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Knowing your costs.  



Uncertainty in agricultural business is nothing new….

Ongoing uncertainty:

Price & cost volatility, weather, policy
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Source: Defra, Farm Business Survey

“48% of farmers 

say loss of BPS wlll

have biggest 

impact on business 

going forwards”



What is it costing 
you Mr Farmer  
?  







Source: EU Commission and HMRC



Lets look at some 
figures 

Sheep flock

Who has the best physical performance ?

Who has the best financial performance? 



Range of UK Performance 
SDA Flocks  

£ per ewe put to ram Bottom third Top third 

Gross output (less replacement 

costs) 75.34 88.16

Variable costs 38.72 27.82

Gross Margin 36.53 60.34

Fixed Costs (Cash only) 32.59 21.23

Net Margin (Cash only) 4.04 39.11

2016



£ per ewe put to ram Bottom third Top third difference 

Gross output (less replacement 

costs) 75.34 88.16 =12.86 

Variable costs 38.72 27.82 =10.90

Gross Margin 36.53 60.34 =23.81

Fixed Costs (Cash only) 32.59 21.23 =11.39

Net Margin (Cash only) 4.04 39.11 =35.07

Range of UK Performance 
SDA Flocks

2016



Range of UK Performance 
NON SDA Feb-Mar lambing Flocks

£ per Ewe put to the Ram Bottom third Top third Difference 

Gross output (less replacement costs) 75.34 88.16 =12.86 

Variable costs 38.72 27.82 =10.90

Gross Margin 36.53 60.34 =23.81

Fixed Costs (Cash only) 32.59 21.23 =11.39

Net Margin (Cash only) 4.04 39.11 =35.07

Non Cash Fixed Costs 43.77 21.50 =22.27

Full Economic Net Margin -39.73 17.61 = 57.34

2016







Top 25 % 

Last to lose money 
First to make money 



The Best British farmers  

What makes them better than the 
rest? 



The top performers are often 
marginally better at 

everything rather than 

being significantly better at 

anything



What is Farmbench?

• Used by farmers and advisers

• Farmers control who gets access 

• Benchmark against validated (checked) datasets

• Cost of Production reports for each enterprise v benchmarks

• Helpdesk

• KEM Benchmarking team assistance. 



Enterprises available :

Livestock:

Breeding Sheep

Lamb – breeding ewe replacements / finished / store 

Suckler herd

Beef Stores / Finishers / Heifer replacements

Dairy 



•Free to levy payers 

•Fully Validated  

•Supported 

•Intuitive 

•Independent

•Confidential 





Benchmark what?

What is most important?

• Technical performance

• Financial performance



Rearing percentage Price to break-even

50% £5.00

65% £3.85

85% £2.94

100% £2.50



Price (£/kg LW) needed to cover costs 

at different output levels

Assuming 280 kg weaning weight (adjusted 200 days) and £700 total costs

£2.50 price achieved by top 25% 

280 kg at 200 days achieved by top 25%

Rearing percentage Price to break-even

50% £5.00

65% £3.85

85% £2.94

100% £2.50



Source: Oxford Farming Conference Paper 2015, Defra

Range in Performance 





• BPS Impact Calculator: How will BPS reductions impact your 

business? 

The BPS calc, allows this to be visualised – by inserting 2020 figure 

to see and discuss impact on profit,

Farm Business Review Tool. Step 1.





• BPS Impact Calculator: How will BPS reductions impact your 

business? 

Farmers will be talked through the wider Ag policy background and 

the reduction in their BPS

The BPS calc, allows this to be visualised – by inserting 2020 figure 

to see and discuss impact on profit,

Farm Business Review Tool. Step 2

• Business Resilience Assessment: Is your business fit 

and ready for the future? 

Resilience assessment allows you to take a step back and 

assess the strengths and weakness within the business.

The lowest scoring 3 areas should be discussed and possible 

solutions





• BPS Impact Calculator: How will BPS reductions impact your 

business? 

Farmers will be talked through the wider Ag policy background and 

the reduction in their BPS

The BPS calc, allows this to be visualised – by inserting 2020 figure 

to see and discuss impact on profit,

• Business Resilience Assessment: Is your business fit and 

ready for the future? 

Resilience assessment allows you to take a step back and assess 

the strengths and weakness within the business.

The lowest scoring 3 areas should be discussed and possible 

solutions

Farm Business Review Tool. Step 3.

• KPI Express Calculator: How well is your farm performing?

The KPI calculator allows farmers to insert their production or 

business data and calculate an ‘industry’ developed KPI

✓Production performance

✓Business performance



There’s as much opportunity 
out there as there has ever 
been- it’s just, have we got 
eyes to see it?  

Doug Avery



www.ahdb.org.uk

‘Inspiring our farmers, growers 
and industry to succeed in a 

rapidly changing world’


