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Just as we were beginning to
enjoy a period with prices that
yielded a reasonable profit,
world supply went into
overdrive while demand fell,
led by China cutting back on
imports and Russian
embargoes. Prices began to
nose dive in the second half 
of the milk year. 

But it has been far from a
level playing field (or should
that be grazing platform?). In
this report you will find data
showing how the gap between
the best and worst prices has
become a yawning chasm. 

Never has it been more
important to manage the
factors within your control,
while understanding the effect
of those beyond your control.
The impact of the price cuts
will have a long ‘tail’ with
some commodities showing
signs of uplift. What is clear is
that there is a greater than
ever need to ensure your herd
is operating at maximum
efficiency. 

That’s why we provide our
Dairy Manager costings to
measure your herd
performance, set a budget
and benchmark against other
progressive herds. Add to this
the technical notes and
reports, independent advice
and services available through
our membership package and
you have the complete tool
box to ensure your business is
firing on all cylinders.

We are proud that with nearly
25 years of experience,
working with some of the
most progressive producers
across the UK, we can bring
you independent and unbiased
technical know-how and 
no-nonsense facts to help you
exploit the full potential on
your farm. 

With our base at Bridge Farm,
a commercial dairy farm on
the edge of the Somerset
Levels, you can be assured
that we have our feet firmly
on the ground and understand
what makes today’s dairy
farmer tick!

Get in touch! Our team are
keen to hear from you. They
are just a call or a click away,
and will happily advise on
which Kingshay services are
best suited to you, your farm
and your aims. 

Put us to the test! By joining,
upgrading your membership 
or simply making an enquiry.
We’re here to help you forge a
profitable future on your farm.

Duncan Forbes, Managing Director
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Welcome
Few will argue with the fact that the past twelve months have been
painful for many milk producers with unprecedented falls in milk price.

www.kingshay.com

The Kingshay offices, Bridge Farm, Somerset
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Call us today on 
the Kingshay hotline
01458 851555

or visit
www.kingshay.com

With milk prices not beginning
a steep decline until
September 2014 and current
market indications, it is
apparent the relatively modest
2.1ppl Dairy Manager
average milk price drop in the
year to March 2015 does not
fully reflect the fall that many
producers have experienced
(see pages 4/5).  

Defra put the average milk
price for the month of March
2015 at 25ppl a reduction of
6.5ppl on the same month in
2014, with Kingshay data
giving a similar result. Yet
analysis of Dairy Manager
recorded conventional
Holstein Friesian herds shows
the lowest paid 10% of
producers average price for
March was just 21ppl, only
two-thirds the amount
received by the highest 10%
paid at 32ppl. 

With the gap between the
highest and lowest 10% paid
increasing from 5.6ppl to
11.6ppl as milk prices have
fallen, it seems that UK market
segmentation has come to the
fore with oversupply on the
World market. While the gap

may close whenever prices rise
again, it is as likely it will widen
again with any future falls. 

The widening range of milk
prices has had a major
influence on margin over
purchased feed costs per litre
and per cow. So much so, that
looking at multiple herd
comparisons in the year to
March 2015 reflects milk price
far more than feed efficiency. 

This year the key efficiency
analysis has been to rank
herds by purchased feed cost
per litre, which shows a range
of costs from 5.1ppl to
11.2ppl between the highest
and lowest 10% conventional
Holstein Friesian herds. Wide

gaps are also found between
Channel Island herds and
Organic herds. 

With each 1ppl cost equating
to an annual £15,000 for a
1.5m litre herd, further analysis
and rankings in this report
help identify how some herds
achieve lower feed costs, even
those with high yields.  

However, individual herds
must review their own feed
costs in relation to their milk
price, making margin over
purchased feed per litre and
per cow important for every
herd to appraise and monitor.
These are easily monitored on
a monthly basis by herds
using Dairy Manager.

Introduction 
This year’s Kingshay Dairy Costings Focus Report highlights the need
to look beyond averages to understand the impact of current milk
prices on some producers and the untapped potential for turning
feed into milk efficiently.

“The widening
range of milk
prices has had a
major influence
on margin over
purchased feed
costs per litre
and per cow. ”
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The average herd size is now
41% larger than in 2005 with
189 cows and produces 51%
more milk in total, at just over
1.5m litres. A 558 litre per
cow (7%) yield increase
contributes to this increase in
total output. 

Margins over purchased feed
have risen by 7.4ppl and
£669/cow since 2005, with
the average milk prices rising
by 11.7ppl. Feed costs have
increased by 4.35ppl and at
8.37ppl in the 2015 results is
equivalent to 28% of the milk
price, compared with 22% in
2005. Concentrate feed rates
have increased from 0.28kg

per litre to 0.32 in 10 years,
with milk from forage falling
from 39% to 27%. 

Often additional or marginal
litres are justified by a
predicted feed rate, of 0.4 to
0.5kg a litre, which in theory
provides enough energy to
produce a litre of milk. 

However, this data shows that
on average an extra 507kg
per cow of concentrate
equivalent has resulted in a
yield per cow increase of only
558 litres a cow, meaning it
has taken 0.9kg of feed to
produce each additional litre. 

At a concentrate price of
£234 a tonne, each
additional litre has cost 21
pence in feed, leaving a
margin of only 9ppl on the
average 30ppl milk price. 

Achieving the technical
performance of 2005 results,
with the 2015 milk and feed
prices, would see a 1.3ppl
higher margin over purchased
feed of 23ppl and a margin
per cow just £27 a cow lower
at £1,708. Even at margin
per cow level, the data shows
many herds will be gaining
nothing from increasing
yields from 10 years ago,
because their feed use
efficiency has declined.

Trends over the last 10 years
Holstein Friesian herd sizes, milk prices, cow yields and margins are
higher than 10 years ago, even following the recent decline in milk
prices and margins, but there is little evidence of improvement in
performance efficiency, according to Dairy Manager data.
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Profit Manager allows you
to control your costs,
drive your profits and
identify your costs of
production right down 
to the bottom line.
Easy to use (even on a mixed
enterprise farm) – the unique
Kingshay cost allocation system
means that you supply the raw data
and we do the work. 
Call 01458 851 555 for more
information.

Practical support from the ground up

NEW

Farm Finance Planner

FIRST CLASS FORECASTING 
FOR YOUR AGRICULTURAL BUSINESS 

ASK FOR DETAILS
Developed by Kingshay in association with 

The Farm Consultancy Group Ltd

• Suitable for multiple clients & enterprises
• Flexible data input with monitoring

• Comprehensive reporting
• 1 to 5 year budgets

£



Further analysis shows 70%
received at least 6ppl less for
their milk in March 2015
than in March 2014 with an
increasing gap between the
highest and lowest paid. 

The actual average price paid
to conventional Holstein
Friesian herds reduced by
2.1ppl over the year to March
2015 to 30.1ppl. But the
highest paid 10% of herds’

milk was sold at a price of
0.6ppl below the previous
year at 33.8ppl, while the
price for the bottom 10% was
almost 3ppl lower than last
year at 26.9ppl.

The annual prices for top and
bottom paid herds still
remained above the level for
the year to March 2013,
partly because the average
price in March 2014 was at
the highest level in five years.
Milk prices didn’t start what
has become a continued steep
fall until September 2014.

By March 2015 the milk price
was at its lowest in five years
and it appears likely to remain
low into summer 2015,
therefore, the 12 month
rolling prices for all producers
can be expected to fall further
and those on lower priced
processing contracts will
continue to be hardest hit. 

Milk price analysis
The average annual milk price drop in Dairy Manager results to March
2015 hides the effect oversupply on the World market and increasing
UK market segmentation is having on some UK producers. 
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Source: AHDB Dairy

Year ending Mar 11 Mar 12 Mar 13 Mar 14 Mar 15

Top ppl 29.01 32.07 33.57 34.52 34.41

Bottom ppl 23.81 27.11 27.78 31.88 20.99

Difference ppl 5.19 4.96 6.29 2.64 13.42

Kingshay’s
HowsMyHerd®

consultants
‘read’ your cows
to make your
life easier and
your farm more
profitable – call
us now to sign
up for an
assessment.

www.kingshay.com

Best vs lowest milk price contracts – calculated based on a level supply of a standard litre



For 25% of herds the drop 
in price from March 2014 
to March 2015 was more
than 10ppl, with 70% of
herds seeing a drop of more
than 6ppl.

But for some herds the
change in price has been
small and the monthly trend
in milk prices for top 10%
and bottom 10% herds
shows a widening gap
between them since milk
prices started to fall. By
March 2015 there was a 
gap of 11.6ppl between
them, compared with 5.6ppl
a year before.

AHDB Dairy predictions on
the best v lowest price milk
contracts for a standard litre
indicate this gap could widen
further, as it shows a gap of
more than 13ppl will result in
the year from March 2015 if
there are no changes to
contract pricing. 

The lowest paying contracts
offer just 21ppl, which is
9ppl below the average for
the year to March 2015 and
for the current Kingshay
bottom 10% this could
indicate a drop of up to 6ppl
in their 12 month rolling price
by March 2016, unless
market conditions improve. 

Ranking Dairy Manager for
calving season shows spring
calving herds are among those
likely to be hardest hit by
lower milk prices in the
current year to March 2016.

The data shows that their
average annual milk price to
March 2015 was 31.5ppl
compared with autumn
calving herds, which typically
show a lower milk price at
29.6ppl, because their peak
output was during the higher
milk prices of spring and early
summer 2014 before prices
began their steep decline in
Autumn 2014. 
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Trends in milk
prices for Organic
herds and Channel
Island herds can
be found on pages
19 and 20.

CAN SAVE YOU TIME AND MONEY

01458 851 555
CALL

FOR DETAILS



Herds in the 10% band for
highest feed costs spend
11.2ppl which is more than
double that of herds in the
lowest 10% band. The gap
between the highest and
lowest 25% is 4.5ppl.  

These results appear
independent of milk price, with
a similar price seen across all
bands, and show scope for
herds at a range of yields to
reduce feed costs, with each
1ppl saving worth £15,000
for an average Dairy Manager
herd producing 1.5m litres.

There is the expected trend for
higher yields to be associated
with higher feed costs, with
top 10% herds producing 834
litres more than the average.
But higher feed costs on
average wipe out any benefit
on margin over purchased feed
per cow, with all the extra milk

value spent on feed. However,
further analysis shows there is
potential to manage feed costs
and achieve a higher margin
per cow with high yielding
cows (see page 13).

Highest 10% feed cost herds
are also seen to produce
lower constituent quality milk
and only produce 533 litres
from forage, despite only
having a slightly higher
stocking rate than lowest cost
herds which produce 3,610
litres from forage.  

It is clear from the ranking of
herds by milk from forage that
a significant proportion of the
variation in feed costs relates
to milk produced from forage,
with herds producing 8,000
litres at a 6ppl feed cost, but
there is additional variation of
about 1ppl which this does
not account for. 

Profit Manager data shows
the lowest feed cost herds will
have slightly higher forage
costs associated with growing
more, but a 1.5m litre herd in
the lowest 10% purchased
feed cost band will have spent
£91,000 less than the
highest 10%. High feed costs
herds also feed almost 3.5t of
concentrate a cow, so it is
also likely that they have a
higher cost feeding system. 

Analysis of the results to be
published in Kingshay’s Cows
In or Out Survey will allow
further insight into the feed
costs of different production
systems to be identified.
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Feed costs per litre
When herds are ranked by purchased feed costs per litre, a 6.1ppl gap
is revealed between the highest and lowest 10%.

HowsMyHerd®

Healthy profits from 
healthy herds. Call 

us for details.

“...further
analysis shows
there is potential
to manage feed
costs and
achieve a higher
margin per cow
with high
yielding cows.”
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The average herd produced
79 litres less from forage
than the year to March 2014
at 2,187 litres, with the
bottom 25% herds producing
116 litres less from forage at
just 705 litres.

There is a trend of feeding
more concentrate per cow,
perhaps encouraged by the
£22/tonne reduction in
average concentrate price to
£234/tonne, since the year to
March 2014, and this has
increased yield a cow. 

Top 25% herds fed 73kg
more concentrate and saw
131 litres a cow extra output,
a response rate of 1.8:1,
whereas, the bottom 25%
saw a far poorer response
rate to extra concentrate with
134kg of extra concentrate

only resulting in 79 litres
extra milk, a response rate 
of 0.6:1. 

Changes in concentrate price
are the main contributor to
the gap in margin over
purchased feed between top
25% and bottom 25%
reducing to 3.6ppl from
3.9ppl in the previous year,
with an almost identical milk
price achieved. However, this
still equates to £54,000 for a
typical Dairy Manager herd,
producing 1.5m litres a year. 

Top 10% herds gain a further
0.5ppl in margin over feed,
worth £7,500 for the typical
herd.

This ranking highlights the
potential of using forage
better as a way to tackle

purchased feed costs, with
differences of more than 4ppl
seen on these rankings and
with yield level having less
impact than may be
expected. 

However, forage production
costs can also vary widely,
with crop choice, input level
and crop and ensiling
management, all having an
impact on yields and costs
per kg of dry matter produced
(see Kingshay’s Forage
Costings Report for details of
all the most widely used
forages).

Milk from forage 
Top 10% herds, ranked on milk from forage, continue to achieve 4,000
litres from forage on close to a 8,000 litre average yield, but all bands
by this ranking show poorer forage use than the previous year. 



However, both these regions
have reduced feed costs more
in the past year than other
regions, saving them about
1ppl on average. 

The range in milk price across
the regions has widened from
0.99 ppl from best to worst to
1.98 ppl with the South region
topping the charts in both years.

The fall in margin over
purchased feed over the year
has ranged from 0.9 to 2.0ppl
across all regions.
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Regional analysis 
The North and Scotland regions have seen large reductions in rolling
average milk prices of more than 2ppl in the year to March 2015 and
they continue to have the lowest milk prices, according to Dairy
Manager data. 

www.kingshay.com

If you feel you and your herd team could
benefit from well researched strategic 
or practical advice our HowsMyHerd®

or One2One Consultancy services may 
be for you – call Kingshay now to sign 
up for an assessment.



Kingshay data shows the
average age for heifers at first
calving is 28.8 months, which
aligns with data available
from NMR. 

The difference in costs
between rearing a heifer to
calve at 24 months and 36
months, calculated using
Profit Manager figures, is
£630 or £52.50 a month on
average. Therefore, each
heifer calving at 28.8 months
has typically cost an extra

£252 compared with calving
at 24 months.   

An average Kingshay Dairy
Manager herd of 189 cows,
with an average replacement
rate of 26%, has to rear 49
heifers a year. Therefore, an
average herd could reduce
rearing costs by up to
£12,348 a year by reducing
the calving age to 24 months. 
An average sized herd
currently calving at 36
months could save £30,870

by reducing the calving age to
24 months. However, calving
at 24 months requires
liveweight gain targets for the
different stages of growth to
be met and managed
carefully. Research into heifer
rearing in the US, shows
benefits from increasing daily
liveweight gains up to
weaning, but warns that too
high a growth rate in the pre-
puberty period can be
detrimental to milk yields. 

It’s also vital that heifers are
well enough grown to be able
to perform well and get back
in calf, with Dairy Manager
data showing 14.7% leave
the herd during their first
lactation. Infertility is the
main reason accounting for
28% of heifers leaving the
herd, yet well managed these
younger animals should have
good fertility results.

For more information on
rearing heifers to calve at 
24 months see the latest
Kingshay Farming Notes
and Youngstock Management
Report.
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Heifer rearing 
Achieving a target of calving replacement heifers at 24 months would
save an average sized herd £12,348 on rearing costs. 

Costs summary
(£ per Heifer reared)

Total

Calving at 
24 months

£1,358

Calving at 
30 months

£1,682

Calving at 
36 months

£1,988

Dairy Manager
Heifer Sourcing

•93% of herds
rear their own
replacements
or contract out
the rearing.

•7% of herds
are flying herds
buying in
replacements.

Call us today on 
the Kingshay hotline
01458 851555

or visit
www.kingshay.com



Dairy Manager, the UK’s leading dairy costings service
enables you to track your costs and your herd health status.

STARTER

Monitor your margins monthly
•Monthly report: Track your herd performance and margins month to

month and year to year. Plot your herd on the Kingshay Milk Map.
•Special interest group: Rank your herd against the best herds using

similar systems.
•Annual summary: Analyse the annual performance of your herd.

DAIRY MANAGER

PERFORMANCE REPORTS
Regular

INDEPENDENT COSTINGS
Dairy Manager

REGULAR

All the benefits of Starter, plus:
•Longevity report: Reduce future culls by analysing reasons for culling cows.
•Calves, culls and replacements: Quarterly report tracking the cost of replacements.
• Milk profile report: Forecast production and monitor your progress month 

by month.
•Annual feed summary: Compare your costs of purchased feeds to other 

herds in your region.
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Our various packages (detailed below)
include options for targeted reports,
meaning you can create and monitor
regular production forecasts, highlight key
health issues, compare yourself to similar
herds and calculate your bottom line profit. 

Call the Kingshay hotline on 
01458 851555 for more information
or register today at www.dairymanager.net

First 
two months
FREE OF
CHARGE*

*First two months FREE OF CHARGE does not apply to Profit Manager.



PREMIUM

Includes Starter and Regular packages, plus:
•Health Manager: Creating a summary of herd health drawn from your

existing milk records.
•Lameness, fertility and mastitis reports: Quarterly reports highlighting key

health issues and hidden costs.
•Farm Assurance Measures: Summary of data required to comply with your

Farm Assurance Audit.

PREMIUM PLUS

Includes Starter, Regular and Premium packages, plus:
•Profit Manager: Quarterly reports detailing all income and production costs

for your herd.
• Compare all figures to other progressive herds.
• Shows all costs in total £, pence per litre, £ per cow or £ per hectare.
•Easy to use: Uses figures from end of year accounts.

HERD HEALTH MONITORING
Health Manager

TRACK BOTTOM LINE PROFIT
Premium Plus
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The three main costs that
fluctuate on dairy farms are
the three ‘f’s (feed, fertiliser
and fuel). The chart below
shows feed prices in relation
to the milk price on a £ per
tonne basis.

Volatility has clearly been a
feature over the past decade,
however, the fall in milk price
has been steeper than input
prices in the past year. Milk
has fallen 22% while
concentrates have fallen only
11% making the milk price to
concentrate price ratio one of
the worst in ten years,
requiring 0.93 of a tonne of
milk to buy 1 tonne of
concentrate. A year ago that
ratio was 0.75:1.

It is interesting to note that
commonly used raw materials,

soya down 19% and rapeseed
meal down 15%, have fallen in
price more than concentrates
suggesting that straights users
may have seen less of an
impact on their margins than
those using solely
concentrates.

Fertiliser costs have remained
similar since the steep increase
of early 2011, with about a
£10 per tonne decrease in the
past year. Monthly fuel prices
for red diesel were 22% lower
in March 2014 than March
2015, having been even lower
in Feb 2015. Lower fuel costs
are helping to keep the ratio
to milk price relatively stable.

Profit Manager data shows
the most profitable herds have
lower costs on most inputs,
indicating a focus on the

relationship between costs
and profits is worthwhile.

However, predicting the global
market for milk price or key
commodities is increasingly
difficult. More use of forward
contracts, may not eliminate
the volatility of input costs
completely, but may help
increase the accuracy of
budgets and stability of the
business. As opinion hardens
that milk price volatility is to
be an increasing feature in the
years ahead, the need for a
futures market for milk
becomes more urgent to
enable producers to hedge at
least some of their supply
against price instability.

Input price analysis: feed, fertiliser and fuel
Reducing milk prices, which have fallen steeply since September
2014, have knocked back the affordability of key inputs in the six
months to March 2015.
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Source: AHDB Dairy

Source: AHDB Dairy

“Fertiliser costs
have remained
similar since the
steep increase
of early 2011,
with about a
£10 per tonne
decrease in the
past year.”



This supports the theory that
for some, but certainly not all,
the increase in feed costs
between herds using Dairy
Manager is related to yield
level. This analysis also
indicates where feed costs are
well controlled there is an
opportunity for a higher
margin per cow at higher
yields, which can be
important in overall farm
profitability and return on
capital invested. 

The over 9,000 litre herds
show a £848 higher margin
over purchased feed per cow
than the under 6,000 litre
herds, but it is important to
note that the highest yield
band also has a 1ppl higher
milk price.

With feed prices reducing, all
yield bands have seen feed
costs fall by between 0.5 to
0.8ppl, compared with the
year to March 2014. 

Feed use has varied little
compared with the previous
year. Bands below 9,000
litres show little change in
yield per cow as a result,
although the 9,000 litre plus
herds have fed 82kg a cow
more concentrate, resulting in
an 81 litre increase in milk
yield a cow. This 1:1 response
rate indicates on average each
extra litre cost 23.6ppl in
feed. If the milk price decline
continues through 2015, the
economic benefit of their
marginal litres will need to 
be carefully examined.

Milk yield bands
Feed costs per litre rise in relation to yield. Herds under 6,000 litres on
average spend 6.9ppl compared with those above 9,000 litres spending
9.3ppl, a 2.4ppl difference, when herds are analysed by yield band.
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If you have an existing
Dairy Manager package
you might consider
upgrading to our Premium
option to include Health
Manager.

Call us today on 
the Kingshay hotline
01458 851555

or visit
www.kingshay.com
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From the 50-100 cow band
to the over 400 cow band,
the margin over purchased
feed increases by 0.75ppl,
although the milk price
increases by almost 2ppl.  

However, the increases
between bands are uneven
and with the bulk of herds

analysed between 50 cows
and 250 cows, herd size
effects on margin are reduced
to an almost negligible
maximum of 0.3ppl on a milk
price difference of up to
1.6ppl. It is clear that larger
herds on average lose a large
proportion of the gain in milk
price in purchased feed costs.

There is an impact from yield
per cow on these datasets
and this sees more distinct
margin per cow increases as
herd size increases, which
added to spreading overhead
costs for herds with higher
total output, may see an
overall financial benefit from
an increased herd size.

Herd size bands
The data shows an increase in herd size results in an increase in
average milk price and also sees a trend to higher yield per cow, but
feed costs increases limit the impact on margins. 

Kingshay
Saving you time 
and money. Call 

01458 851 555 
for details.
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Our One2One advice
service can help you make
informed choices on farm
business planning, forage
and fertiliser planning,
herd nutrition and milk
predictions.
All our Dairy Consultants and
Advisors come from practical farming
backgrounds and have full access 
to our independent research and
trial results. Call 01458 851 555
for more information.

Practical support from the ground up



Mastitis and lameness are
the two health issues that
cost herds the most in lost
milk yield and vet and med
costs, giving a cost per case
of £248 and £191 per case,
respectively. In the most
recent year, the reduction of
mastitis cases by two and
lameness cases by one sees
the average herd saving £687
on what their costs would be
at the previous incidence. 

This is on top of savings they
have made by reducing cases
in previous years. At average
2012 incidence their health
costs would have been some
£2,996 per 100 cows more
in the past year. However, all
the other health issues
monitored for herds using the
Health Manager service,
show no change on the
previous year. But top 25%
herds still see only half the

cases per 100 cows of both
lameness and mastitis, with
all other health issues also
less, so these herds are
saving £16,481 compared
with the average herds.

This highlights the potential
for many herds to continue to
focus on health, particularly

mastitis and lameness, to
improve profitability, with
these savings not easy to see
in farm accounts. Health
Manager monitors herd
health incidence regularly and
calculates the cost per case,
giving vital information for
managing these costs. How
does your herd compare?

Average somatic cell counts
have been at the lowest
levels ever throughout the

last two years. Summer
2014 saw slightly higher
levels of cell counts than the

previous year. But this was
still well below the previous
years, with 2013 data a
reminder of the relationship
between wet weather and
raised cell count levels.

This ongoing trend reflects 
a greater focus on managing
cell counts to stay below
200,000 all year to avoid
price penalties, as well as 
a focus on reducing clinical
mastitis cases.
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Health trends
Fewer mastitis and lameness cases, as well as lower cell counts, year
on year, are helping control health costs for herds using Kingshay’s
Health Manager service, saving almost £3,000 per 100 cows
compared to average 2012 incidence.

Cell counts

Cases per 100 cows 2012 2013 2014 2015

Mastitis 59 58 52 50

Lameness 48 45 45 44

Please note: These costs per case have reduced since 2014 due to a lower average milk
price used in these calculations.

“Mastitis and
lameness are
the two health
issues that cost
herds the most
in lost milk
yield and vet
and med
costs.”



The top 25%
herds have also
reduced calving
interval by one
day in the past
year to 391 days.

However, the
average herd has
a poorer infertility
culling rate,
increasing by
0.7%, which is
likely to have
contributed to the
calving interval
reduction.

Health Manager
figures show that
on average 28%
of cows leaving
the herd do so
due to fertility
issues and 16%
are in their first
three lactations,
both figures
having increased
since 2014 by
2% and 1%,
respectively.
However, culling
for fertility is a
big factor in the
variation in
fertility costs 
seen between
different herds.

This highlights the need to
review fertility performance 
in conjunction with the
reasons for and ages of cows
culled in individual herds.
Those with high culling for
infertility in early lactations
need to manage heifer rearing
carefully, ensuring they are
well grown, so they can
perform well in their early
lactations, without
compromising on fertility.

The cost of infertility for 
a typical 150 cow herd
achieving 8,500 litres per
cow has been calculated to
average 2.85ppl or £242 a
cow. Sadly, the reduction in
these costs from the previous
year relates more to the fall 
in milk price, than to any
improvement in fertility
performance.

The calculations for this year
use a 25ppl milk price and 
a purchased feed price 
of £220/t.

This lower milk price also
means each extra day the
calving interval is extended
now costs £4.13 a day for 
the average fertility herd. 
Top 25% fertility herds reduce
this cost to £3.45 a day.
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Fertility facts
Fertility figures from herds using Health Manager show the trend for a
lower calving interval continues, with a further two day reduction in the
past year, taking the average to 410 days.

Fertility results Group Top 25%

Calving interval 410 391

Days to first service 76 67

Services per conception 2.9 2.3

Conception rate 36% 47%

100 day in calf rate 35% 49%

200 day not in calf rate 23% 16%

Infertility culling rate 6.8% 4.7%

Cost of infertility (ppl) 2.85 1.31

Cost of infertility (£/Cow) £242 £111

Cost of extended calving £4.13 £3.45
interval per day

Call us today on 
the Kingshay hotline
01458 851555

or visit
www.kingshay.com



This represents an increase
of 2% on the previous year,
with repeat breeders and
Johne’s Disease the two
individual reasons for leaving
which increased the most.
The latter potentially results
from campaigns to increase
awareness and testing 
for Johne’s.

The average herd rate culling
was 26% for the year, having
increased by 2% on 2014,
thereby returning to the level
of previous years. However,
herds below 100 cows

achieved a
reduction in culls
from 22% to 19%.
There has also
been an increase
in forced culls

from 68% to 70%, meaning
that just 30% are selected of
which a proportion of these
are indirectly related to
health reasons.

Most reasons for culling show
little change compared to
previous years. The two
exceptions are mastitis and
cell counts, which are closely
related. Both remain at the
same all time low rates
reported in 2014. Together,
these accounted for an
average of 14% of culls from
2011-2015 compared with
18% from 2005-2010,
confirming a downward trend.

However, the age profile 
of cows leaving herds,
continues to show 48% 

of those leaving herds haven’t
reached a fourth lactation,
with fertility the biggest
reason for first lactation cows
leaving at 28.4%.

Health Manager offers a
relatively simple option for
monitoring culls against a
herd health plan, allowing
prompt reaction to health
issues that can help keep
replacement costs down 
and manage vet costs.

Further advice on managing
health and fertility in
individual herds is available
from Kingshay, via our
One2One consultants or
HowsMyHerd assessments.
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Reasons for cows leaving herd
Health and fertility were the main reasons given for 70% of cows being
culled in the year to March 2015, according to data from herds using
the Health Manager option within Dairy Manager.
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Further analysis of organic
milk prices shows a wide
range of prices received in the
year to March 2015, with the
highest 25% averaging
40.9ppl and the lowest 25%
averaging 36.4ppl.

The overall effect of the milk
price increase and reduced
feed cost, between the years to
March 2014 and 2015, was
an average increase of 1.2ppl

in margin over purchased feed.
However, 66kg a cow more
concentrate was fed for just 26
litres of extra milk, an
uneconomic response rate of
one litre (worth 38.8 pence)
from every additional 2.5 kgs
(costing 78.4 pence) of feed.

However analysis of the
monthly price paid for organic
milk in March shows a year on
year fall of 7% on average.

Contrary to
the divergent
pricing for
conventional
milk, the fall
is relatively
equal across
the price
range (top
10% vs
bottom 10%).

Although
organic
concentrate
prices have
fallen by
£29/t, the

cost is £75/t more than for
conventional herds. This sees
average feed costs 0.6ppl
higher for organic herds.
However, there is a similarly
wide gap to conventional
herds, when herds are ranked
by feed costs per litre at
4.6ppl. The 25% with the
lowest costs spend 6.49ppl
and the highest 25% spend
11.04ppl. For a typical 1.4m
litre organic herd, this 4.6ppl
gap equates to £64,400.

Those with the lowest feed
costs do produce 1,068 litres
less milk per cow at 6,016
litres, although it has higher
constituent quality. Ranking
herds by milk from forage,
shows the best forage users
(top 25%) produce a 630 litre
per cow higher yield with
1,800 more litres from forage
than the bottom 25%. This
results in a 3.3ppl difference in
feed costs per litre, accounting
for some but not all the
difference seen when ranking
by feed costs.
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Organic update
The year to March 2015 has seen the rolling average organic price
rising by 0.6ppl, with the premium over conventional milk prices
widening by 2.7ppl to 8.7ppl. 

Join NOW
to get independent 

answers for 
your business.



As for Holstein Friesian herds,
further analysis of milk prices
gives an indication of a wide
range of prices received in the
year to March 2015, with the
highest 25% averaging
37.8ppl and the lowest 25%

averaging
31.9ppl.
However, part
of this
difference
relates to milk
quality, with
these herds
most likely to
be on a
constituent-
based contract.
The highest
price relates to
milk at 5.53%
butterfat and

3.98% protein and the lowest
at 4.85% butterfat and
3.59% protein.

In contrast to the Holstein
Friesian herds, where a wide
gap between highest and 

lowest prices has developed,
the fall in the price of Channel
Island milk paid in March has
been similar across all herds.

Average herd performance to
March 2015 shows an
increase in feed use of 50kg a
cow on the previous year,
although there was no change
in milk yield. Falling feed
prices mean average feed
costs have reduced by
0.55ppl from the year to
March 2014.

Ranking herds according to
feed costs per litre shows a
5.8ppl difference between the
lowest 25% at 6.25ppl and
highest 25% at 12.07ppl. This
is influenced by higher milk
constituent levels for herds
with a higher feed cost, but it
also shows the highest feed
costs herds produce only 17%
of milk from forage and the
lowest feed cost herds 54%.

If higher constituent quality is
assumed to be the key reason
for the 2.8ppl higher milk
price for highest feed cost
herds, the 3ppl difference in
margin over purchased feed
relates to feed use efficiency.

At a typical Channel Island
herd output of 900,000
litres, this equates to a
£27,000 difference between
the margin over purchased
feed of the highest and lowest
performing herds.
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Channel Island update
Milk prices for Channel Island herds have fallen less than conventional
Holstein Friesian herds in the year to March 2015, down 1.44ppl to
average 35.2ppl.



Kingshay grass seed
mixtures are independently
formulated using varieties
preferred by cows.
All our mixtures are based on our
independent grazing preference trials
using commercial dairy cows.
Increase milk from forage, maximise
grazing potential, save money and
reduce waste with high quality
mixtures. 
Call 01458 851 555 for more
information.

Practical support from the ground up



Often picking up a potential
issue before it becomes a
problem is vital, along with
adapting to market changes
and having a flexible system
in place to respond to price
changes. Closer inspection
shows herds with the highest

margins per cow are achieving
over 9,000 litres per cow,
mainly due to the higher milk
income gained. Feed costs are
significantly higher as well as
other costs such as Vet and
Med costs.

For these herds, volatile price
changes such as feed costs
have a major impact on the
profitability of a business.

The key thing that achieves
profitability is the team of
staff and advisors that make

Bridge Farm, West Bradley,
Glastonbury, Somerset BA6 8LU

T: 01458 851555  F: 01458 851444
Email: contact.us@kingshay.co.uk
www.kingshay.com

Find us on Facebook and Twitter
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Disclaimer: Kingshay can take no responsibility for the consequences of actions carried out as a result of the information contained in this report.

Scan the QR code with 
your smartphone to visit

www.kingshay.com

Practical support from the ground up

Put our independent information, services and advice to work on
your farm to build a healthier, more profitable future.

Independent expertise
We offer membership options for farmers, veterinary
practices, farm advisers, colleges, universities and
corporate bodies.

One2One Consultancy
Our consultants bring their skills and expertise to you
on your farm, providing you with independent and
practical support from the ground up.

HowsMyHerd®

Every herd has stress. It’s a practical reality. Use our
specialist advisers to help you identify and manage the
hidden performance suppressors in your herd.

Dairy Manager
If you measure it, you can improve it. The UK’s leading
dairy costings service with options to track herd health
status and bottom line profit.

Soil Manager
Healthy soils are the route to healthy livestock and the
foundation of healthy profits.

Skills for life
Interactive training for you and your team, developing
your skills for the future.

Call our team today on 01458 851555 to discover which
options are best for you.


