b. All water entitlements associated with any land associated with the operation.  For 

properties that have both WIL water and other consented water takes (groundwater and 

http://www.wil.co.nz/
http://ecan.govt.nz/publications/Plans/Lifestyle-block-management-plan-Mar2015.pdf
http://ecan.govt.nz/publications/Plans/Lifestyle-block-management-plan-Mar2015.pdf


surface takes), the WIL FEP must include all land area and water sources associated with the 

property using WIL water whether it is dryland, irrigated via consented water or irrigated by 

WIL water. 

Step 4 

Submit the final2 FEP/LBMP to WIL 

3.3.2 New shareholdings or inclusion of new land area or properties into 

CRC142752 Schedule A  

Before any water movement or transaction is approved by the WIL board of directors, they must 

first be satisfied the inclusion of new land area and the intended land use and management does not 

risk making the consents non-compliant. 

 

Step 1 

Identify the properties where WIL water is used 

Step 2 

Categorise the landholding for plan type (FEP or LBMP) 

Step 3 

Complete a FEP or LBMP (prior to submitting the proposal to the WIL board) 

The FEP must include: 
a. Provide a predictive nutrient budget (Overseer® or ECan approved alternative) to 

demonstrate their N losses will be within modelled expectations of the nutrient loss below 

the root zone. 

b. An explanation and management plan of how management practices are going to meet GMP 

Step 4 

Submit the final FEP/LBMP to WIL  

 Overseer Modelling 3.4

All shareholders must do annual Overseer modelling, except for properties less than 20 ha in size. 

 FEP Review  3.5

At the completion of a FEP audit the FEP will be reviewed to monitor progress and ensure 

improvement towards, or beyond GMP.  The reviewed and altered document will be submitted to 

WIL for recording and reporting purposes.  The review is under the expectation that measurable 

steps are being taken to meet GMP and they will be included into the FEP under the continuous 

improvement objective. 

 Variations  3.6
1. When any ‘significant’3 changes are made on-farm, the FEP must be updated within three 

months of the change.  All ‘significant’ changes must be notified to the Scheme. 

                                                           
2
 As at 10

th
 February 2016 all existing shareholdings and associated properties must have a completed FEP or 

LBMP before 1
st

 September 2016.   



2. All water movements whether it is leased, sold, bought or changed use locations must be 

notified to the Scheme.  All new areas must have a new FEP or be included into an existing 

FEP within three months of change. 

3. Those properties less than 20 ha completing a LBMP will not be required to complete a 

nutrient budget4 (unless they are associated with a larger operation or by discretion on a 

case by case basis dependent on land use intensification). 

 Guarantees  3.7

Shareholders will agree, by signing a commitment statement, that the actions and management 

practices contained within the FEP suit the nature of their property and land uses, to give a high 

confidence of achieving the specified objective within an agreed timescale. 

 

4.0 Auditing 

 Auditors 4.1

WIL will select auditors who meet the definition of a ‘Certified Farm Environment Plan Auditor’ in 

proposed Plan Change 5 of the LWRP, which is as follows: 

means a person that either (a) is approved by the Chief Executive of Environment Canterbury as 

meeting the following criteria and is registered on the Environment Canterbury website as a Certified 

Farm Environment Plan Auditor or (b) is a member of an International Standards Organisation 

accredited audit programme that has been approved by the Chief Executive of Environment 

Canterbury as including audit criteria equivalent to that set out in Part C of Schedule 7; and 

1. has at least 5 years’ professional experience in the management of pastoral, horticulture or 

arable farm systems; and  

a. holds a Certificate of Completion in Advanced Sustainable Nutrient Management in New 

Zealand Agriculture from Massey University; or  

b. holds a Certificate of Completion in Sustainable Nutrient Management in New Zealand 

Agriculture from Massey University; or  

c. holds a tertiary qualification in agricultural science or demonstrates an equivalent level 

of knowledge and experience; and 

2. is a current member of a Professional Institute that requires members to subscribe to a Code 

of Ethics and has a procedure in place for dealing with complaints made against members; 

and 

3. demonstrates, to Environment Canterbury, proficiency in the auditing of Farm Environment 

Plans against the matters set out in Part C of Schedule 7. 

 Auditing of Lifestyle Blocks 4.2

The Scheme recognises that all land associated with the use of Scheme water needs to be treated 

equally with the same GMP expectations. 

                                                                                                                                                                                     
3
 “Significant” changes definition includes change in management personnel, land use, increase in irrigated 

area, infrastructure  upgrades.  
4
 Nutrient losses from the smaller properties will be accounted for in WIL reporting to ECan based on a 

predetermined categorisation. 



Due to the predominantly low intensity nature of the lifestyle blocks they pose a significantly lower 

risk to the environment than a commercial property.  There are however some small blocks that are 

farmed more intensively. 

WIL therefore reserves the right to consider what level of investigation is appropriate on a case by 

case basis. 

Requirements 

To have an on-site inspection of the property at least once every four years on a rotation.  The 

investigation will look specifically (but not exclusively) at: 

 Irrigation management 

 Grazing management 

 Fertiliser management 

This will be carried out by the WIL Environmental Manager or appointed person.  The inspection will 

provide a grade A to D similar to the FEP grading based on a Level of Confidence (LOC) approach. 

The LOC approach involves an assessment of the likelihood that each objective and associated 

targets have been met based on: 

 Information provided at the time of audit (actual data, photographs, records, reports) 

 Stated practice, provided it can be reasonably justified with other information or evidence 

 Observation of actual GMPs 

 Stated GMPs supported by evidence 

 Nutrient budgets 

 Field observation 

All grades other than an ‘A’ will trigger some advice and support from WIL to rectify the issues 

identified. 

This direct approach recognises that often the owners of the lifestyle blocks do not have the skills or 

knowledge of how to fix a problem or who to ask to help.  The expectation will be that once advice is 

given on how to fix or who to ask for support the owner will follow it up independently of the 

Scheme. 

 Auditing of Other WIL Shareholders (Excluding Lifestyle Blocks) 4.3

Requirements  
Audits must be undertaken by a suitably qualified person, as defined in section 4.1 of this ASM 

document. 

Audits must be undertaken in accordance with the most recent version of the ‘Canterbury Certified 

Farm Environment Plan (FEP) Auditor Manual’.  They will be given a grade A to D based on a Level of 

Confidence (LOC) approach. 

The LOC approach involves an assessment of the likelihood that each objective and associated 

targets have been met based on: 

 Information provided at the time of audit (actual data, photographs, records, reports) 

 Stated practice, provided it can be reasonably justified with other information or evidence 

 Observation of actual GMPs 

 Stated GMPs supported by evidence 

 Nutrient budgets 

 Field observation 



Figure 2 (Appendix A) shows a flow chart of the audit process. 

All new FEPs will be audited within one year of completion. 

In the subsequent years depending on the grade achieved in the audit the interval between audits 

shall be no greater than four years.  Figure 3 (Appendix A) shows a diagram of the audit interval. 

 

Audit grade  Audit Return interval  

A 4 years  

B 2 years  

C  12 months  

D  6 months  

 
For A and B grade audit results, the interval will revert to within 12 months if there is a change in 

management or a significant change in farm systems.  A significant change in farm systems is defined 

as: “a change in the farm system means whole farm operation conversions, including but not limited 

to, converting between dairy support, dairy platform, sheep & beef and cropping; and also any 

introduction of a new stock type to the farm, e.g. deer or wintering dairy cows. Changes such as, 

varying the type of crop grown or varying the relative proportions of stock types do not constitute a 

farm system change.” 

Audit reports must be submitted to WIL within 14 days of completion. 

Following the initial audit round finishing on 1 September 2017, the Scheme will select ¼ of ‘A’ 

grades and ½ of ‘B’ grades to begin the next round of audits.  The selection of the properties each 

year until 2020 will be at the discretion of the Scheme and will form the basis of the audit rotation 

for the following years.  This will ensure that all FEPs are reviewed at least twice before the expiry of 

consent CRC142754. 

To determine the selection priority the following criteria may be considered: 

 Ability of current infrastructure to meet targets 

 Costs and time required to meet GMP 

 Staff turnover and training 

 Robustness of current management systems 

 Current nutrient losses 

 Areas of high environmental risk 

 Independent Annual Review of the FEP Audit Process 4.4

An independent review of the FEP audit process will occur annually. 

 

5.0 Post Audit Process  

Following each audit the shareholder/land manager will receive an audit report culminating in a 

grade.  This report will record progress against FEP actions.  It can highlight areas where progress 

against identified actions has not been made and identify any new operational risks that were not 



recorded in the original FEP or have developed over the preceding time.  The audit report will set 

out any problems that must be acted upon within a specific timescale. 

All audit reports and updated FEPs will be kept on file and made available to the shareholder/land 

manager.  These must be retained by the shareholder/land manager and will be used as the basis of 

future inspections. 

The FEP and Audit report will be assessed by the Scheme.  Depending on the grade the following 

responses will occur. 

 Farms Achieving ‘A’ Grade 5.1

Shareholders/land managers whose farms that have achieved an ‘A’ grade will be recorded as 

making excellent progress toward, or have met, GMP. 

Farms in this category will be scheduled for the next audit in four years following the audit, unless 

there has been a change in management or a significant change in farm systems, in which case the 

interval will revert to within 12 months. 

 Farms Achieving ‘B’ Grade 5.2

Shareholders whose farms have achieved a ‘B’ grade will be recorded as making good progress. 

For those environmental management areas where there is medium level of confidence that the FEP 

objectives can be achieved the Scheme will assess: 
a. Whether the actions in the FEP are specific, measureable, achievable in the timescale and 

realistic in terms of the level of risk and resources available; 

b. If the shareholder/land manager is on-track to implement the actions identified in the FEP; 

and 

c. If what has already been achieved and future actions will lead to a high confidence that the 

objective is being met. 

The assessment on the above criteria will provide a second check and balance to the audit. The 

Scheme will provide a ‘high’ ‘medium’ or ‘low’ confidence rating that the subsequent audit grade will 

improve.   No further action will be taken but the shareholder /land manager will be recorded as 

being ‘on track’, ‘static’ or ‘deteriorating’ to achieve the objectives in the FEP. 

They will be scheduled for the next audit in two years, unless there has been a change in 

management or a significant change in farm systems, in which case the interval will revert to within 

12 months. 

 Farms Achieving ‘C’ Grade 5.3

Shareholders whose farms have achieved a ‘C’ grade will be recorded as making some progress. 

For those environmental management areas where there is moderate confidence that the FEP 

objectives can be achieved the Scheme will assess: 
a. Whether the actions in the FEP are specific, measureable, achievable in the timescale and 

realistic in terms of the level of risk and resources available; 

b. If the shareholder/land manager is on-track to implement the actions identified in the FEP; 

and 

c. If what has already been achieved and future actions will lead to a high confidence that the 

objective is being met. 



The assessment on the above criteria will provide a second check and balance to the audit. The 

Scheme will provide a ‘high’ ‘medium’ or ‘low’ confidence rating that the subsequent audit grade will 

improve. 

The Scheme will work with or facilitate the shareholder/land manager to identify what 

improvements can be made toward meeting the objectives in the FEP. They will be required to 

formulate a management plan within 2 months of the audit with clear timelines and actions they will 

undertake to meet the FEP objectives and move the audit grade into a ‘B’ category. 

They will be scheduled for a further farm inspection within 12 months. 

 Farms Achieving ‘D’ Grade 5.4

A ‘D’ grade is unacceptable to the Scheme. 

 Shareholders whose farms have achieved a ‘D’ grade will be recorded as making poor progress. 

All management areas which record a low confidence that the objective is being met will be 

highlighted as in need of urgent attention. Action will be required immediately to mitigate the risk. 

For those environmental management areas where there is low confidence that the FEP objectives 

can be achieved the Scheme will assess: 
a. Whether the actions in the FEP are specific, measureable, achievable in the timescale and 

realistic in terms of the level of risk and resources available; 

b. If the shareholder/land manager is on-track to implement the actions identified in the FEP; 

and 

c. If what has already been achieved and future actions will lead to a high confidence that the 

objective is being met. 

The Scheme will work with or facilitate the shareholder/land manager to identify what 

improvements can be made toward meeting the objectives in the FEP.  They will be required to 

formulate a management plan within 1 months of the audit with clear timelines and actions they will 

undertake to meet the FEP objectives and move the audit grade into a ‘C’ or ‘B’ category. 

They will be scheduled for a further farm inspection within 6 months. 

 Repeat ‘C’ and ‘D’ Grades  5.5

The Scheme wishes to see improvement to be able to meet GMP across all water users.  If there are 

continuous underperforming shareholders/land managers then the following actions will occur. 

Discuss and implement constructive options with the shareholders and farm manager to improve 

performance. 

Impose additional charges to recover costs of extra audit management requirements and/or a 

penalty water charge. 

Restrict water supply before other better performing shareholders face restrictions 

Longer term water shut off 

Terminate Water Supply Agreement  

 

  



6.0 Exclusion from ASM Programme 

If exclusion of any shareholder/land manager from the ASM programme occurs for whatever reason 

the Scheme will notify ECan within 20 working days from the date the exclusion took effect. 

 

7.0 Non-cooperation or Non-compliance 

Different levels can occur.  The different levels need to be recognised with appropriate actions.  The 

examples below do not provide an exhaustive list but gives an indication of the sort of non-

cooperation or compliance that could occur and the possible sanctions. 

 

Level  Example  Possible Action  

One  Failing to provide information Request for information  

   

Two  Continued non-provision of information 

following request 

Further request  

 Nutrient budget not completed  Request completion 

 Partial FEP deterioration within an audit 

interval 

Request management plan to rectify 

Three  Repeatedly abstracting more water than 

allowed  

Restrict or cease water supply 

exclusion from program 

Terminate WS agreement 

 Breach of water supply agreement  Restrict or cease water supply  

exclusion from program 

Terminate WS agreement 

 Repeat C & D audit grades  Restrict or cease water supply  

exclusion from program 

Terminate WS agreement 

 continued non-provision of nutrient budget Restrict or cease water supply 

 exclusion from program 

Terminate WS agreement 

 

  



8.0 Methods to Assist Environmental Performance Improvements 

The Scheme will adopt a pragmatic and supportive approach to enabling improvement.  The majority 

of shareholders/and managers are willing and able to comply with the FEP and audits. 

The Scheme and this ASM document place emphasis on improving environmental outcomes through 

greater resource use efficiency, with the aim of encouraging shareholders/land managers to engage 

with the Scheme not only for environmental reasons but also to improve the efficiency and 

economic performance of their businesses. 

Being proactive and focusing on the on-farm activities which farmers can control will lead them to 

being empowered to improve.  The compliance aspect will follow as a natural consequence of good 

practice. Setting up the expectations and making farmers aware of what they need to be doing, 

recording, working toward, is the first step.  Providing information, using good communication to 

promote awareness of the need and providing accessible templates, guidance and information to 

enable improvement.  Appendix B provides a list of the support being provided. 

A successful compliance model is fair, reasonable, consistent and transparent in the process.  Where 

it is appropriately implemented, shareholders/land managers are more likely to make the 

permanent changes required to consistently perform at a higher standard.  There is a fall-back 

position of sanctions if needed but the preferred approach is to work proactively with shareholders 

and land managers sympathetically with their businesses. 

The aggregation of data and actions needed from the FEPs will provide steer on what management 

actions need to have resources, support and training developed or sourced to improve the issue. 

The Scheme has made ongoing provision and has contracted an environmental manager to manage 

the delivery of the ASM and the FEP programme.  This direct and dedicated contact point has not 

been available in the past. 

 

9.0 Reporting 

WIL will prepare an annual report describing the performance of the Scheme in meeting its 

environmental targets and objectives. 

The report shall include: 

i. The name of the FEP auditor(s); 

ii. A summary of the audit performance grading; 

iii. A summary of the reasons for any farm receiving a C or D grade; 

iv. A summary of the actions taken to address C or D grades; 

v. A summary of farms that repeatedly received a C or D grade;  

vi. The progress achieved for previously identified issues, if applicable; 

vii. The total annual loss of nitrogen from all properties within the Irrigation Scheme or Principal 

Water Supplier over the reported year. 

viii. The annual average nitrogen loss to water for each property listed in Schedule CRC142754A 

and Schedule CRC142754B, as calculated in accordance with Appendix CRC142754; 

This report shall be provided to the Canterbury Regional Council, Attention: RMA Compliance and 

Enforcement Manager, by the 30 November each year. 

 



10.0 Changes to this ASM Document 

Any significant changes to this ASM document shall only be implemented after approval confirmed 

in writing by the Canterbury Regional Council. 
  



Appendix A:  Figures 



 

  

Figure 1: Waimakariri Irrigation Scheme 



  
Figure 2: FEP on-farm audit process 



  

Figure 3: FEP grading and timing 



Appendix B:  Support for WIL Shareholders 

 

 

•Simple online systems 

•Provide user-friendly and useful templates 

•Provide checklists and record sheets 

Systems 

•Collate and make available useful information, especially from other industry bodies 

•Simplifying and communicating GMP 

•Be available for one on one advice 

•Translate requirements into actions 

Support 

•Facilitate learning through sharing information with others, such as farm focus days 

•Enable sharing of research 

•Work with other industry bodies to be consistent 

Facilitation 

•Communicate latest research to interested Shareholders 

•Invest and support research initiatives 

Research 

•Celebrate success 

•Communicate progress and meeting of milestones 

 

Communicating Sucess 


