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FOCUS DAY FEEDBACK FORM 
THIS IS YOUR MEAL TICKET – THAT’S RIGHT, SWAP THIS COMPLETED FORM FOR A SAUSAGE! 

Thank you so much for coming along to the Focus Day today.  We hope you have enjoyed your time 
at LUDF.  Please complete these questions to help us improve and make this an even better 
experience for everyone. 
 

Questions: 
1. How many Focus Days have you attended (approx.)? 

 

2. How did you hear about today?  Please circle your answer.    

Flyer in the mail Facebook/ Twitter I received an email 

via Ravensdown Word of Mouth Other (please tell us how) 

 

3. What was the most important / useful / valuable part of today’s event?  

 

 

4. What is important for your attendance at future focus days?  

 

 

5. Which topics would you like to see covered in the future? 

 

 

 
Contact us:  03 423 0022, office@siddc.org.nz, Facebook.com/LUDairyFarm, Instagram: ludairyfarm



   
 

 
 

WELCOME TO LINCOLN UNIVERSITY DAIRY FARM (LUDF). 
 

The farm is a fully operational, commercial dairy farm with a number of potential hazards for both 

visitors and staff. Many of the potential hazards cannot be eliminated while also providing access 

to visitors therefore all staff and visitors MUST watch for potential hazards and act with caution.   

Hazard Summary: Look, think, act. 
The following chart provides a reminder of the types of hazards at LUDF. Watch for these and any 
other hazards that may be on farm today.  
 

People: 
• Uninformed / ill prepared 

visitors may be the 
greatest risk 

Animals:  
• You are in their space 

Milking shed: 
•  Moving rotary platform  
•  Confined animals  
•  Chemicals  

Eyes / Ears:  
• Water / oil / milk / 

chemical splashes  
• Welding flashes 
• Loud machinery 

 

Touch:  
• Hot / cold surfaces, hot 

water, chemical burns 
• Electric fences – treat 

them as high voltage 
power sources 

On farm machinery and 
tools 
• Chainsaws, hand tools etc. 

generate noise, fragments  
 

Potential slips / trips: 
• Uneven surfaces occur 

across the farm  
• Fences  
• Drains 
• Underpass 
• Effluent pond 

Vehicles: 
• Contractors and farm 

equipment – act as though 
they can’t see you – keep 
out of their way 

• Centre Pivot takes 
precedence over your plan 

 

ARE YOU TRAINED FOR WHAT YOU ARE ABOUT TO DO? If not, STOP.  

If you are uncertain how you should act or proceed, stop and contact the farm 
manager, other farm staff or your host.  

By entering this farm, you are acknowledging your receipt of this hazard summary, and your 
agreement to take personal responsibility to watch out for potential hazards, and act in such a 
manner as to protect yourself and any others also on-farm.  
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LUDF FARM SYSTEM OVERVIEW: 
STRATEGIC OBJECTIVE 
To maximise sustainable profit embracing the whole farm system through:  

• increasing productivity;  

• without increasing  the farm’s total environmental footprint;  

• while operating within definable and acceptable animal welfare targets; and  

• remaining relevant to Canterbury (and South Island) dairy farmers by demonstrating practices 

achievable by leading and progressive farmers. 

• LUDF is to accept a higher level of risk (than may be acceptable to many farmers) in the initial or 

transition phase of this project.  

 

To achieve the above objectives, and considering the changing environmental regulations to reduce nutrient 

losses, LUDF has since the beginning of the 2014/15 season adopted and scaled up research emerging from the 

P21 Phase 2 programme.  This research (jointly funded by the Ministry of Business, Innovation and Employment, 

DairyNZ, Fonterra, Beef + Lamb New Zealand and the Dairy Companies Association of New Zealand) identified 

a “low input, highly productive farming system” that reduced nutrient losses while maintaining profitability 

when estimated against the LUDF data at the time. This Low Input, High Production, High Profitable, Low 

Nutrient Loss Farm System has been run at LUDF for 5 seasons already.  

 

 

 

  

 

 

 

 

 

 



3 
 

  

LUDF AUTUMN FOCUS 
 

LUDF Profitability  

The dairy farm is currently tracking to a $3.65 / kgMS operating cost structure.  This would be a good result.  

Any thing under $3.90 / kgMS is very sound.   

The operating costs exclude demonstration costs, eg, costs associated with testing etc, eg, Lysimeters, visitor 

costs etc. 

Autumn Management 

Over the past 3 years, there has been a wealth of knowledge and work go into making sure that the LUDF has 

the lowest foot print possible with the current science.  By good management and application.  This is also a 

very profitable position.  Given these key drivers to LUDF, we will not be changing any thing in the farm 

system to chase high payouts.  Key points: 

 Culls will be gone 15th April at the latest. 

 focus on cow condition – OAD light cows.   

 Pastures will be looked after, the farm can get sodden and pastures can pug, destocking helps. 

 Focus on pasture harvested and drying off with a cover of 1,900 kgDM/Ha. 

 Minimal Supplement use, currently on track to 317 kgDM/cow of supplement use (including 

supplements made on farm). 

Our focus is on the long term profitability of the farm rather than short term. 

To make the most of a high payout, we are going to do exactly what we will do in a 

low payout, farm with the lowest cost and foot print possible – and bank the extra 

profit with a higher payout. 
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Category Description Value Units

Farm Effective Area 160 ha

Stocking Rate 3.5 cows/ha

Potential Pasture Growth 19.4 t DM/ha

Nitrogen Use 185 kg N/ha

Feed Conversion Efficiency (eaten) 10.4 kg DM eaten/kg MS

Herd Cow Numbers (1st July) 555 cows

Peak Cows Milked 555 cows

Days in Milk 282 days

Avg. BCS at calving 4.9 BCS

Liveweight 1,665 kg/ha

Production Milk Solids total 285,313 kg

(to Factory) Milk Solids per ha 1,783 kg/ha

Milk Solids per cow 514 kg/cow

Peak Milk Solids production 2.35 kg/cow/day

Milk Solids as % of live weight 107.1 %

Feeding Pasture Eaten per cow * 4.4 t DM/cow

Supplements Eaten per cow * 0.2 t DM/cow

Off-farm Grazing Eaten per cow * 0.7 t DM/cow

Total Feed Eaten per cow * 5.4 t DM/cow

Pasture Eaten per ha 15.4 t DM/ha

Supplements Eaten per ha 1.2 t DM/ha

Off-farm Grazing Eaten per ha 4.3 t DM/ha

Total Feed Eaten per ha 20.9 t DM/ha

Supplements and Grazing / Feed Eaten * 17.2 %

Bought Feed / Feed Eaten * 6.5 %

(*) feed eaten by females > 20 months old / peak cows milked

Physical Summary for LUDF DSM
Jun 19 - May 20Dairy 7.1.2.57
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SCENARIO AND ACTUAL PERFORMANCE MODELLING - 
OVERSEER 
We have investigated the impact of farm program end of season tweaks from the current Revised model, and 
lined these models up against the baseline farm system as well as a higher N & stocking rate / lower per-cow 
production system.  

Current (2018-19 Rev Apr) – N Loss 34 kgN/ha 

 Modelled with Actuals YTD. 
 3.45 cows/ha stocking rate. 
 Feeding feed made on platform + purchased supplement (144 TDM) 
 Budgeted with cull dates as per plan. 
 Milking to 30th May.  Trucks booked 31st May for winter feed. 
 Subject to autumn conditions – especially feed utilisation / pasture damage risk. 

 

Low Autumn Supplement – N Loss 35 kgN/ha 

 Feeding only feed made on platform (38 TDM) 
 Culling pulled forward from 15th April to 20th March. 
 Dry off 3 days earlier (27th Vs 30th May). 
 Send cows off 3 days earlier (28th Vs 31st). 

Note: The value of the lost milk production is very similar to the cost of feed. 

 

High Autumn Supplement – N Loss 38 kgN/ha 

 Feed additional supplement to gain days in milk (205TDM =+61 TDM) 
 Culling delayed to 10th May. 
 Dry off 30th May. 
 Milking to 30th May.  Trucks booked 31st May for winter feed. 
 Feed Costs $0.34 / kgDM fed. 

Note: The value of the increased milk production is very similar to the cost of feed. 

 

Higher Stocking Rate – Moderate per cow production – N Loss 45 kgN/ha 

 Peak Milk 624 cows 
 3.9 cows/ha stocking rate 
 450 kgMS/cow 
 Nitrogen use 240 kgN/Ha 
 Representative of some Canterbury systems 

 

Base Line – N Loss 70 kgN/ha 

 Farmax model constructed to represent baseline (2009 – 2013 period) farm system. 
 Uses the average production and inputs for the base line period. 
 Farmax modelling worked well with similar growth curve / higher stocking / more Nitrogen. 
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 Reducing Autumn supplement and earlier culling reduced production 
 Increasing Autumn supplement and delaying culling increased production 
 Similar total production from the higher stocked / lower per-cow model but more Nitrogen required to 

achieve this with similar per-cow supplement feeding 

Category Description LUDF DSM LUDF DSM LUDF DSM LUDF DSM LUDF DSM Units

201819 Rev Apr 201819 No Aut Suppl 201819 Hi Suppl 201819 High Stock Mid Cow Baseline

Farm Effective Area 160 160 160 160 160 ha

Stocking Rate 3.5 3.5 3.5 3.9 4.1 cows/ha

Potential Pasture Growth 19.6 19.6 19.6 18.3 18.3 t DM/ha

Nitrogen Use 166 166 166 240 285 kg N/ha

Feed Conversion Efficiency (eaten) 10.6 10.5 10.7 11.0 11.2 kg DM eaten/kg MS

Herd Cow Numbers (1st July) 565 565 565 640 674 cows

Peak Cows Milked 552 552 552 624 648 cows

Days in Milk 271 264 277 270 267 days

Avg. BCS at calving 4.9 4.9 4.9 4.9 4.9 BCS

Liveweight 1,663 1,663 1,663 1,780 1,847 kg/ha

Production Milk Solids total 274,130 268,087 278,084 279,169 283,511 kg

(to Factory) Milk Solids per ha 1,713 1,676 1,738 1,745 1,772 kg/ha

Milk Solids per cow 497 486 504 447 438 kg/cow

Peak Milk Solids production 2.23 2.23 2.23 2.05 2.03 kg/cow/day

Milk Solids as % of live weight 103.0 100.7 104.5 98.0 95.9 %

Feeding Pasture Eaten per cow * 4.4 4.4 4.4 4.0 3.9 t DM/cow

Supplements Eaten per cow * 0.2 0.1 0.3 0.2 0.3 t DM/cow

Off-farm Grazing Eaten per cow * 0.7 0.7 0.7 0.7 0.7 t DM/cow

Total Feed Eaten per cow * 5.3 5.1 5.4 4.9 4.9 t DM/cow

Diagnostics Pasture Eaten per ha 15.2 15.1 15.2 15.8 16.2 t DM/ha

Supplements Eaten per ha 1.0 0.5 1.3 1.3 1.5 t DM/ha

Off-farm Grazing Eaten per ha 4.3 4.3 4.3 4.8 4.9 t DM/ha

Total Feed Eaten per ha 20.5 19.9 20.8 21.9 22.5 t DM/ha

Supplements and Grazing / Feed Eaten * 17.1 14.7 18.3 18.6 19.4 %

Bought Feed / Feed Eaten * 6.0 3.9 7.5 7.6 8.8 %

(*) feed eaten by females > 20 months old / peak cows milked

Compare Physical Summary
Jun 18 - May 19Dairy 7.1.2.41



7 
 

  

 

 Virtually no difference in profitability for current versus revised management tweaks 

 

 

 

 

LUDF DSM LUDF DSM LUDF DSM LUDF DSM LUDF DSM

201819 Rev Apr 201819 No Aut Suppl 201819 Hi Suppl 201819 High Stock Mid Cow Baseline

Revenue

Stock

Net Milk Sales - this season 1,580,633 1,545,790 1,603,431 1,609,689 1,634,726

Net Milk Sales - last season 0 0 0 0 0

Net Milk Sales - dividend 0 0 0 0 0

Net Livestock Sales 89,167 89,129 88,138 75,920 75,161

Contract Grazing 0 0 0 0 0

Change in Livestock Value 0 0 0 0 0

Total 1,669,801 1,634,919 1,691,568 1,685,608 1,709,887

Crop & Feed
Capital Value Change 835 7,400 1,494 0 533

Total 835 7,400 1,494 0 533

Total Revenue 1,670,636 1,642,320 1,693,062 1,685,608 1,710,420

Expenses

Wages
Wages 156,216 156,216 156,216 156,216 156,216

Management Wage 30,912 30,912 30,912 30,912 30,912

Stock

Animal Health 66,240 66,240 66,240 74,880 77,760

Breeding 28,152 28,152 28,152 31,824 33,048

Farm Dairy 13,800 13,800 13,800 15,600 16,200

Electricity 20,976 20,976 20,976 23,712 24,624

Feed/Crop

Pasture Conserved 2,880 2,880 2,880 4,320 2,592

Feed Crop 3,780 3,780 3,780 3,780 3,780

Bought Feed 33,435 3,983 54,972 57,579 75,675

Calf Feed 3,514 3,514 3,514 4,263 4,267

Grazing Grazing 258,779 258,779 258,779 285,517 292,789

Other Farm Working

Fertiliser (Excl. N) 30,880 30,880 30,880 30,880 30,880

Nitrogen 38,209 38,209 38,209 55,244 65,597

Irrigation 64,000 64,000 64,000 64,000 64,000

Weed & Pest Control 3,840 3,840 3,840 3,840 3,840

Vehicle Expenses 27,048 27,048 27,048 30,576 31,752

R&M Land/Buildings 52,800 52,800 52,800 52,800 52,800

Freight & Cartage 1,600 1,600 1,600 1,600 1,600

Overheads

Administration Expenses 22,400 22,400 22,400 22,400 22,400

Insurance 16,000 16,000 16,000 16,000 16,000

ACC Levies 4,800 4,800 4,800 4,800 4,800

Rates 9,600 9,600 9,600 9,600 9,600

Total Farm Working Expenses 889,861 860,409 911,398 980,343 1,021,131

Depreciation 0 0 0 0 0

Total Farm Expenses 889,861 860,409 911,398 980,343 1,021,131

Economic Farm Surplus (EFS) 780,775 781,911 781,664 705,265 689,289

Farm Profit before Tax 780,775 781,911 781,664 705,265 689,289

Farm Profit per ha before Tax 4,880 4,887 4,885 4,408 4,308

EFS is a measure of farm business profitability independent of ownership or funding, used to compare performance between farms.

EFS should include an adjustment for unpaid family labour and management. This can be added to the expense database as management wage.

Compare Forecast Profit and Loss
Jun 18 - May 19Dairy 7.1.2.41
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MATING UPDATE 
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LUDF – OVERVIEW OF SEASON TO DATE 
The graphs below show the weather conditions from the start of the 2019-20 season till now. Since the last 
focus day LUDF has received 161 mm of rain. January has been quite dry, with only 5 mm of rain received and 
there has been no rainfall the past three weeks.  

 

The resulting water logging on the platform has meant the farm remained over 100% for about a month in 
August and not far off it during September. Since then things have dried out a bit and soil moisture has not 
reached 100% field capacity as it did in the 2018-19 season. It has been drier than usual the last month.  

 

The graph below shows that soil temperatures have hovered around the same levels as previous season. 
December and January were a bit colder than usual and that is reflected in the soil temperatures.   
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ET has remained at roughly the same levels as previous season’s levels, with a decrease seen in late 
December/early January. The smoke from the Australian Wildfires would have impacted ET during this period.   
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Irrigation has been slightly below 2017-18 levels for most of the season but are at similar points now in 
February. The 2018-19 season was quite below current levels as there were not long periods of dry weather as 
seen in the 2017-18 and 2019-20 season, meaning irrigation frequency was able to be reduced.   

 

 

Fertiliser and growth 

LUDF starts the fertilizer application season when soil temperatures and ground conditions allow for 
good responses. The first round of fertilizer is always in the form of AMMO to ensure good sulphur 
level in the ground for the rest of the season. 

Fertiliser application rates are just slightly higher than the 18-19 season, but below that of 17-18. 
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Pasture growth rates have varied through the season, being both below and above previous seasons daily 
growth rates. Cumulative pasture growth has been on par with the 2018-19 season, both of which were below 
that of the 2017-18 season.  
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Feed Management 

LUDF walks the farm every Tuesday, measuring pasture yield data in every paddock using a rising plate meter.  

Comparing this data with the previous week’s data enable growth rates to be calculated and a comparison 
made of changes in average pasture cover. 

 

The Grazing Interval has been consistent with previous seasons, with the past three weeks having a round 
length of 25 days.   
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The combination of opening areas under wet conditions. and slower growth rates than in 18-19, meant that 
supplements had to be started by end August to support increasing demand as cows continued to calve as 
well as increased demand by the milking herd. 93.7 TDM of silage had been fed by the 22nd of October and no 
other supplements have been fed since this date. Supplement use to date is below that of the 2017-18 
season, but well above that of the 2018-19 season. Most of the 2018-19 season silage was fed out in the 
autumn, whereas the wet start to this season made it necessary to feed silage out in the spring in order to 
maintain round length.   
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Below are the Pasture Quality graphs showing the trends of DM%, ME, Protein%, NDF % and Water 
Soluble Carbohydrates (%) of pasture samples taken since the start of the season. 

 

 

Production 

As calving occurred roughly at the same time & speed as last season, the lactation curve remains 
similar to that of 18-19 season. The calving pattern during the second 3 weeks of calving improved 
from last season. This is seen below by the higher numbers of cows calved from mid-August onwards 
when compared with last season. 
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The graphs below show the performance on a per cow and per hectare basis. Having more cows 
calving early has meant a slightly higher production/ha and production per cow when compared with 
18-19 season.  

 

 

 

 

 

 

 

 

 

 

 

1.00

1.20

1.40

1.60

1.80

2.00

2.20

2.40

2.60

30/07 13/08 27/08 10/09 24/09 8/10 22/10 5/11 19/11 3/12 17/12 31/12 14/01 28/01

kg
M

S/
co

w
/d

ay
 (w

ee
k 

av
er

ag
e)

Date

MS production/cow/day

Season 19-20
Season 18-19
Season 17-18

0
200
400
600
800

1000
1200
1400

kg
M

S/
ha

/d
ay

LUDF - kgMS/ha/ to date

Season 19-20

Season 18-19

Season 17-18



20 
 

  

Animal Health 

The graphs below show the relevant information regarding BCS and herd health. 

BCS of cows in milk was done on Tuesday 14th January, 4.4 average BCS below are the graphs. 
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The following graphs show the levels of udder and feet health achieved in the herd season to-date, compared 
to previous seasons. 

 

Bulk milk SCC has remained under 18-19 season’s levels all the way through calving, dropping to the lowest it 
has been in the last 3 years from mid-September. Target is to have an average below 150.  

 

Total clinical mastitis for the 2019-20 season is almost half of what is was this time last season.  
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Wet conditions at the beginning of the season led to a high level of cumulative lame cows compared to the 
previous two seasons, but now numbers are less than that of the 2017-18 season.  
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PASTURE ASSESSMENT PROGRAM 
Lincoln University Dairy Farm (LUDF) is trialling 3 different pasture assessment tools to demonstrate to 
farmers options available to them to monitor and manage pasture.  

Key Contributors: 

 LUDF, Platemeter assessments + Pasture Coach 
 C-DAX, Robotic assessment 
 LIC SPACE, Satellite assessment  

The C-DAX robot has yet to complete a full pasture assessment on LUDF, so only SPACE and the Plate Meter 
have been compared at this point. 

We are walking the farm every Tuesday morning with the Plate Meter and are using the results to produce 
weekly feed wedges using Pasture Coach pasture management software.  

SPACE has proven challenging, as it does not fly over the farm at a consistent interval. As you can see from the 
second graph, SPACE has missed many readings throughout the season. When we do receive them, they are 
often many days after our pasture walk, so not truly comparable with our farm walk readings either. We have 
decided to graph SPACE data that is 1 or 2 days out from the pasture walk so that there is at least some data 
to compare!   

SIDDC has been presenting the data on our website in two graphs that are updated regularly, as shown below.   

The first graph will have the most recent estimated pasture cover from all three tools, on an individual 
paddock basis.  

 

The second graph will depict the average weekly pasture cover of the season to date, for all three tools: 
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HYDROMETRICS 
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THE PROCESS FOR POSITIVE CHANGE TO 
IMPROVE YOUR FARM BUSINESS 

Jeremy Savage, Macfarlane Rural Business  
James McCone, Dairy Farmer - North Canterbury 

THE PROCESS OF CHANGE FOR FARMING BUSINESS 

 

Dairy Base 2018/19 Results – Canterbury Owner Operator & LUDF 

      Canterbury Avg LUDF 
  Milk Income $6.48   $6.41   
  Stock / Other Income $0.33   $0.54   

  Gross Farm Revenue   $6.81   $6.95 
Less           
  Farm Working Expenditure $4.49   $3.80   
  Depreciation $0.50   $0.42   
  Farm Operating Expenditure   $4.99   $4.22 
Equals  Operating Profit   $1.82   $2.73 
Less Interest ($22 / kgMS @ 4.5 %) $0.99   $0.99   

  
Drawings / Dividend ($150,000 
PA)* 

$0.47 
  

$0.55 
  

  Principal @ 2.6% PA of debt $0.58   $0.58   
Equals Net Cash Profit/ Loss   -$0.22   $0.61 
Requires            
Break Even Milk Price   $6.70   $5.80 

Dilemma

Rethink

Reflect and 
Refine

Future Pathway
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Key Assumptions: 
Dairy Base 2018/19 Owner Operator (52 farms) 

2018/19 LIC Statistics 332,500 kgS for average Canterbury farm. 

Depreciation = plant replacement + Development, $0.50 =  $161,000. 

Average debt at $22 / kgMS, interest at 4.5 %.  (Margins for highly geared farmers are becoming higher).  Debt 
based on NZ average estimate. 

The Dilemma for Canterbury Dairy Farms: 

 The Average Farm requires a pay-out of $6.70 to be sustainable.  Half of farmers in Canterbury require 

a pay out higher than this. 

 LUDF is break even $5.80 / kgMS.  This is what is achievable.  There are more examples of this level of 

break even, eg, Roadley, Pasture Summit 2019.  

 Pay-out last 10 years $6.01 / kgMS.  Last 3 years $6.36. 

 Capital gain covered the lack of cashflow in the past 10 years as equity increased with land values.  

Land values are currently flat.  Banks are not willing to fund losses any more. 

 The expectation from the RBNZ (Reserve Bank) and most commercial banks is that we pay back debt, 

a 20 year payback = 2.6% PA. 

The average farmer will need to choose between dividend or principal.  For many farmers bank may (or will) 

make this choice.  Do we need to be in this position? 

  



30 
 

  

TRANSFORMATIONAL CHANGE IN THE FARM BUSINESS 
Case Study : James & Belinda McCone, North Canterbury 

The Dilemma 

Is the current Status Quo going to achieve our goals? 

o The farm performance has not been consistent  
o The farm system was difficult to teach without micromanagement 
o Profit margins have not been consistently high enough   

The driver to change? 

2017/18 was a year frustrating year, milk price had lifted however we failed to capitalise on it. It was the year 
that tested us to question hard whether what we are doing would achieve our goals. 

James and Belinda’s growth ambitions: 

 Free cash for education 
 Succession planning 
 Time balance in and out of the farm 

They are all threatened unless we can achieve consistent strong performance. 

 Historically the farm system has weighted focus towards high per cow production with secondary focus on 
cost control. Up to 1 tonne of supplement was fed per cow with short rounds and high focus on feed quality. 
The principle being high per cow production would dilute a lot of largely fixed per cow costs and lower cost of 
production on a per MS basis. This has been very successful some years generating high profit per ha but has 
also delivered a couple of years of average financial performance. To achieve high per cow the decision rules 
around, residuals, supplement use and mowing were grey at best and hard to “teach”. We also found that the 
secondary focus on cost control allowed slippage that eroded financial performance in some years. If 
production targets aren’t hit and cost control is not well executed, then the result is pretty average at best. 

The goal being consistency of high EBIT (not necessarily top 10% but consistent top quartile) 
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The Process of Change - Rethink  & Reflect and Refine 

 Need to be personally vulnerable 
 Listen to others. 
 Be open minded. 
 Be aware of own strengths and weakness. 
 Take criticism. 
 Deep reflection. 
 Get some outside reflection / benchmarking is great. 
 Advisory board / out side opinion. 
 Trusted advisor.  Some one who will tell you the truth, but will also be honest, focussed, 

unconflicted. 

 

The Process James and Belinda Worked through: 

 Farm visits 
 Detailed benchmarking  
 Farm system analysis 
 Budgets 

 

 We identified opportunities in both system and execution, it was probably 50:50 between what we are doing 
and how we are doing it. 

From that we identified some key principles and then from that some key actions and the outline of a plan as 
outlined. 

Then commit- having two farms we committed the smaller of the two. Commitment was big enough to matter 
but not big enough to kill us if it failed. Suck it and see fail fast. 

 Focus on operational efficiency – cost per cow, kgMS per HA. 
o Benchmarking. 
o Using local data. 
o Sharing with neighbours. 

 Focus on System: 
o Is it resilient ? 
o What is the demand on skills. 
o Can you execute every season with climate challenges. 
o Even simple systems standard require a high standard of execution. 

The Plan and Future Pathway 

These are the Principles that we have agreed need satisfied. 

1. Make system clear, simple and low risk. Easy to teach. Reducing the number of decision points were 
small marginal profits can be made if correct or large losses if wrong. 

2. Involves least oversight possible. 
3. Harvest max quality and quantity of feed per ha. 
4. Feeding supplement can be profitable but is more commonly not. 
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5. Have disciplined process to achieve cost control. 
6. Moderate per cow performance to minimise per cow costs but not compromise pasture harvested – 

perhaps 430- 450 ms/cow target? 
7. Minimise depreciating gear  
8. Minimise wastage in the system (animal good mating, feed wastage) 
9. Actively manage body condition score throughout the year through OAD. 
10. Needs to be capable of low relative N loss 
11. If two systems have comparable profit pursue the lower cost option so that resilient at low milk price. 

Tactics that we have employed to achieve the principles: 

1. Make system clear, simple and low risk. 
 Control cost and execute grazing management with detail- let production happen. 

2. Harvest max quality and quantity of feed per ha. 
 Planned higher N through spring while beet out 
 Accept that slightly slower rounds (compared to historic) which will deliver slightly lower 

quality but more quantity and consistency 
 Back fence spring and autumn 
 In spring use beet paddocks, next seasons beet paddocks as springer paddocks and stand-off 

paddocks in the wet to minimise pugging. 
3. Have disciplined process to achieve cost control. 

 Detailed benchmarking of costs at budget setting 
 Budget must beat our 5yr average of $3.80/ms costs and should be able to deliver $3.50 costs. 
 Detailed budget for month in front and actuals from month finished shared monthly with farm 

manager. Lift understanding and accountability. 
 Do maintenance super and discretional R&M after xmas so that it can be trimmed if necessary. 
 Cost overrun in one area must be found in another 
 Have strict limits around supplement use. 
 Graze beet in situ 
 Minimal re-grassing 
 Clear rules and trigger points 

4. Plan for moderate per cow performance to minimise per cow costs but not compromise pasture 
harvested 430-450 ms/cow target. 

5. Minimise depreciating gear. 
 Try to eliminate wagon- (could if winter off?) and mower? 
 Use contractors where possible. 
 Look for opportunities to reduce amount of gear owned. 

6. Minimise wastage 
 Feed under a wire/use bale feeders when fed ad lib.  
 Look for potential to optimise labour ie 16 hour rather and cut labour unit post xmas. 
 Benchmark cow losses and have clear targets.  

7. Actively manage body condition score throughout the year through OAD. 
 Proactive OAD herd with up to 25% OAD throughout year 

Use OAD before bought in supplement. 
8. Needs to be capable of low N loss 

 Winter off option to lower total loss. 
 Limit N use. 
 Reduce autumn N use 
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 Low imported supplement and consequently SR 
 Incorporate plantain 
 Model system change in overseer 

 

Leadership: 
o Make a strong team, but be conscious that it will have weakness’s and flaws. 
o Be self aware. 
o Delegate / aware of others strengths. Work as a team. 
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THE CANTERBURY DAIRY FARMER 
This exercise based on the Canterbury Average 2018/19 Dairy Base results.  We have based the numbers on 
LUDF size dairy farm of 161 HA. 

The Dilemma 

 The Average Farm requires a pay-out of $6.70 to be sustainable.  Half of farmers in Canterbury require 
a pay out higher than this. 

 LUDF is Break even is $5.80 / kgMS.  This is what is achievable.  There are more examples of this level 
of break even, eg, Roadley, Pasture Summit 2019.  

 These farms imported far less feed.  Can the average farm do this? 

 

Farm System - Rethink 

 Feed imported dropped from 514 to 113 kgDM/cow. 
 Maintain Feed harvested per Hectare. 
 Increase feed harvested per cow. 
 Feed removed from budget and additional costs, $1.50 of Farm operating costs per $1.00 spent on 

feed (Dairy NZ 2019, Mark Neal, MRB Presentation). 
 Production will drop from 246,000 to 219,000 if we cut back the supplements.  Based on a 10:1 

response rate. 

Farm System: 

 Need to have the demand matching the farms potential summer growth rate for your farm.  LUDF = 
68 kgDM/Ha for summer growth. 

Demand kgDM/Ha   Stocking Rate (cows/Ha) 

M
ilk

in
g 

pr
od

uc
tio

n 
kg

M
S/

co
w

  kgDM/cow 2.9 3.1 3.3 3.5 3.7 
1.6 16.9 49 53 56 59 63 
1.8 18.3 53 56 60 63 67 

2 19.3 56 60 64 68 71 
2.2 20.3 59 63 68 72 76 

          
Risk of not harvesting 100 % of pasture on irrigated Canterbury     
Risk of having to feed supplement for demand = growth     

Reflect and Refine 
 What skills do you need to increase feed harvested per cow, pasture monitoring etc. 
 Who else is doing this in your district.  Spend some time with them. 
 Get a team of trusted advisers / people involved to work through this with. 
 Where are the savings going to be for the additional costs over and above feed: 

o Labour – is the system as intense, eg, OAD and the tail. 
o Less cows run with a lower stocking rate? 
o Less vehicle expenditure 
o Less R&M 
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Have a good think about your goals and whether the pathway you are on is likely to achieve them? 

If change is needed what might be the road blocks? 

o Cashflow 
o Pride. 
o Staff & Skills management. 
o Workload. 
o Age and stage. 
o Drop in production. 
o Lack of profit, can create a freeze mentality. 

 

If change is needed to achieve the outcomes you are after all of these things can be overcome with an open 
mind and some help from the right people at the right time. 

 

Future Pathway – Dairy NZ Equity Forecast Tool 

 

Dairy NZ Equity Tool template 
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OUR FUTURE, THEIR FUTURE 
Dr Michelle Glogau 
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PROVENANCE & SUSTAINABILITY             

Josh Sigmund 
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LATEST FARM WALK NOTES 
LINCOLN UNIVERSITY DAIRY FARM - FARM WALK NOTES 

 

Tuesday 11th February 2020  

LUDF – focus for 2019/20 Season: Nil-Infrastructure, low input, low N-loss, optimise profit. 

Farm system comprises 3.5 cows/ha (peak milked), Target up to 170kgN/ha, 300kgDM/cow 
imported supplement, plus winter most cows off farm. FWE of less than $1.1 million and Target 
production of over 500kgMS/cow (>100% liveweight in milk production). 

 

CRITICAL ISSUES FOR THE SHORT TERM  
1. Managing average pasture cover / cow intakes / residuals as pastures start going to seed  
2. Monitor Soil moisture and irrigate accordingly 

 

Key points: 

Growth 61 KgDM 
Farm cover 2315 
Round length 22 days off 153 Ha  
Ai finished 31st December 
71% - 6 week in calf rate 
16% empty rate in cows in milk 
8% empty in R2 Heifers 
Cows averaged 1.82 Kg MS 
8.8 Mils of rain for the week 
548 cows in milk 
 

Key Numbers - week ending Tuesday 11th February 2020 

Ave Past Cover  

 

2315gDM/ha 

(Rising Plate Meter) 

Pasture Growth Rate 61 kgDM (Rising Plate 
Meter) 

Round length 22 (for 153ha) Ave Supplement used 
(Milking cows) 

0 kgDM/ milking 
cow/day 

No Cows on farm 548 Ave Soil Temp (week) 16⁰C 

SCC 90,000 Ave kgMS/cow/day 
(cows in vat) 

1.82 kgMS 

Protein / Fat  .83 Milk Fat – 5.15 Milk Protein - 4.27 
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Herd Management 

3. There are 548 cows in milk.  
4. The small herd has been rearranged into low body condition score cows that are calving early next season. 

There are 166 cows in the small herd now. 
5. All heifer replacement calves have been vaccinated with a 7-in-1, received a copper bullet, and were given 

B-12 plus selenium and were drenched on November 20th .They received their follow up booster shot of 7 
in 1 on the 19th December and also were given their first shot of 2 of BVD. 

6. Heifers were weighed last Thursday 30th January and were given their 2nd BVD Vaccine and were given B12 
plus selenium  

7. BCS of cows in milk was done on Monday 14th January, 4.4 average BCS below are the graphs. 
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Mating 

8. Yearling heifers were preg tested 21st December to see how many got incalf to Ai .There were 82 out of 
158 comfirmed in calf to Ai 51% .Of the 158 there were 141 submitted for Ai which is 58%  

9. 8% empty from scan on Monday 27th January of R2 Heifers  
10. Bulls removed from heifers 16 December .Total 10 weeks of mating. 
11. Preg Test on 13th January confirmed 71%  6 week in calf of cows in milk and preg test done on 7th February 

confirmed 16% of cows in milk as empty. Total mating period 75 days. 
 

Growing Conditions  

12. The average 9 am soil temperature this week has been 16 °C.  

Figure 1: Soil temperature history for the last 2 weeks 

 

Figure 2: Soil moisture history for the last 2 weeks (Paddock N2).  

 

13. This week’s graph represents the reading from the North Block moisture meters.  
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14. 3 days of irrigation on the north block and 3 days of irrigation on the south block over the last week. Soil 
moisture has increased due to the small amount of rain and the cooler days over the last week. 

15. The farm received 8.8 mils of rain over the last week. 
 

Pasture and Feed Management 

Figure 3: This week’s feed wedge 

 

16. Average Pasture Cover is 2438 kgDM/ha .  
17. The pregrazing required for the demand line is calculated as follows: 

a. 548 cows eating 18 kgDM/cow/day = 9864 kgDM/day or 61 kgDM/Ha/day) 
b. We will be grazing the farm on a 25 day round = 6.1 ha grazed/day 
c. 9864kgDM/day / 6.1 ha/day = 1,617 kgDM 
d. Pre-graze cover = 1617 + 1500 = 3117 kgDM/ha. 

 

18. Round length last week was 22 days with a target of 25 days round. 
19. No silage fed over the last week 
20. N-Protect was applied to 35 Ha at a rate of 55Kg Urea /ha over the last week. 
21. No mowing over the last week. 
22. Paddock N-3 was sprayed out 30th November for re grassing. This was direct drilled back into pasture on the 

10th December  .Mix was Trojan ,Viscount plus clover, sowing rate 30Kg /Ha .Total area available for cows 
is now 153 Ha until this paddock comes back into the round. 

23. Paddock N-3 had a post emergence spray to control the weeds on Wednesday the 8th January. 
24. Paddock N-3 has now been returned back into available area and has had its first grazing. 
25. Paddock S-6 was sprayed out 8th January for re grassing. This was direct drilled back into pasture on the 28th 

January  .Mix was Trojan ,Shogun plus clover, sowing rate 30Kg /Ha .Total area available for cows is now 
153 Ha until this paddock comes back into the round 
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Feeding Management for the coming month: 

26. We currently have 548 cows grazing on the milking platform. 
27. Milkers will be fed on grass and if required silage to ensure we maintain a minimum 22-25 day round. 
28. Urea will be applied through the week as weather allows and whole paddocks become available.  
29. We will monitor round length over the next week supplement will be used if required to hold round 

length. 
 

LUDF Weekly report 14-Jan-20 21-Jan-20 28-Jan-20 4-Feb-20 11-Feb-20 

Farm grazing ha (available to milkers) 153.1 153.1 153.1 153.1 153.1 

Dry Cows on farm / East blk /Jackies/other 0/0/0/0 0/0/0/0 0/0/0/0 0/0/0/0 0/0/0/0 

Culls (Includes culls put down & empties) 3 0 0 0 0 

Culls total to date 17 17 17 17 17 

Deaths (Includes cows put down) 0 0 0 0 0 

Deaths total to date 12 12 12 12 12 

Calved Cows available (Peak Number 560…) 548 548 548 548 548 

Treatment / Sick mob   total 0 0 0 0 0 

Mastitis clinical treatment 0 0 0 0 0 

Mastitis clinical YTD (tgt below 64 yr end) 45 45 45 45 45 

Bulk milk SCC (tgt Avg below 150) 77 85 72 81 90 

Lame new cases 2 8 5 10 10 

Lame   ytd 84 102 107 117 127 

Lame days YTD (Tgt below 1000 yr end) 1746 1844 1963 2138 2327 

Other/Colostrum 0 0 0 0 0 

Milking twice a day into vat 539 534 531 523 521 

Milking once a day into vat 9 14 17 25 27 

Small herd 170 166 160 160 158 

Main Herd 369 368 371 363 363 

MS/cow/day (Actual kg / Cows into vat 
only) 

1.88 1.82 1.83 1.82 1.82 

Milk Protein/Fat ratio  0.84 0.83 0.85 0.82 0.83 

Milk Fat % 5.04 5.15 5.01 5.15 5.15 

Milk Protein % 4.24 4.26 4.24 4.23 4.27 

MS/cow to date (total kgs / Peak Cows 560 314 326 339 352 362 
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LUDF Weekly report 14-Jan-20 21-Jan-20 28-Jan-20 4-Feb-20 11-Feb-20 

MS/ha/day (total kgs / ha used  6.72 6.51 6.55 6.50 6.50 

Herd Average Cond'n Score 4.40 0.00 0.00 0.00 0.00 

Monitor group  LW kg WOW 281 early 
calvers 

490 494 497 495 495 

Soil Temp  Avg Aquaflex 16.5 17.0 17.9 18.4 16.0 

Growth Rate (kgDM/ha/day) 73 72 82 78 61 

Plate meter height - ave half-cms 13.9 13.8 14.1 13.8 13.2 

Ave Pasture Cover  (x140 + 500) 2445 2425 2472 2438 2353 

Surplus/[defict] on feed wedge- tonnes 0 0 0 0 0 

Pre Grazing cover (ave for week) 3178 3302 3282 3327 3247 

Post Grazing cover (ave for week) 1550 1550 1550 1550 1550 

Highest pregrazing cover 3400 3400 3375 3400 3320 

Area grazed / day (ave for week) 5.71 6.03 6.10 6.07 7.08 

Grazing Interval  27 25 25 25 22 

Milkers Offered/grazed  kg DM pasture 0.0 0.0 0.0 0.0 0.0 

Pasture ME (pre grazing sample) 0.0 12.1 0.0 0.0 11.4 

Pasture % Protein 0.0 18.4 0.0 0.0 22.5 

Pasture % DM - Concern below 16% 0.0 16.3 0.0 0.0 14.0 

Pasture % NDF  Concern < 33 0.0 33.0 0.0 0.0 39.7 

Mowed pre or post grazing YTD 0.0 4.0 7.3 22.1 0.0 

Total area mowed YTD 226.9 230.9 246.1 268.2 268.2 

Supplements fed to date kg per cow 
(555peak) 

93.7 93.7 93.7 93.7 93.7 

Supplements Made Kg DM / ha cumulative 0 0 0 84.5 84.5 

Units N applied/ha and % of farm 
25units/19.5

% 
25units/21.2

% 
25units/18.3

% 
25units/21.8

% 
25units/21.8

% 

Kgs N to Date (whole farm) 113 120 123 127 133 

Rainfall   (mm) 1 4 0 0 8.8 

Aquaflex topsoil relative to fill point target 
60 - 80% 

70-80 70-80 60-80 60-80 70-80 

 


