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[bookmark: _Toc213038273]Executive Summary
This report analyses and outlines a sustainable growth strategy for Old Hall Farm, a family-run micro-dairy in Norfolk producing ethical, pasture-fed Jersey milk. It reviews the farm’s business model, strategic direction, and goals, followed by SWOT, PESTEL, and Porter’s Five Forces analyses to assess its competitive environment. Using the Ansoff Matrix, the report proposes increasing the herd from 60 to 110–120 cows through selective breeding, TMR feeding, and efficient milking to boost output and profitability. Supported by stakeholder evaluation and a four-year implementation plan, the strategy aims to strengthen the farm’s market position while maintaining its ethical and sustainable values.



















[bookmark: _Toc213038274]1) Introduction to Old Hall Farm
Old Hall Farm is a family-run micro-dairy and farm shop located on Norwich Road (NR35 2LP) in Woodton, Norfolk known for its ethical and sustainable practices. Founded in 2016 by Stuart and Rebecca Mayhew after an inspiring visit to a Scottish dairy, the farm began with a single Jersey cow and now has a herd of around 60. Rooted in the Mayhew family’s farming legacy since the 1940s, Old Hall Farm operates with compassion and environmental care, allowing calves to stay with their mothers for at least six months, often longer, creating a humane and natural dairy system rarely seen in modern agriculture (Old Hall Farm, 2016a).
[bookmark: _Toc213038275]Location Analysis
The farm is located near King’s Lynn in Norfolk which is a fertile land and a strong agricultural suit for dairy production. Its rural yet accessible position allows direct sales through the farm shop and efficient distribution to towns in vicinity. The natural pasture conditions support the 100% pasture-fed Jersey herd, with the reinforcement of sustainable, community-focused, and environmentally responsible micro dairy model of the farm.
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Figure 1 Old Hall Farm location - (Google Maps)
[bookmark: _Toc213038276]Products and Services
The main products include raw milk obtained from its herd of 100% pasture-fed Jersey cows (Old Hall Farm, 2025), cream, butter, and ghee prepared through traditional methods. In 2019, with support from the European Agricultural Fund for Rural Development, Old Hall Farm established a modern dairy facility, café, butchery, and shop, allowing it to sell directly to customers (Old Hall Farm, 2019). Along with dairy, it offers home-reared beef and pork, as well as locally sourced lamb, chicken, cheeses, and baked goods. All milk is bottled on the same day it is produced to ensure maximum freshness.
[bookmark: _Toc213038277]Business Model
Operating as a microdairy (Old Hall Farm, 2016b), Old Hall Farm follows a direct-to-consumer model and avoids bulk contracts and supermarket sales enabling them in retaining full control over quality, animal welfare, and customer experience. The on-site shop focuses on local sustainability by sourcing most products within a 20-mile radius. The farm applies Holistic Management and Agroecology principles to enhance biodiversity, improve soil health, and support long-term environmental and economic sustainability (Old Hall Farm, 2025).
[bookmark: _Toc213038278]Uniqueness
Old Hall Farm stands out for its ethical dairy model, where calves remain with their mothers, cows are milked only once a day (Old Hall Farm, 2017), and animal welfare is preferred over production volume. Calves stay with their mothers for at least six to eight months (Old Hall Farm, 2025), which is a natural and humane dairy system uncommon in modern farming making it distinct from large-scale dairies.
[bookmark: _Toc213038279]2) Appraisal of Current Strategic Direction, Vision, Mission, and Objectives of Old Hall Farm
[bookmark: _Toc213038280]Vision Statement
Old Hall Farm aims to build an ethical, transparent, and sustainable future for dairy farming by focusing on animal welfare, environmental care, and community involvement. Its long-term vision is to serve as a model for humane and responsible dairy production in the United Kingdom, proving that compassion and sustainability can thrive alongside quality and profitability.
[bookmark: _Toc213038281]Mission Statement
Mission of Old Hall Farm is production of high-quality, natural dairy and meat products through sustainable, low-impact farming. The farm seeks to reconnect consumers with the source of their food by promoting transparency and fostering strong local relationships. Its goal is to deliver ethically produced, environmentally friendly products that benefit both customers and the surrounding ecosystem.
Core Objectives
1. Ethical Dairy Production: Maintaining and promoting the mother-calf rearing model, ensuring calves stay with their mothers for at least six months and reinforcing animal welfare as a central principle prioritising quality and ethical production over high profitability.
2. Environmental Sustainability: Adopting and expanding holistic management and agroecological methods that improve soil health, biodiversity, and carbon sequestration.
3. Product Quality: Maintainung a quality-over-quantity approach that focuses on freshness, nutrition, and craftsmanship in all dairy and meat products, ensuring that all milk comes from 100% pasture-fed Jersey cows raised naturally on the farm’s own fields.
4. Local Collaboration: Strengthening partnerships with nearby producers and suppliers, ensuring that most products offered in the farm shop are sourced within a 20-mile radius.
[bookmark: _Toc213038282]Strategic Direction
Old Hall Farm’s strategy focuses on standing out through ethical farming and sustainability rather than cost or large-scale growth. It aligns with consumer preferences for transparency, local sourcing, and environmentally responsible production. The farm appeals to customers who value authenticity and integrity while maintaining a sustainable, community-based model. Despite challenges from its small scale and reliance on local markets, the strategy remains practical and effective for long-term growth.
[bookmark: _Toc213038283]3) Environmental Scan and Competitive Positioning
Environmental scanning is the process of collection, evaluation, and distribution of information supporting strategic and tactical decision-making. It involves gathering both quantitative data and qualitative insights about the environments in which a business currently operates or plans to expand, helping organizations anticipate changes and adapt effectively (Meinhardt, Junge and Weiss, 2018). 
[bookmark: _Toc213038284]Internal Environment – SWOT Analysis
A SWOT analysis is a key strategic tool that helps organizations in assessing their current position in the market. It is widely applied for evaluating both internal and external aspects, mainly during uncertainty or strategic decision-making times (Rozmi et al., 2018).
	Strengths
	Weaknesses

	Ethical and sustainable farming practices through a mother-calf system and 100% pasture-fed herd that set the farm apart from conventional dairies.
	Limited production capacity with only 60 Jersey cows, restricting scalability and wider market reach.

	High product quality supported by a modern dairy facility, café, and shop where all milk is bottled the same day for freshness and authenticity.
	Dependence on local markets due to a direct-to-consumer model, limiting revenue diversification.

	Strong community trust and brand reputation built on transparency, quality, and ethical farming.
	Limited marketing and digital presence, reducing brand visibility beyond the local area.

	Close local sourcing within a 20-mile radius, reinforcing sustainability and regional economic ties.
	Higher operational costs from low-volume, high-welfare production compared to industrial farms.

	Opportunities
	Threats

	Growing consumer demand for ethical and sustainable dairy aligns with the farm’s philosophy.
	Competition from larger ethical dairies like Fen Farm and national organic brands may reduce market differentiation.

	Potential for digital sales platforms and agritourism to expand reach and income.
	Economic inflation and rising costs could affect premium product sales.

	Collaboration with local cafés and restaurants to boost visibility.
	Regulatory limits on raw milk and welfare compliance can restrict flexibility.

	Continued access to agricultural grants and sustainability funding.
	Climate change and weather shifts may impact pasture quality and milk yield.



[bookmark: _Toc213038285]External Environment 
[bookmark: _Toc213038286]PESTEL Analysis
PESTEL analysis is a strategic framework used to examine the external conditions that influence a business, helping organizations understand the wider forces and trends that can affect their operations, growth, and long-term decision-making (Aithal, 2017).
Political:
Old Hall Farm benefits from UK sustainability schemes like the Environmental Land Management (ELM) programme and received partial funding from the European Agricultural Fund for Rural Development. However, strict raw milk and welfare regulations continue to limit flexibility.
Economic:
Rising inflation and input costs affect profitability, but the farm’s premium direct-to-consumer model targets customers willing to pay for quality. Access to rural development grants supports financial stability.
Social:
Growing consumer demand for ethical, transparent, and sustainable food strengthens the farm’s position. Its community engagement builds loyalty and supports steady local demand.
Technological:
New agri-tech tools, processing systems, and digital marketing create opportunities for efficiency and visibility. Limited resources slow adoption, but online platforms could expand sales reach.
Environmental:
Located in fertile Norfolk pastureland, the farm’s 100% pasture-fed system supports biodiversity and lowers emissions. However, climate variability threatens feed quality and production stability.
Legal:
Operations comply with the Food Safety Act 1990, Animal Welfare Act 2006, and Dairy Products (Hygiene) Regulations 2020. These safeguard quality but raise compliance costs, while post-Brexit policy shifts may affect future subsidies.
[bookmark: _Toc213038287]Porter’s Five Forces Analysis
According to Bruijl (2018), Porter’s Five Forces framework emphasizes that a successful competitive strategy depends on understanding the external industry structure, recognizing the forces that shape competition, and adapting to changes in the market to maintain a strong position.
	Force
	Factors That Increase Power
	Factors That Decrease Power

	Competitive Rivalry
	Norfolk and East Anglia host several established dairy and farm shop competitors, including Raw Milk Dairies, Old Dairy Farm, Fen Farm Dairy in Bungay, and other local artisan producers, intensifying regional competition.
	Old Hall Farm’s ethical calf-at-foot system, one-time daily milking, and 100% pasture-fed Jersey herd provide strong differentiation and attract a loyal consumer base seeking transparent, small-scale farming.

	Threat of New Entrants
	Growing consumer interest in sustainable and local food encourages small producers to enter the market. Initial entry into the artisan food sector is moderately accessible through local farmer markets.
	High start-up costs for livestock, compliance with the Food Standards Agency’s hygiene regulations, and capital investment in processing infrastructure (e.g., dairy, café, and butchery opened in 2019) create significant entry barriers.

	Bargaining Power of Buyers
	Local consumers in Norfolk have multiple food options, including supermarkets in Norwich and King’s Lynn, which may influence price sensitivity.
	The farm’s direct-to-consumer model, educational farm experiences, and farm shop interaction foster strong relationships and customer trust, reducing buyer bargaining power.

	Bargaining Power of Suppliers
	Rising costs of energy, animal feed, and packaging materials across the UK agriculture sector affect small farms’ input costs.
	Old Hall Farm’s self-sufficiency in milk production and sourcing of supporting goods (meat, bakery, and cheese) from local producers within a 20-mile radius ensure stability and reduce dependence on external suppliers.

	Threat of Substitutes
	Plant-based milk alternatives and supermarket-branded organic products (e.g., Tesco Finest, Sainsbury’s SO Organic) offer convenient substitutes to traditional dairy.
	Few substitutes match the authenticity, nutritional value, and traceability of Old Hall Farm’s raw Jersey milk and fresh dairy products bottled on-site, giving it a strong competitive edge.



[bookmark: _Toc213038288]4) Strategic Growth Choices and Sustainable Strategy Proposal
[bookmark: _Toc213038289]Ansoff Matrix: Strategic Growth Choices for Old Hall Farm
The Ansoff Matrix identifies four strategic growth directions based on whether a business expands through existing or new products and markets (Patra and Bharatiya, 2020). For Old Hall Farm, the most relevant approach centres on increasing herd size and implementing more efficient milking techniques to boost overall production and strengthen its position within the existing market which aligns primarily with the Market Penetration strategy.
	Strategy
	Description
	Application to Old Hall Farm

	Market Penetration (Existing Products, Existing Markets)
	Increasing sales of current products in existing markets through greater efficiency and output.
	Expand the herd beyond 60 Jersey cows and improve breeding and feeding systems to raise milk yield, meet local demand, and strengthen market presence across Norfolk.

	Product Development (New Products, Existing Markets)
	Enhancing or adding new value to existing offerings for the current customer base.
	Implement more efficient milking and optimal feeding methods to improve quality and consistency, while gradually creating own labelled cheese instead of sourcing and introducing new dairy products such as yogurt or flavoured milk to increase customer loyalty.

	Market Development (Existing Products, New Markets)
	Offering current products to new geographic or demographic markets.
	Once herd size and production capacity grow, expand distribution to nearby towns such as Norwich, Diss, and Bury St Edmunds through local retailers, farmers’ markets, and online platforms.

	Diversification (New Products, New Markets)
	Exploring new revenue streams or product categories.
	After achieving herd expansion targets, sell surplus high-quality Jersey cows to other farms as breeding stock, creating an additional income source alongside core dairy operations.



[bookmark: _Toc213038290]5) Stakeholder Analysis and Evaluation of Strategic Options
A clear understanding of stakeholder influence is essential for implementing and managing a sustainable growth strategy (Zhu et al., 2024). This section applies Mendelow’s Power–Interest Matrix which helps in evaluating involvement (Sarungu, 2024), expectations and involvement of key stakeholders in Old Hall Farm’s proposed strategy of increasing herd size and improving milking efficiency under the Market Penetration approach.
[bookmark: _Toc213038291]Mendelow’s Power–Interest Matrix
	Stakeholder Group
	Power
	Interest
	Management Strategy
	Practical Role and Expectations

	Owners/Founders 
	High
	High
	Manage Closely
	As decision-makers, they oversee herd expansion, resource allocation, and ensure ethical and sustainable operations.

	Regulatory Authorities (FSA, DEFRA)
	High
	Low
	Keep Satisfied
	Hold significant legal power through food safety, hygiene, and animal welfare regulations. Expect full compliance during expansion.

	Funding Bodies (Agricultural Grants and Development Agencies)
	High
	Low
	Keep Satisfied
	Provide essential financial support. Expect proper use of funds, sustainability outcomes, and transparent reporting.

	Customers (Local Residents, Farm Shop Visitors)
	Low
	High
	Keep Informed
	Expect consistent quality, ethical sourcing, and transparency as production grows. Their loyalty depends on maintaining trust.

	Local Community (Residents of Woodton and King’s Lynn)
	Low
	High
	Keep Informed
	Support the farm’s local impact and expect minimal environmental disturbance or traffic increase from expansion.

	Local Suppliers (Feed, Packaging, Local Producers)
	Low
	High
	Keep Informed
	Benefit from increased procurement. Expect reliable business relationships and consistent payment cycles.

	Competitors (Fen Farm Dairy and other regional dairies)
	low
	Low
	Monitor
	Large regional producers such as Fen Farm Dairy influence market pricing and standards. Old Hall Farm must maintain its ethical differentiation.

	Media and General Public (Regional Press, Online Audiences)
	Low
	Low
	Monitor
	Have limited direct influence but can affect reputation indirectly. Expect occasional updates or engagement through social media and community events.



[bookmark: _Toc213038292]6) Recommendations
The objective is to expand the herd using efficient breeding and organic feeding methods while maintaining sustainable practices and optimal milking frequency to enhance productivity and milk quality without compromising animal welfare.
[bookmark: _Toc213038293]Revised Calf-Rearing Strategy
It is recommended to modify the calf-rearing system by allowing calves to stay with their mothers for three months instead of six, after which they can be gradually transitioned to milk replacers and housed in a separate, well-maintained compartment. Alongside this adjustment, milking frequency should be increased from once to twice a day to optimise milk yield and balance production needs after calves are weaned. This approach maintains early maternal bonding, ensures calf health, and improves overall herd productivity while preserving the farm’s commitment to humane and sustainable dairy practices.
[bookmark: _Toc213038294]Selective Insemination
The primary objective is to increase the number of female Jersey cows, as they are the foundation of milk production and long-term herd sustainability. To achieve this, it is recommended to implement a Selective Artificial Insemination (AI) programme using high-quality sex-sorted semen from genetically superior Jersey bulls. This method significantly raises the probability of producing female progeny while enhancing key genetic traits such as milk yield, butterfat percentage, fertility, and disease resistance. By sourcing semen from elite sires with proven performance records, the farm can strengthen herd genetics without maintaining live bulls on-site. Additionally, the controlled use of sexed-semen AI ensures biosecurity, precise breeding management, and reliable genetic tracking. This scientifically driven approach supports herd expansion, genetic consistency, and overall productivity in a sustainable and efficient manner (Mehta, 2022).
[bookmark: _Toc213038295]Buffer System
To maximise milk yield and maintain consistent nutrition, it is advised to integrate a Buffer Feeding System using Total Mixed Ration (TMR) alongside pasture feeding. TMR blends forages, grains, and supplements into a balanced feed, ensuring uniform nutrient intake. This approach enhances feed efficiency, stabilises digestion, and supports higher milk production while maintaining herd health (Drackley and Cardoso, 2014) and sustainable operations year-round.
[bookmark: _Toc213038296]Practical Implementation and Budgeted Timeline
[bookmark: _Toc213038297]Financial Position:
· Total Assets: £358.81K (↓ £193.44K or 35%)
· Net Assets: £20.2K (↓ £14.71K or 42%)
· Cash in Bank: £28.55K (↓ £140.57K or 83%)
[image: ]
										(Endole UK, 2024)
[bookmark: _Toc213038298]Goal: Expand herd from 60 to 110–120 female Jersey cows within a period of 4 years considering the success rate of 80% through selective artificial insemination, TMR feeding, twice-daily milking, and ethical rearing adjustments while sustaining cash flow and operational balance.
Average Milk production per cow (high + dry period) if milked twice = 30 Litres per day.
Current Number of Cows: 60
[bookmark: _Toc213038299]Four-Year Herd Expansion and Milk Production Plan (Nov 2025 – Oct 2029)
	Period
	Key Actions and Focus
	Budget (£)
	Milking Herd
	Young Stock (Calves/Heifers)
	Total Herd Size
	Total Milk Output (Litres/day)

	Nov 2025 – Oct 2026 (Year 1)
	Begin selective AI with sex-sorted semen on 20 cows (≈ one-third of herd). Calves stay with mothers for 3 months before shifting to milk replacers. Introduce TMR feeding and twice-daily milking for the rest of the herd.
	6,500
	40
	10–12
	70–72
	1,200 L/day

	Nov 2026 – Oct 2027 (Year 2)
	Conduct second AI cycle on 25 more cows. Build calf-rearing area, upgrade feed storage, and continue TMR. The first group of AI-born heifers reach 1 year of age.
	6,000
	45
	20–22
	85–90
	1,350 L/day

	Nov 2027 – Oct 2028 (Year 3)
	First batch of heifers (from Year 1 AI) reach maturity and start milking. Continue AI for herd replacement. Introduce maggot feed fermentation for sustainable poultry feed.
	7,000
	65
	20 heifers + 10 calves
	95–100
	1,950 L/day

	Nov 2028 – Oct 2029 (Year 4)
	Second-generation AI heifers (from Year 2 AI) enter production. Continue rotational breeding and maintain TMR and organic feeding. Upgrade milking units if needed.
	5,000
	90
	20–25
	110–115
	2,700 L/day



[bookmark: _Toc213038300]Financial and Operational Summary
· Total Four-Year Investment: ~£24,500 (within £28.55K reserve).
· Funding: Initial cash + continuous milk sales revenue.
· Final Herd Size: 110–115 cows (approx. 85–90% milking females).
· Milk Output Growth:
· Start (2025): ~1,200 L/day
· End (2029): ~2,700 L/day
· Increase: ~125% improvement in daily production.
[bookmark: _Toc213038301]Operational Strategy
· Keepng two-thirds of herd milking while one-third undergoes AI and rearing, ensuring stablility in cash flow.
· Using TMR and pasture led feeding and twice-daily milking for maintaining the 30 L/cow/day target.
· Retaining all female offspring for two years until they reach productive maturity.
· Introducing maggot feed recycling from manure by Year 3 to offset poultry feeding costs (Nufus et al., 2025).
· Continuing ethical calf-rearing (3 months with mother, then milk replacers).
[bookmark: _Toc213038302]Expected Outcome by Late 2029
· Total Herd: 110–120 Jersey cows (mainly high-yielding females).
· Milk Yield: 30 L/cow/day (average).
· Total Production: ~2,700–3,000 L/day.
· Result: A self-sustaining, efficient, and ethical microdairy with improved genetics, feeding efficiency, and steady financial growth.
· Once the target herd size is achieved, surplus cows can be sold each ranging between £1200-£1500, and the increased milk yield can be used to produce in-house dairy products like cheese, offering longer shelf life and reducing dependence on external sourcing for shop.
[bookmark: _Toc213038303]Corporate Social Responsibility (CSR) at Old Hall Farm
Corporate social responsibility ensures that business growth aligns with ethical, environmental, and community values, reinforcing long-term sustainability and trust (Carroll, 1991). Old Hall Farm can position its CSR around the same values that make its business model unique by aligning social and environmental goals with its operational growth. As the herd and production scale increase, the farm can formalize its commitment to ethical animal care, environmental protection, and community engagement. Key initiatives may include adopting renewable energy for operations, promoting waste-to-feed recycling, supporting local suppliers, and offering educational farm visits to promote awareness of sustainable dairy farming. In the long term, the farm can also donate selectively bred Jersey cows to small local farmers or agricultural training programs, helping strengthen rural livelihoods and promote ethical dairy practices within the wider community.
[bookmark: _Toc213038304]Conclusion
Strategic focus on herd expansion, genetic improvement, and sustainable feeding practices by Old Hall Farm can pave a practical pathway toward long-term growth and stability. By balancing ethical farming with operational efficiency, the farm can double its milk production, enhance profitability, and maintain its strong community reputation. The proposed stratigies ensure that Old Hall Farm remains a model of responsible, high-quality microdairy farming in Norfolk’s evolving agricultural landscape.
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OLD Hall Farm Company Limited

OLD Hall Farm Company Limited is an active company incorporated on 11
March 1949 with the registered office located in Kings Lynn, Norfolk. OLD Hall
Farm Company Limited was registered 76 years ago.
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