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EXECUTIVE SUMMARY 

i. During the 2012 lamb marketing season Farm Stock Scotland Ltd participated 
with SAC Consulting, SAOS and the Scottish Manufacturing Advisory Service 
in a Pilot Project, fully funded by QMS to find ways of adding value and 
reducing waste in the Scottish sheep sector. The project aimed to identify 
bottlenecks and inefficiencies in the supply chain which added cost and 
ultimately reduced margins for each link in the chain. 

ii. Problems within the Scottish Sheep Industry; 

a. The Scottish sheep population is now at its lowest number for 60 
years. 

b. Half of all Scottish lambs are now processed south of border. 

c. Lamb consumption continues to decline, partly due to lamb being 
regarded as an expensive product. 

d. Processor margins have been squeezed. Despite improved returns 
from offal, higher raw material costs and limited movement in 
wholesale lamb prices has put pressure on processing margins. 

e. Many Scottish livestock farms remain dependent on Single Farm 
Payment for profitability. 

iii. The adversarial trading model, whereby each part of the supply chain is 
interested in achieving the best outcome for itself, is now struggling with 
farmers, hauliers, processors and retailers finding difficulty in making a 
margin.  An integrated collaborative supply chain would deliver better 
outcomes and would help meet the objective of identifying problems and 
implementing changes that could increase margins for each part of the supply 
chain.   

iv. The New Zealand sheep industry is facing the same problems and one 
farmer owned co-operative has initiated a strategy to improve its supply chain 
called FarmIQ.  The New Zealand lamb industry has recently launched an 
initiative to ‘create a demand driven integrated value chain for red meat that 
delivers benefits to all participants in order to arrest the industry’s overall 
decline in scale and profitability’. The initiative involves significant investment 
from farmers, livestock traders, processors, retailers and the government and 
contains valuable messages for the Scottish supply chain.  

v. Lean Thinking – The project team were keen to see if a Lean thinking 
approach as used by manufacturing & service industries could be applied to 
the lamb supply chain.  SMAS (the Scottish Manufacturing Advisory Service) 
had considerable expertise of Value Stream Mapping and attended the 
majority of the visits.  The project team understood that the lamb supply chain 
differed from a standard “start to finish” manufacturing process due to the 
long time that the product (lamb) remained on farm.  Although we were 
unable to represent the process as a Value Stream Map we were able to 
identify bottlenecks, areas of waste and opportunities to add value. 

vi. Methodology.  Visits were undertaken to: Farm Stock Scotland member’s 
farms – lamb drafting, Farm Stock Scotland Procurement Office, Farm Stock 
Scotland Field staff, Haulier – Wm Armstrong (Longtown), Processor – 
Scotbeef, Retailer – M&S.  The project team also reviewed competitors and 
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other industries as part of a research review, and conducted a survey of Farm 
Stock Scotland member’s management practice around weaning and drafting. 

vii. The retailer is looking for a more uniform branded product.  A standardised 
product with less variation in fat class and conformation would reduce 
processing waste, better fit pack/cut sizes, and result in less waste or 
increased consumption at retail level. 

viii. Processing sector - the biggest issues for the processing sector is the poorly 
planned lamb supply, which results from producer “push” rather than 
consumer “pull” and is influenced by weather factors.  Solutions include better 
communication within the chain and a better understanding of each others 
needs.  Again forward contracts could be considered.  Other major issues are 
wet lamb fleeces, which require drying before processing – this could be 
solved by housing lambs under cover prior to transit (where practical) and 
dirty lambs, which require clipping before processing – this could be solved by 
ensuring that lambs are given access to water only in the 12 hours before 
transit.  The recent high incidence of liver fluke has resulted in an 
extraordinary number of condemned livers, which has removed considerable 
value form the chain.  There is a clear need for regular communication 
between processors and farmers, to address how these major issues are 
tackled. 

ix. The Farm Stock Scotland (FSS) team are clearly doing a good job in 
improving the percentage of member’s lambs hitting processors specification, 
which currently stands at 94%.  This is largely due to the efforts of the 
management team and field staff in communicating and assisting members to 
correctly draft lambs and find the right market for each members stock.  
Scotbeef commented that it was an advantage to source lamb through a large 
organised co-op like Farm Stock Scotland. Issues for Farm Stock Scotland 
staff include a lack of standardised feedback from processors, and 
compatibility issues with emailed lamb grading reports and their own 
member’s database.  FSS holds a vast amount of data which could provide 
invaluable information for improving member’s performance particularly if 
individual lambs could be identified on grading sheets.  Other issues include 
members failing to have lambs ready in time for pick up, farmers altering lamb 
numbers when loading and dirty lambs.  FSS are also concerned about the 
lack of lamb processing capacity in Scotland, which results in longer journey 
times and increases the proportion of dirty lambs that require clipping. 

x. The haulier was found to be in the ideal position to identify issues from both 
ends of the chain.  Haulage is an expensive business and short notice, 
loading delays, and part loads increase the cost of hauling lambs.  Hauliers 
have invested large sums in lorries that meet EU legislation and these high 
spec large lorries often struggle to manoeuvre up narrow farm roads and in 
tight spaces.  The potential to set up collection centres, which have potential 
to reduce lamb journey times and ensure full loads, whether on shared 
premises or redundant farm buildings, should be investigated, although there 
may be legislative and financial hurdles to overcome.  Driver recruitment is an 
issue and the job would be viewed as more attractive if pick ups were made 
easier, incidence of dirty lambs was reduced, and lorry washing facilities were 
more widely available. 
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xi. Farmers - there remains much scope to reduce waste on farm.  The product 
(lamb) spends 99.9% of its time on the farm and many of the issues 
highlighted in this report can be addressed through communication and 
changing practice.  That being said the farms we visited and the majority of 
Farm Stock Scotland members are doing a good job, but there remains room 
for improvement.  Few farms keep meaningful records of lamb performance, 
and if we adopt technology such as EID for management purposes a huge 
amount of data could become available that could help identify why some 
farms or lambs are doing better than others.  Issues on farm are - handling 
and loading facilities, gathering lambs on time, keeping fleeces dry before 
transit and avoiding dirty lambs by offering only water in the 12 hours before 
transport.  Our remit in this project was to cover the period from lamb drafting 
to retail and earlier issues have not been assessed. 

xii. Member’s survey.  300 surveys were posted to FSS members in winter 2012 
and 77 completed forms were returned.  The survey assessed management 
practices from weaning to drafting and use of technology.  Selected results 
include the following: 30% of farmers had electronic scales and 10% of 
farmers use their EID tags to capture management information.  Farmers 
rated their handling systems as “excellent” but indicated that efficiency of 
shedding, weighing, and loading could be improved.  In summer 49% of 
farmers house and offer water only before loading while 32% hold lambs on a 
bare field close to the steading.  In winter 55% of farmers house and offer 
water only pre transport.  In the “any comments” section eight farmers 
stressed that they would like to see individual lamb tag numbers linked to 
carcase results on grading sheets. 

Conclusions and action plan 

xiii. The good news is that Farm Stock Scotland is well placed to spark a more 
collaborative approach to marketing lamb.  It has a forward looking 
management team, a strong base of co-operative producers and good 
working relationships with the two main lamb processors.  Most of the 
individual businesses analysed in this report have been using lean principles 
to drive efficiency within their own businesses.  But they have been missing 
the opportunities to link with others in the supply chain that could drive overall 
improvement. 

xiv. There is a clear need to improve communication and understanding of 
the various issues within the lamb supply chain.  Getting supply chains to 
work better is what lean thinking is all about.  What quickly became clear in 
this study was that a lot of the individual businesses were using lean 
principles to drive efficiencies at their own level.  But they were missing the 
opportunities to link up with others in the chain to drive overall chain 
improvement. 

xv. The project findings suggest that efforts to improve the efficiency of the 
FSS production chain should focus on: 

 Reducing cost of production on farm 

o Better use of grazed pasture 

o Better productivity per ewe and per hectare 

o Establishing producer groups that facilitate the sharing of best 
practice and performance targets.  



 

 
6 

 

o Encourage farmers to compare their performance to targets by 
establishing simple Key Performance Indicators (KPI’s). 

o Encourage benchmarking within the co-op groups to identify 
reasons for better performance and encourage others to adopt this 
best practice approach. 

 Introducing measures that improve supply chain integration 

o Stock presentation -  meet specification, correct number, clean, 
dry fleece, easy to load 

o Contracts that better match production with demand and pricing 
appropriate to costs for out of season delivery 

o Better communication between all stages of the production chain 
through meetings that encourage a two way flow of information 
and understanding of each others issues. 

o Better communication of lamb results fed back to producers in a 
way that FSS or farmers can easily analyse and benchmark their 
data.  

o FSS should work with QMS, tag and sheep handling 
manufacturers, processors and retailers to exploit EID technology 
from birth to the plate.   

 Reducing fifth quarter wastage 

o Review kill sheets with processors to ensure that 5th quarter 
defects are fed back accurately to farmers and FSS.   

o Identify farms (by region) among the membership with 
exceptionally low levels of wastage to enable dissemination of best 
practice.   

 Developing branded products 

o Explore opportunities to add value by moving from commodity to 
higher value niche products where possible. 

o Research with leading retailers (and their processors) the scope to 
develop higher value premium lamb products. 

o Develop a production haulage and payment system needed to 
deliver these premium lambs 

o Establish a genetic improvement programme that underpins 
continued improvement of brand quality. 

   

Refer to the Table 1 – Opportunities for Improvement for more detailed description 
of issues and recommendations on the following pages. 
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Opportunities for Improvement 
 

Issue Strategic opportunities Consequences Potential solutions Who 

 Lower 
on-farm  
Cost of 
Production
  

Improve 
supply 
chain 
integration 

Cut 5
th

 
quarter 
wastage 

Develop 
branded 
products 

   

Farm        

Weight of lamb 
sold 

 
√ 

   Less income for farmer 
Lower throughput for FSS and processors 
 

Improved feeding, breeding and 
health management 

Farmer 

Old / badly 
designed yards 

 
√ 

 
√ 

 
√ 

 Poor lamb flow wastes time reducing labour productivity Improve handling pen design 
Effective handling systems do 
not need to be complicated 

Farmer 

Infrequent 
drafting 

 
√ 

 
√ 

 
√ 

 Often a consequence of poor handling yards. 
Leads to increased risk of out of spec lambs and health 
challenges at a cost  to producer 
Overfat carcases requires trimming at processor 

Draft more frequently 
Mark those coming up to sale 
Shed into different weight bands 
at weaning 

Farmer/ 
fieldsmen/ 
Processor 
pricing 

Monitoring lamb 
growth rate 

 
√ 

 
√ 

 
√ 

 
√ 

Monitoring and benchmarking lamb growth rates 
improves feeding, health and drafting management within 
a season and long term breeding progress. 
 

Use weigh scales with EID 
readers that can provide growth 
rate records 
Or test weigh marked lambs. 

Farmer 

Poor loading 
facilities 

  
√ 

  Extra time taken to load lambs 
Typical times – 480 on one farm  – 1 hour, 50 on one 
farm 20-30 mins, but this is greatly increased on farms 
with poorer facilities 

Improved loading pen/area 
design. 

Farmer 

Lambs not 
gathered in time 
for pickup 

  
√ 

  Lorry driver has to wait 
Longer journey time – all forward driver arrangements 
need to be rescheduled 
Lambs already loaded have longer journey 

Communication – reminder text?  
But have already been told 
rough time by FSS, call previous 
night from haulier, driver call to 
confirm? 
 

Farmer/hauli
er 
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Issue Strategic opportunities Consequences Potential solutions Who 

Lambs without 
tags 

  
√ 

  Delay 
Driver assists with tagging 

Check that everything is ready 
before float arrives. 

Farmer 

Paperwork not 
completed 
Transport 
certificate 
Movement license 

  
√ 

  Delay 
Driver assists with paperwork 

Always prepare lambs and 
paperwork in advance of float 
arriving 

Farmer 

 
Dirty lambs on 
float 

  
 

√ 

 
 
√ 

 Farmer penalised for clipping at abattoir 
Other lambs in load get dirty – other farmers penalised.  
Cost 80p per lamb to crutch and dag.  Small cost to 
farmer but major inconvenience to processor.  (See also 
processor section)  

Is clipping seen as a penalty by farmers or is the charge 
seen as good value by farmers? 
Waste pouring out back of lorry on slopes – pollution 
issue.  Potential liability. 
More time wasted  cleaning lorry 
Extra sawdust used plus disposal cost – Lamb lorry 
washings need to be disposed of due to wool in effluent, 
does not break down so not spread on land 
Armstrong’s (haulier) opinion that 40-50% of lambs they 
pick up are not housed the night before.  

Provide water only in 12 hours 
before loading particularly for 
lambs off grass and forage 
crops. 
Biggest issue – requires farmer 
education. 
Requirement for trial to prove 
that lambs do not lose carcase 
weight. 

Farmer 
FSS/ 

Wet lambs on 
float. 

  
√ 

  Big delay at abattoir to dry lambs. 
(See processor section) 

Farmers – don’t send lambs 
away wet where practicable. 
House under cover before 
loading. 

 

Procurement        

Feedback on 
lamb grading - 
more consistent 
and timely 
grading return 
from abattoirs 
with effective 
traceability to 
animals 

 
√ 

 
√ 

 
√ 

 
√ 

Farmers unable to relate gradings to individual animals 
and hence unable to investigate potential causes of poor 
grading – genetics, treatments, grazing, disease 
 
 

Abattoirs to install systems that 
allow feedback of individual 
animal data. 
Farmers will need to insert 
individual lamb EID tags from an 
earlier stage of lamb’s life to 
ensure a match between ewes 
and lambs.  
 
 

Abattoir / 
FSS / 
Farmer 
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Issue Strategic opportunities Consequences Potential solutions Who 

Double handling 
of grading 
records?   

  
√ 

  Grading information manually transferred from producers 
grading returns to FSS records. 

Abattoir using similar 
spreadsheet or recording 
system that is compatible with 
FSS system. 
Scotbeef info can be 
downloaded to excel. 

FSS/ 
Abattoir 

Late loading of 
lambs for 
transport 

  
√ 

  Already noted above   

Ensuring animals 
are clean before 
loading for 
transport 

  
√ 

 
√ 

 Already noted above   

Potential for 
central pick up 
points 

 
 

 
√ 

 
 

 See below   

Haulier        

Long pick up 
journey time 

  
√ 

 
√ 

 Extra time taken per journey 
Throughput per driver reduced 
More drivers required for long trips 
 
 

Minimum pick up number 
(Armstrongs suggest 50) for 
farms off main collection runs 
Collection centres – marts?  
Farms without sheep – 
redundant buildings? 
Better drafting practice – 
knowing numbers coming 
through 
 
 
 
 
 
 
 
 
 
 
 

Haulier/FSS/ 
Processor 
 
Farmer 
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Issue Strategic opportunities Consequences Potential solutions Who 

Collection centres  
? 

 
√ 

 
? 

 Would allow lambs to be rested/housed/kept off feed 
prior to uplift by haulier. 
What are the barriers to this happening? 
Problem – unlikely to be approved by retailers who want 
direct farm to abattoir transport. 
Movement regulations issues 
Animal transport regulations issues 
 

Potential for collection centres in 
areas where numbers of finished 
lambs tend to be smaller – SW 
Scotland  
Reduces loading time for 
hauliers.  Increases haulage 
time for some farmers. 
 
Pick up points or collections 
centres would do much to 
overcome issues of dirty lambs, 
correct lamb for correct market, 
ensuring more full loads.  Would 
it allow FSS FIeldsmen to select 
for different markets at this 
stage or is it just too complicated 
and result in confusion? 

All 

(Short) notice to 
organise loads 

  
√ 

  Leads to part loads 
Resources not used effectively if short notice 
 

Ideally 3-4 days notice from FSS 
Essential to get notice on Friday 
for Monday deliveries 
FSS confirm pick up time to 
farmer, haulier confirms night 
before. 

Farmer/FSS 

Part loads   
√ 

  Increases cost per lamb – increases cost of haulage for 
all 
 
(Organic lamb loads tend to be small and can be an 
issue). 

Better knowledge of numbers 
coming through from farmers – 
phoning well in advance to allow 
better planning 
Better communication 
Aggregating loads?  Small to big 
lorry transfer rarely happens. 
Spreading the supply through 
forward contracts 

Farmer 
 
Processors/ 
FSS/ Haulier 
Retail/ 
Proc      

Abattoir lairage   
√ 

  Arrive late evening have to sit overnight – lambs lie down 
in muck + urine from decks above. 
No shower facilities for lorry drivers – causes 
resentment? 
Travel overnight – handled in morning 
 

Limit pick up delays to allow 
lorries to arrive on time. 

Abattoir 
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Issue Strategic opportunities Consequences Potential solutions Who 

Washing lorries   
√ 

  No facilities some abattoirs – muck dried by time get to 
wash – doubles cleaning time from 45 to 90 mins 
Wool blocking drains in washing bays 
Few processors have wash that can be used by hauliers 
Marts – few allow washing 

Washing facilities at abattoirs 
and marts – hauliers willing to 
pay for this 
 
Engineering solution? 

Abattoir/mart 

Back loading   
√ 

  Pick up cattle for return journey?  Limited potential? 
Haulage firms have to swop loads to survive 

 Haulier 

Animal transport 
regulations 

  
√ 

  Inconsistency north and south of the border affects 
hauliers business 

Scotland:  farm – mart – farm – 
abattoir permitted 
England:  farm – mart but back 
to farm not allowed.  Can’t go 
market to market – ok for 
breeding stock but not slaughter  

DEFRA/Scot 
Gov 

Delays general   
√ 

  Armstrongs estimated to lose half a day per week per 
vehicle 
 
 
 

Big lorry £400 x 52 x 14 lorries = 
£280k 

 

Driver recruitment   
√ 

  Hauliers struggling to recruit new staff who can drive a 
lorry and have stockmanship skills.  Working with mess 
and anti-social hours when other HGV tasks are cleaner 
and less hassle 

 Haulier/other
s? 

Driver efficiency   
√ 

   Tracking and monitoring system 
used by Armstrongs to improve 
driver efficiency. Monitors mpg, 
speeding, hard braking 
incidence. 
Drivers graded A, B, C, D – 
encourages everyone to strive to 
be better.  Considering incentive 
system for drivers. 
Deflectors on lorries – saved 1 
mpg 

 

Load size   
√ 

  Small loads are inefficient and increase haulage time and 
cost 

Variable rates charges 
depending on load size?  But 
will this change behaviour if 
limiting factor is numbers of 
lambs ready for sale??? 
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Issue Strategic opportunities Consequences Potential solutions Who 

Abattoir        

Dirty lambs   
√ 

 
√ 

 Particular problem when off grass and forage crops.  
Dirty lambs have to be clipped (belly and crutch) or sent 
back to farmer if don’t have shearers available. 
Clipping cost (Scotbeef 80p/lamb) and penalty on 
carcase price. 
 

Empty belly before loading - 12 
hours with water and no feed. 
Overcome farmer belief that this 
reduces carcase weight 
Draw lambs in late afternoon for 
following morning pick up, early 
morning for afternoon pick up. 
 

 

Wet lambs   
√ 

  Need to have dry fleece before processing to avoid 
carcase contamination. 
Drying time varies from few hours in dry or windy weather 
to whole day in damp cold conditions.  Lambs held for 
long time in lairage – delay for processor, impact on 
KO% for farmer? 

Keep lambs under cover for 12 
hours before loading. 

 

Liver damage    
√ 

 Major problem after two wet summers.  Few problems at 
grass but up to 50% of livers can be rejected after 
November.  Liver is high value part of 5

th
 quarter. 

Follow vet advice on fluke 
treatment and best practice 
grazing strategy.  Has been 
difficult to find an effective 
solution on some well managed 
flocks – big issue. 

 

Lambs out of 
spec 

 
√ 

 
√ 

 
√ 

 
√ 

Not too big a problem for most of season, but can be a 
big issue when tail end lambs moved off farm. 
Lambs too light or heavy not suitable for retail packs. 
Lambs overfat – less saleable meat, fat trimming required 
at plant 
Bigger problem in years when there are fewer lambs 
available and farmers take lambs to higher weights. 

Continue to make farmers aware 
of spec requirements. 
FSS fieldsmen working pro-
actively with these farmers. 
 

 

Tag or paperwork 
issues 

  
√ 

  Occasional rather than major problem Onus on farmer to have this 
correct before loading. 

 

Pelts/skins     Occasional problems due to clipping or fly strike Care when clipping.  Regular 
checking and treatment for 
maggots. 

 

Rest of 5
th

 quarter  
√ 

  
√ 

 Any health problem that reduces value of heart, lungs or 
tripe. 
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Issue Strategic opportunities Consequences Potential solutions Who 

Feedback on 
lamb grading - 
more consistent 
and timely 
grading return 
from abattoirs 
with effective 
traceability to 
animals 

 
√ 

 
√ 

 
√ 

 
√ 

Farmers will be less likely to improve performance if they 
can’t identify reasons for poor performance.  Knock on 
effect for abattoir, retailer and supply chain 

Processors currently have online 
systems for farmers to check list 
of lamb gradings. 
Systems that identify individual 
lamb grading and health results 
will be available soon, although 
will only be of value to those 
who have individual rather than 
flock ear tags. 

 

Poorly planned 
supply chain 
driven by 
production rather 
than pulled by 
demand 

  
√ 

  
√ 

Inefficient for all concerned – peaks and troughs of 
supply that don’t match consumer demand 

Advance communication 
regarding promotions. 
Forward contracts from 
processors/retailers that 
encourage a more orderly 
selling of lamb – but hard to 
introduce unilaterally. 
Or pool price plus bonus? 
Would also depend on forward 
planning by farmers. 

All 

Retailer        

Age of lamb   
√ 

  
√ 

M&S look for lamb off grass – partly consumer perception 
and partly reduced consumption as flavour changes. 
Two hemisphere sourcing – UK June to Dec/Jan, NZ rest 
of time. 

  

The product  
√ 

 
√ 

  M&S – product uniformity is key. 
Reduce variability in fat class and conformation. 
High fat cuts get left on the shelves. 

FSS select lambs that meet 
processor spec. 
Farmers to ensure that all lambs 
loaded are within spec where 
possible. 
 

 

Branding   
√ 

  
√ 

M&S Lamb marketed as being off grass. 
Other niche products with stronger flavours to be 
branded separately e.g. M&S Brecknock Hill Cheviot, 
Saltmarsh lamb, Swaledale lamb. 
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Issue Strategic opportunities Consequences Potential solutions Who 

General        

Benchmarks or 
Key Performance 
Indicators to 
encourage 
improvement in 
performance 

 
√ 

 
√ 

 
√ 

 Proactively encouraging improvement at all stages Works for Armstrongs where 
drivers are rated on a number of 
factors. 
FSS produce performance of 
farms v all lambs supplied.  
Could this be expanded by 
introducing other KPI’s?  Could 
be a bit radical but reporting 
back on delayed loading on 
farm, dirty lambs etc may 
improve general practice – this 
needs a joined up supply chain. 

 

Lamb 
consumption 

  
√ 

  
√ 

Declining consumption does not send positive signals to 
farmers 

Enhanced promotion – possibly 
achieved through repatriation of 
levy that leaves Scotland 

QMS 
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1. AIM AND APPROACH 

1. QMS commissioned the project to examine whether the application of “lean 
thinking”, and actions arising from the identification of waste or bottlenecks in 
the lamb supply chain, could help lift the contribution of the sheep industry to 
the Scottish economy.  Lean thinking takes a chain approach, and Farm 
Stock (Scotland) Ltd (FSS), which works closely with farmers, hauliers and 
processors in organising lamb supply, kindly agreed to provide the focus of 
the study. 

Therefore this scoping project aims to identify where FSS should target efforts 
that improve efficiency and add value to its lamb supply chain. 

2. The project team comprised; Iain Riddell & Kev Bevan (SAC Consulting), 
Hamish Walls (SAOS) and Jerome Finlayson and a number of his SMAS 
colleagues.   

3. This report is structured as follows: 

a. An executive summary that includes a table that summarises the 
opportunities for improving the efficiency of the FSS supply chain. 

b. The reason for the project – reversing the long term decline in Scottish 
sheep production – is explained in section 2. 

c. Section 3 provides an overview of FSS and includes a Five-Forces 
analysis to assess the co-operative’s competitive position. 

d. How “lean thinking” improves supply chain efficiency through reducing 
or eliminating wasteful ways of working is explained in section 4.  A 
current New Zealand lamb chain project is briefly described to show 
how a key competitor is using the approach. 

e. Section 5 then draws together the evidence gathered from the 
following sources: 

i. A postal survey on aspects of lamb management, feeding, 
handling, drafting and marketing sent to 300 FSS members. 

ii. Visits to five selected farms to assesses lamb drafting and 
loading procedures. 

iii. Assessment of FSS Office procedures. 

iv. Meeting with FSS fieldsmen. 

v. Assessment of WM Armstrong Ltd, hauliers based at 
Longtown. 

vi. Comments and feedback on information from abattoirs. 

vii. Comments and feedback of information from retailer. 

f. The concluding section then draws together the actions available to 
FSS to add value to its supply chain.   

4. Grateful thanks are extended to QMS for funding the project, Farm Stock 
(Scotland) Ltd and its members, Armstrong hauliers, Scotbeef and M&S.  
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2. THE DECLINE OF THE SCOTTISH SHEEP INDUSTRY 

 

5. QMS1 recently noted that the Scottish sheep population is at its lowest level in 
60 years.  Also, while the number of lambs slaughtered through Scottish 
abattoirs reached a 11 year high in 2011 at 1.49m, this means that about half 
of Scottish lambs are killed in either England or Wales.  Lamb consumption 
levels, especially in Scotland, are now at very low levels with lamb’s relatively 
high price a factor explaining this low consumption.  So the good news of 
output from the sheep sector growing by 7% in 2011 to £277.5m, owing 
largely to much better lamb and cull ewe prices, must be viewed against this 
worrying long term decline of the sector.   

6. Farmers complain that the price of lambs is too low while retailers argue that 
lamb is uncompetitive against other meats on the shelf, with demand often 
dependent on promotions (price discounts).  Processors, meanwhile, are 
being squeezed by higher farmgate price of lambs and retailers reluctant to lift 
retail prices.  While foreign retailers face the same problems, a favourable 
exchange rate has helped the Scottish (and British) lamb trade in recent 
years.   

Chart 1 shows how the retail value of a 19kg dwt lamb has changed since the 
2001 foot-and-mouth outbreak.  While Chart 2 looks at the monthly change in 
lamb values over the past 18 months, and highlights how the farmgate price 
is much more volatile than the retail price.  

 

 

 

 

 

 

 

 

 

 

 

 

                                                                 

1
 The Scottish Red Meat Industry Profile.  QMS (2012 edition) 
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7. The New Zealand sheep industry is facing the same problems with the NZ 
flock at its smallest in 50 years with the loss of sheep land to both dairying 
and forestry.  To address the general decline in the New Zealand red meat 
sector the industry commissioned Deloitte to undertake a major review and 
set out the strategic options.2 This report highlighted how dysfunctional the 
lamb and beef chains are in NZ and concluded that continued decline was 
likely unless farmers and processors collectively improve the level of 
transparent information within the sector and align their individual behaviours.  

8. The FarmIQ Primary Growth Partnership is perhaps the best example of the 
response to the Deloitte report.  It is a major collaborative undertaking 
between several of the biggest stakeholders in the NZ industry with support 
funding from the NZ government.  As stated in its website: FarmIQ aims “to 
create a demand driven integrated value chain for red meat that delivers 
sustainable benefits to all participants” FarmIQ is working to a seven-year 
programme and progressing six distinct projects (Governance, Market, 
Database, Genetics, Processing, Farm productivity) - each one adding value 
to the supply chain. The potential for gains begins before livestock are born - 
by having the right genetics matched with the right on-farm systems. Then 
capturing information through EID (Electronic Identification) and using 
processing technology to feed this back to the producer. Finally and critically, 
it involves matching products to markets.   

From Plate to Pasture: PGP Business Plan Summary  

A further major PGP supported initiative has just been approved by the NZ 
government. NZ farmers have voted to help fund the project via their Beef & 
Lamb NZ levy, though the vote was not overwhelming.   

                                                                 

2
 Red Meat Sector Strategy Report.  Deloitte (2011). 
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9. The Scottish sheep industry is therefore not alone in the problems it faces.  
The New Zealanders, our major international competitor, are embarking on 
radical rethink of their industry model to regain their competitiveness.  In 
short, a step change in thinking from the traditional adversarial supply push 
model to a collaborative demand pull model more akin to that used by the 
poultry industry.   

This model is based on adding value by adopting practices that take cost out 
at all stages of the production-processing-retailing chain.  As importantly, the 
model requires collaboration between all in the supply chain to add value for 
the consumer rather than simply compete with each other on price.  Trust, 
transparency and communication are key qualities of dedicated supply 
chains.  

4. FARM STOCK SCOTLAND (LTD) 

10. Overview of FSS 

Mission  

Whilst the immediate objective of Farm Stock is to provide the best 
possible returns to individual producers by matching their stock with 
abattoir demand and through economies of scale, the long term vision is 
to build a strong business that will provide a secure and profitable route to 
the market for its members for many years to come and to create a force 
in the marketplace which is recognised throughout the supply chain as a 
major player within the UK prime stock market.  

Structure and staffing 

Farm Stock (Scotland) Ltd is a farmers’ co-operative owned equally by 
five regional livestock marketing groups. It was originally created in 1996 
by Scott Country Lamb joining together with Buccleuch Farmers and was 
then strengthened further by Lothian Lamb joining in 1999. Galloway 
Lamb and Ayrshire Lamb joined in 2005 and the current structure was 
completed by Caledonian Organics joining in December 2009. Buccleuch 
Farmers was dissolved in spring 2013 as following the demise of 
Buccleuch Scotch Beef and the devastating outbreak of Foot and Mouth 
disease stock numbers being traded through the group had fallen 
dramatically. 

Each of the five member groups owns one share in Farm Stock (Scotland) 
Ltd and each group is in turn owned by anything between 100 and 250 
individual farmers. The five groups retain their own local identity whilst 
gaining the economies of scale resulting from co-operation of over 1000 
farmers in terms of marketing prime stock on a deadweight basis. The 
business is run by a Board of eleven Directors comprising an external 
Chairman and two directors from each of the five member groups. 

With over 1000 participating farmers, Farm Stock, which operates 
throughout central and southern Scotland, is the largest single co-
operative of its type operating in the Scottish livestock industry. Since it 
began trading, Farm Stock has handled over 1.75 million lambs and 
70,000 cattle and it currently supplies a wide variety of abattoirs 
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throughout the UK with the objective of obtaining the best possible returns 
for its members.  

Farm Stock operates from an office at Lindean Mill near Selkirk and is run 
by a small team of four full time professional staff supported in each group 
location by experienced fieldsmen who together are capable of providing 
members with the very best prime stock marketing and logistical service 
throughout central and southern Scotland 

Services and Commercial Package 

Farm Stock’s vision of creating a force in the marketplace capable of 
representing the interests of producers can only be achieved through a 
position of strength arising from sufficient volume to negotiate with 
abattoirs and ultimately retail outlets.  

The Farm Stock philosophy of creating strength and adding value through 
co-operation hinges on support from as many livestock producers as 
possible but recognises that this can only be achieved by a strong, 
competitive and attractive commercial package. A highly competitive 
commission rate of 2.125% which compares very favourably with 
substantially higher rates charged by other routes to the market. 

11. Porter’s Five Forces model is a good way of assessing the marketplace faced 
by FSS and hence how to pick the best strategy for succeeding in it.  Table 1 
summarises the competitive position of FSS.   
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Table 1 – Five Forces Competitive Analysis (Farm Stock Scotland) 

Bargaining power of 
suppliers 

Bargaining power of 
buyers 

Threat of new entrants Threat of substitutes Rivalry among competitors 

FSS is a farmer owned co-
operative.  Nevertheless,  
farmer members are not 
obliged to sell their lambs via 
FSS, so the co-operative 
must deliver a valued service 
to retain and grow volume. 

Power of input suppliers over 
individual farmer members is 
limited as sheep production 
is generally an extensive, 
outdoor based grassland 
system.  So a relatively low 
user of concentrate feeds, 
silage and buildings and all 
other variable inputs largely 
generic and widely available.   

Cost of breeding stock can 
be significant for flocks 
buying in both ewes and 
tups.  Self-contained (often 
easicare) flocks less 
exposed.   

Limited buyer power at 
present despite only two 
significant Scottish lamb 
processors and their 
dependence on 
supermarkets.  Indeed, FSS 
effectively deals directly with 
Morrisons via Woodheads 
Turiff plant. 

Essentially, the farmgate 
lamb price (and cull ewe 
price) in recent years has 
been driven by low supply.  
Whilst lamb supply is 
seasonal tending to lower 
prices from August to 
November, the general 
supply and demand situation 
is far more favourable to 
producers than a decade 
ago.    

Though foreign consumers 
are also suffering from 
stagnant incomes, a 
favourable exchange rate 
has helped export demand.  

Scotbeef, the only major 

Limited as FSS an umbrella 
organisation covering several 
regional lamb buying groups.  
FSS therefore has a very 
strong network.    

Small margins also limit 
attraction for new entrants.   

Though regional lamb buyers 
self-employed benefits of 
working within FSS (eg, 
administration) outweigh 
attraction of going 
independent.    

Processors also directly deal 
with farmers but this carries 
an often significant 
transaction cost (office staff, 
fieldsman, car, etc).  
Experience suggests that 
most processors are happy 
to procure most of their stock 
via agencies like, FSS. 

Significant from other meats.  
Lamb has become the most 
expensive meat generally 
available and consumption 
levels have fallen to very low 
levels largely as a result.  
Purchases of lamb have 
become very dependent on 
supermarket price 
discounting and a favourable 
exchange rate. 

Muslim market a special 
case.  Price of old ewes has 
been underpinned by 
preference of Muslim 
population for sheepmeat.  
But many Muslims are 
vegetarian because of the 
lack of trust in the method 
used to slaughter sheep.    

Generic Scottish Lamb brand 
weak  

Within Scotland, the auction 
mart companies are the main 
rivals.   Besides offering 
farmers the opportunity to 
sell lambs live, several marts 
also offer a deadweight 
procurement service.  

Within Britain, other English 
and Welsh lamb groups and 
mart procurement services 
are also competing to supply 
lambs to the big processors 
like Dunbia.  None of them  

The New Zealand sheep 
industry remains a key 
competitor because of its low 
cost of production (technical 
efficiency and large flocks 
[labour productivity]), rather 
than its supply chain 
efficiency.  Indeed, panic 
selling by New Zealand last 
autumn depressed the 
autumn/ early winter British 
lamb price.   However, NZ 
imports can also be viewed 
as helpful in maintaining 
young lamb on shelves 
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independent Scottish lamb 
processor, is currently 
between “rock and hard 
place” because of situation 
described above.  Their profit 
margins are very dependent 
on 5

th
 quarter margins and 

cheaper lambs in the late 
summer/autumn (the retail 
price tends to stay fairly 
level. 

To sum up, while the current 
open sourcing pricing system 
has largely worked in the 
producers and FSS’s) favour 
in recent years, it is a major 
barrier to adding value to the 
Scottish lamb industry. 

throughout year.  So working 
with the likes of Scotbeef and 
M&S to integrate Scottish 
with New Zealand lamb is a 
necessary strategy. 

Reducing power of 
suppliers 

Reducing power of buyers Reducing threat of new 
entrants 

Reducing threat of 
substitutes 

Reducing threat of rivals 

FSS could expand its 
collaborative input buying 
service to enhance value to 
existing farmers and attract 
new members.  

Genetic improvement a 
particular weakness of 
Scottish sheep production 
(cf. poultry industry), so a 
specific service opportunity 

Processors, indeed retailers, 
need to be seen as part of 
the solution not the problem.  
There is a real window of 
opportunity to build dedicated 
supply chains at present.  
Moving from spot to 
contracted pricing will be a 
key ingredient. 

Moving away from 

Not an issue.  Facilitate best practice 
among members to help 
lower cost of production to 
maintain margin at a lower 
lamb price.  

Better supply chain 
integration to achieve 
efficiencies (eg, data sharing, 
volume contracts). 

Facilitate best practice 
among members to help 
lower cost of production to 
maintain margin at a lower 
lamb price.  

Better supply chain 
integration to achieve 
efficiencies (eg, data sharing, 
volume contracts). 
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for FSS.  

 

 

commodity to differentiated 
lamb can give significant 
leverage.  Danish Crown 
developed a “British pig”.  
Could FSS help develop a 
M&S and Morrisons lamb? 

Working with 
processors/retailers develop 
differentiated (branded) lamb 
products that attract a 
premium over commodity 
lamb. 

Working with 
processors/retailers develop 
differentiated (branded) lamb 
products that attract a 
premium over commodity 
lamb. 
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5. WHAT IS LEAN THINKING? 

12. Lean thinking focuses on removing waste to improve efficiency and is based 
on the following principles: 

a. Defining value from the viewpoint of the end customer. 

b. Mapping out the entire value stream for the product to identify work 
that doesn’t add value (ie, waste). 

c. Making the remaining value adding steps flow. 

d. Designing and providing what the customer wants only when the 
customer wants it. 

e. Strifing for perfection by continuously seeking out and removing 
waste. 

13. Lean thinking defines three types of work; 

f. Value adding (is the customer happy to pay for it; eg, a tender leg 
steak, organic rearing system). 

g. Necessary but non-value adding (not valued by customer, but 
necessary given current production system; eg, clipping, dung 
spreading). 

h. Non-value adding (doesn’t make a product more valuable and not 
necessary even with current production system; eg, double handling 
feeds, cosmetic pasture topping). 

14. A decade ago, work undertaken for the Red Meat Industry Forum3 estimated 
that in excess of 95% of the time between the animal leaving the farm for 
slaughter to consumer purchase (excluding maturation time), the product is 
either inactive or involved in steps where no value is being added.  That is, 
the majority of work is wasted effort. 

15. There are seven types of waste; 

a. Overproduction (eg, over fat lambs). 

b. Defects (eg, dirty lambs, condemned livers). 

c. Unnecessary stocks. 

d. Inappropriate processing (eg, trimming fat shoulders). 

e. Excessive transportation (eg, farm-mart-abattoir). 

f. Waiting (eg, lambs not ready for haulier). 

g. Unnecessary motion (eg, poor sheep yard layout). 

                                                                 

3
 Applying Lean Thinking to the Red Meat Industry.  Food Chain Centre (2007) 
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16. Critically, lean thinking works best using a chain based approach (farmers + 
processors + retailers). 

17. Value Stream Mapping (VSM) is applied to firms and industries to map and 
analyse the value adding and non-value adding (waste) activities and steps in 
information flows and processes.  Figure 1 summarises the current state of 
the Farmstock Scotland chain using this key lean tool.  Note the three key 
components: 

h. Product flow – the steps taken to produce, transport, process and 
retail a typical 19kg dwt lamb are at the bottom of the map.  As a study 
of the UK dairy chain4 noted, deciding what constitutes a value adding 
activity is critical.  In that study, they defined value adding as 
something the consumer would pay for with “waste” covering any 
activity the consumer would not pay for.   

i. Information flow – this flow is shown at the top of the map and comes 
from the customer end of the chain and flows in the opposite direction 
to the product.  

j. Timeline – finally, the map shows how long the product is in the chain 
and what share of that time is value adding or waste.    

 

 

 

                                                                 

4
 See also: Applying Lean Thinking to the Dairy Industry.  Food Chain Centre (2007). 
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18. In the wake of the 2001 Foot-and-mouth disease disaster, a number of major 
supply chain studies covering the main sectors were completed – can be 
found by clicking www.foodchaincentre.com.  These reports highlighted 
where the respective industries should target their efforts to reduce wasteful 
activities (below only issues relevant to FSS highlighted). 

k. The dairy industry; 

i. Operational management 

ii. Transport inefficiency 

iii. Reducing information complexity 

iv. Demand management 

v. Introducing overall supply chain KPIs 

vi. Developing a better understanding of customer value 

l. The red meat industry; 

i. Producer operations – breeding systems production not 
consumer orientated so wide variation in product.  
Communication and coordination could better match 
production to demand.  Overfat lambs a particularly problem, 
often resulting from the trading nature of the market and the 
fact that large proportion of farmers receive no direct feedback 
from abattoir.  Often farmers that do sell deadweight don’t use 
feedback as part of a quality improvement process. 

ii. Demand management – no evidence that any chains 
coordinated effort between end-user, processor and farmer to 
connect the planning of animal production to future market 
demands.  Supermarket promotions often resulting in demand 
amplification and carcase imbalance for the processor which 
often ended in distress selling.  Information systems generally 
poor. 

iii. Customer value – limited research as to what exactly 
customers want, and typically this research not jointly 
completed by the chain partners. 

iv. Opportunistic trading – short term profitability guides behaviour 
and this normally means one part of the chain gaining 
profitability at the expense of another.  Trust, collaboration and 
competitiveness suffer as a result. Chain improvement 
depends on shared benefits. 

v. Processor efficiency – generally poor with little evidence of 
lean thinking. 

vi. On-shelf availability – a retailer issue. 

vii. Carcase balance – where retailer promotions occur, better 
communication with processors and producers needed. 

http://www.foodchaincentre.com/
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19. Likewise, the New Zealand FarmIQ project is working through seven projects 
to deliver its overall aim of creating a demand driven integrated value chain;  

Project name Objective of project 

Programme management 
and key indicators 

To ensure that projects and sub projects all 
work toward achieving the key performance 
indicators.  These indicators will be a masure of 
the successful implementation of the 
programme as a whole.  

Market analysis To develop capability to identify and understand 
markets which are willing and able to pay a 
premium for quality products and develop 
products to meet their individual specifications. 

IT and database To be a catalyst for the establishment and 
operation of a data collection and analysis 
mechanism able to support animal specific 
performance analysis. 

Genetics To develop new genetic and genomic 
capabilities to enable the identification, 
isolation, and selection of desired animal traits 
to improve the ability to produce products to 
customer/consumer specification. 

Processing To put in place the necessary traceability 
infrastructure and develop new technologies 
and capabilities to enable meat yield and 
quality information to be collected during 
processing. 

Farm productive capacity To drive improved on-farm production and 
performance through best practice production 
systems, capturing data (both farm and animal 
centric) and aligning this with the integrated 
value chain. 

 

 

 

 

 

 



 

 
27 

 

6. FARMER SURVEY, SUPPLY CHAIN VISITS AND ASSESSMENTS 

Farm practice survey of FFS farmer members 

20. This sub-section summarises the results of the postal survey sent out to 
farmers that used FSS to market their 2012 crop of lambs.  About 300 
surveys were posted out in autumn 2012 with 77 completed forms returned 
(return rate of 26%)  The survey posted to farmers is shown Appendix 1.   

21. General information 

a. Scott Country members accounted for most (39%) of surveys 
returned, followed by Ayrshire members (20%). 

b. Organic producers accounted for 14% of responses. 

c. “Upland flocks” accounted for the majority (59%) of sheep systems 
responding, with the remainder equally split between “hill” and 
“lowland” flocks. 

22. Breeding / Genetics 

a. Blackies were the dominant breed (18,493 ewes) with Scotch Mules 
close behind (17,867 ewes). 

b. Texel was the dominate (terminal) tup breed (48%) followed by Suffolk 
(28%) with no other breed accounting for more than 5% of the total 
sires used. 

c. Just 22% of farmers “always” used EBVs to select tups, with 38% 
“never” using EBVs. 

d. Most (84%) farmers bred their own female replacements. 

e. A significant (39%) of farmers tupped their main flock ewe lambs. 

f. Just under two-thirds (64%) of farmers castrate all their lambs, but 
18% castrasted none of their tup lambs. 

23. Technology and information 

a. Two-thirds of farmers had a conventional set of weigh scales, with 
30% of farmers having electronic scales. 

b. While 77% of farmers “always” weigh lambs to help draw lambs for 
sale, only 14% “always” use their scales to monitor lamb growth rates 
post weaning. 

c. Just 10% of farmers used their EID tags to capture management data 
like lamb growth rates.   

d. The majority (62%) of farmers find the grading information received 
from FSS “very useful” with a further 26% finding it “useful”.  

24. Weaning 

a. Lambing of the main flock started, on average, on 5 April 2012 with 
the mean weaning date 23 August 2012. 
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b. Consequently lambs were weaned at an average of 140 days (20 
weeks) after the start of lambing.  Given that the mid point of lambing 
for a flock tupped in one mob is about 10 days, the average age of 
lambs at weaning is 130 days (18½ weeks). 

c. The majority (73%) of farmers will “sometimes” deliberately vary their 
weaning date. 

d. Management on day of weaning; 

i. 55% of farmers worm their lambs. 

ii. 70% move their lambs to new grazing. 

iii. 34% weigh some lambs to establish average weaning weight. 

iv. 49% both wormed and moved lambs to new grazing on day of 
weaning. 

v. 19% of farmers took all three actions. 

25. Feeding management 

a. Farmers were generally very clear on the type of pasture required to 
successfully grow lambs post weaning with high clover / low worm 
burden pastures the target. 

b. Nearly a third of farmers grew a specialist crop for finishing lambs. 

c. And while just 23% “sometimes” (5% “always”) fed creep to lambs pre-
weaning, 60% “sometimes” (10% “always”) fed creep post weaning. 

26. Post weaning management 

a. Only 21% of farmers kept lambs in a single grazing mob post 
weaning. 

b. Of the 79% of farmers that did split their lambs into distinct grazing 
mobs; 

i. 58% split on liveweight. 

ii. 43% split on sex. 

iii. 26% split on breed. 

iv. 9% split on sex. 

v. 23% split on both weight and sex. 

27. Handling / drafting 

a. Farmers generally rated the operational efficiency of their sheep yards 
well toward the “excellent” end of the scale (c.80% rated 1 and 2). 

b. Farmers were particularly satisfied with the efficiency of their yards for 
drenching and tagging operations. 
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c. But ratings indicated that the efficiency of their yards for shedding, 
weighing and loading could be improved.  Though few farmers judged 
that their yards were poor for these operations. 

d. The frequency with which farmers handle their lambs for sale varies 
between sale period; 

i. During peak sales, 57% draw “fortnightly”, with 25% “weekly”. 

ii. Before peak sales, 43% draw “fortnightly” and 38% “three-
weekly”. 

iii. After peak sales, 48% draw “fortnightly” and 44% “three-
weekly”. 

e. Only a small minority of farmers (16%) “rely on the FSS fieldsman to 
draft lambs” for sale. 

f. Nearly one-third of farmers “identify and mark lambs that will probably 
draft next time”. 

g. 30% of farmers rate themselves excellent (rating = 1) with a further 
60% rating themselves good (rating = 2) at drawing lambs for 
slaughter. 

h. For farmers that use the FSS fieldsman, the majority (63%) rated the 
service excellent. 

28. Preparation for loading 

a. During the summer, in the 12 hours before loading their lambs; 

i. 49% of farmers “house and offer water only”. 

ii. 32% of farmers “hold on a bare field close to the steading”. 

iii. 26% of farmers “graze as normal”. 

b. During the autumn/winter, in the 12 hours before loading their lambs; 

i. 55% of farmers “house and offer water only”. 

ii. 52% of farmers “ensure that lambs are bedded on straw”. 

iii. 23% of farmers “house and feed hay plus water”. 

iv. 18% of farmers “hold in bare field close to the steading”. 

v. 17% of farmers “graze as normal in a grass field / forage 
break”. 

c. When fleeces are dirty, 60% of farmers “always” clip their lambs, with 
29% “sometimes” doing so. 

29. Comments 

a. First season using Farmstock and very pleased with service.  We are 
continually learning and hopefully improving lamb quality.   
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b. The most valuable information that I would use would be to receive 
grading info for individual lambs, so that I can analyse ewe and tup 
performance and use in future breeding policy. 

c. As the Ayrshire Fieldsman, I try to ensure consistency of destination 
and have a regular routine that people get to know.  Also use a haulier 
who is flexible and uses smaller lorries that can access farms easily 
(even if this is slightly more expensive). 

d. The best livestock information is lost by the abattoirs not linking 
slaughter feedback to specific ear tags, however, given the hassle of 
double/numbered EID tag legislation, no-one is going to wish to move 
away from batch tagging. 

e. The further they travel the less they weigh.  The longer they are off 
their normal field the less they weigh. 

f. I would like to see FSS develop more structured contracts with 
abattoirs, rather than just looking for the best price on the day you 
send lambs. 

g. Comments on supply chain - Should be getting more if have good 
grades.  Lorry drivers fine.  Office good.  Would like kill sheets with 
individual numbers.  Year end get all grades compared to FSS 
average. 

h. EID tags lack info back from abattoir.  Hopefully will make more use of 
these tags in future. 

i. Lamb tag numbers should be on grade sheets, so we can tell the 
different groups of lambs, i.e. texel, suffolk, BF, mule.  

j. Live auction system still a necessary and important part of scottish 
sheep production. 

k. Downgrading lambs to suit the buyer. 

l. I think it is ridiculous that EID tag numbers are not on kill sheets along 
with animal weight and grade. 

m. Carcass info per EID as feed back from abattoir might justify EID 
tagging, 4software+ hardware price were available in a sustainable 
price range and especially for a smaller flock. 

n. Just puchased comi-clamp and electronic weighers. Aiming for 19-20 
kg DW lambs, taking longer to achieve this year. Lots of smaller lighter 
lambs. Work on clean grazing system. 

o. EID has no practical benefits. Read rates, retention, all negate any 
traceability benefits. It causes unnecessary stress to the lamb and to 
myself. My dog has learned to avoid this time! 

p. Controlling fly strike with modern day materials is hard enough, but 
double tagging ewes’ ears causes another layer of problems/infections 
regardless of the time of year it is. 

q. We receive grades from McIntosh Donald but the electronic tags are 
not recorded for each lamb and this means you do not know sire/dam.  
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We have used electronic tags for several years but do not benefit from 
them at all.  With cattle we know on tag number (not electronic) which 
beast has which grade thereby giving us a picture for dam/sire overall 
performance. 

r. Abattoir could link tag number to carcase! 

s. Very small flock, pure BF on improved pasture only.  2012 results 
disaster after acute fluke outbreak.   

Farm Assessments 

30. Five farms were visited between August 2012 and February 2013.  These 
were chosen by FSS to provide a range of geographic locations and farm 
sizes.  Visits were timed to coincide with lamb drafting to allow an 
assessment to be made of the process and the farmer’s attitudes and views. 

Farms were visited by one SMAS staff member and one SAC 
Consulting/SAOS staff member.  SMAS staff dealt with process and timing 
issues and SAC Consulting/SAOS staff observed grading techniques and 
asked questions about the handling and grading process.  Detailed 
assessments were conducted on three of the farms. 

It should be acknowledged that these visits took place on different premises 
at different times of year and the batches of lambs surveyed could range form 
a large group with considerable weight variation to a small group that had 
previously been drafted into a narrow weight range.  Handling time per lamb 
varied depending on labor available and the numbers within the group that 
were close to marketing weight.  The assessors did manage to make some 
useful observations and record farmers comments. 

31. Assessments covered: 

 Time taken to move lambs from field to handling pens. 

 Time taken to move lambs within pens. 

 Time spent handling, weighing and shedding. 

 Numbers selected for sale and not selected. 

 Average weight of lamb selected for sale. 

 How were lambs handled to assess fat cover? 

 Were electronic scales used? 

 Drafting decision based on fat cover, weight or both. 

 Drawing prepared of handling pen design. 

 Assessment of loading facility. 

 Other observations from discussing drafting with farmers. 

32. Main findings: 

Most of the farms visited were good operators.  We knew before undertaking 
these assessments that it would be difficult to treat the drafting audit as 
though it was a manufacturing process because;  

a) The time spent represents a tiny fraction of the production process; and, 

b) We were likely to find different batch sizes, weight ranges, handling 
facilities and labour availability on each farm. 
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Our assessments therefore became an assessment of approximate times 
taken to handle lambs and discussion/observation of drafting practices. 

The following is a summary table of items that were measured: 

Farm Lambs 
handled 

Drawn 

% 

Mean lamb 
weight 

drawn (kg) 

Max 
lamb 

weight 
(kg) 

Min 
lamb 

weight 
(kg) 

Handling 
time per 

lamb 
(sec) 

Notes 

A 130 53% 43.8 47.5 39.0 40 Lambs pre 
selected 40kg 
and over 

B 65 52% 42.6 45.6 38.5 51 Range of 
lambs 
following wet 
weather 

C 79 100% 42.5 51.5 37.0 34 Lambs pre 
selected 

33. Conclusions: 

a. It is difficult to compare drawing lambs to any industrial process 
because of variation involving farms, time of year, previous drafts and 
pre-selection. 

b. Farm handling pen sets ups varied but were generally good.  Some 
simple designs were effective. 

c. The loading facilities were also said to be effective although we did not 
see lambs being loaded during any of the visits. 

d. Labour availability influences handling time.  Faster handling could be 
achieved when two staff were involved as opposed to one. 

e. Farmers stated that they were good at drawing lambs to meet spec 
and abattoir results reflected this.  They generally selected on fatness 
(backfat and tail cover) primarily and then on weight.  This is effective 
in allowing farmers to meet conformation and grade.  It also allows 
them to meet the desired weight range set by the processor.  But is 
weight an issue further down the chain when cuts are being packed 
for retail?  Or is the processor able to juggle the range of cut or joint 
sizes to suit their outlets. 

Assessment of FSS Office procedures 

34. Staff in the FSS office consist of an operations manager and an 
administrative officer plus six Fieldsmen based at the office and at other 
locations. 

A diagram of the booking, consignment and feedback of results is shown 
below.  
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35. Comments noted during interviews with FSS office staff: 

a. FSS would appreciate more consistent and timely grading data return 
from abattoirs with traceability to individual animals. 

b. Grading feedback suggests that 94% of animals procured through 
FSS are meeting the processors grading specification, and this 
percentage has improved year on year.  This was considered useful to 
farmers as it allows more effective and cost efficient decision making 
e.g. What's Working / Not Working on farms, When to sell, What 
genetics are working / not, etc. 

c. Variable data feedback from abattoirs – it would be useful if this could 
be more consistent and standardised.   Office staff used to have to 
spend considerable time identifying farm consignments because 
report sheets had space for just one name, which was Farm Stock 
Scotland for all lambs procured through the co-op.  Most have since 
rectified the problem by adding a second name (the farm name), but 
one processor has yet to alter their system. 

FSS compiles Single Farm Report - all lambs from farm v FSS average

done once per year or on request

Farmer phones office to notify FSS that he has lambs for sale

Processor contacts FSS office with numbers required on slaughter dates

Haulage from farms to abattoir

Lambs picked up from farm 

Haulier phones farmer evening before to confirm pick up time

FSS office phone farmer to confirm pick up day

FSS send load sheet to haulier and processor - noting destination, load, slaughter dates

FSS decide best processors and haulier for each farms lambs

Or farmer phones office to request fieldsman to assist in drafting lambs

FSS office emails farmer with weight, grade, payment results for the batch

FSS office manually inputs data into system - weight, grade, payment

Processor sends grading information to FSS

Lambs processed through abattoir

Payments processed and paid by BACS on 7th day after kill
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d. FSS are manually inputting data into their database for three reasons 
1) data is emailed to the office from processors but each has a 
different system and none is compatible with the FSS database at 
present, b) processors supply varying amounts of information – all 
supply weight and grade but they don’t all supply price information, 
and 3) FSS need to input data to compile summary sheets of each 
farms average performance for the season 

e. Opportunity exists to write an IT programme to better facilitate 
gradings info via an 'e-grading system.  Would be useful to receive 
information from abattoirs in a format that is compatible with FSS 
systems to avoid manual double entry of data. FSS are currently 
looking at this possibility to avoid the need for manual data entry. 

f. Farmers sometimes add 'waiting time' / additional costs to supply 
chain and logistics by waiting until haulier arrives before assembling 
animals. 

g. Lack of Scottish abattoir capacity – results in longer journey times for 
lambs. Lamb preparation could be better on some farms, but Farm 
Stock Scotland are convinced that journey time is also a major factor 
in dirty lambs. FSS have relatively few problems with lambs sent to 
Scottish abattoirs but note an increase in lambs requiring clipping 
when they are sent to south Wales.  This results in complaints from 
both the processors and the farmers who are being charged for the 
clipping.  An increase in Scottish abattoir capacity would not only 
reduce the dirty lamb issue but would also make more levy available 
for Scotch lamb promotional campaigns.  

h. Farmers should ensure that animals are clean prior to transport to 
minimise 'clipping' costs. It was considered that there are varying 
behaviors around animal hygiene from farmers and the application of 
clipping costs at abattoirs.  

i. Animal Pick up - to reduce transport costs and lag time the concept of 
central pick up points has been discussed and could be subject of a 
pilot operation. This would require considerable investment. 

Meeting with FSS fieldsmen 

36. Iain Riddell and Kev Bevan of SAC Consulting attended an FSS fieldsmens 

meeting at The Cartland Bridge Hotel on 23rd October 2012.  The fieldsman’s 

thoughts were collated as follows. 

a. Where do you see “waste” and opportunities? 

 Pickup of stock 

 Farmer late 

 Haulier late 

 Poorly designed loading pen  

 Having lambs ready to load – so that can be done by float driver alone 
 

b. Accessible point for lorries 
 

 Some farm roads only suitable for small lorry 

 Collection pen at road end? 
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 Collection point for several farms lambs 

 Difficult to set up collection centre because of compliance with 
movement orders, biosecurity regulations 
 

c. Lorry size 
 

 Small – 250 lambs per load, large 400 lambs per load 

 Potential of combining loads – small to larger float. 
 

d. Lamb presentation 
 

 Lambs are belly clipped at abattoirs from set date – 22nd October in 
2012 

 Belly clipping on farm common practice in NZ 

 Tails/dagging – farmers pretty good at this. 

 House overnight – 12 hours without feed essential to ensure that 
lambs are empty before loading – leads to less soiling of fleeces in 
float 

 Note – plenty of evidence that holding on minimal feed has little if any 
impact on carcase weight 

 Most dirty fleece problems caused by the lorry stopping and lambs 
lying down – long loading delays are undesirable. 

 
e. Hassle for fieldsmen 

 

 Abattoir changing plans or spec – occasional occurrence 

 Farmers presenting more or less lambs than agreed. 

 Food Chain information document required for some abattoirs – 
Dunbia and MacIntosh Donald.  Sometimes not completed on time. 

 
f. Other points 

 

 Lamb demand from abattoirs not a big hassle – supply for each is 
fairly regular and steady.  No real “pull” effect here.  Production 
dictated by numbers farmers have available.  No incentive to sell 
lambs a week early – if fieldsmen and farmers know that the price is 
likely to rise in the next week. 

 Fieldsmen book in lambs approx. a week in advance.  Main role is in 
forward planning with abattoirs and hauliers. 

 Fieldsmen available 24/7.  

 Advantage of FSS – can decide best destination for lambs. 

 Problem of farmers selling direct to abattoirs – happens on a small 
scale.  Can’t do much to counter this.  Most farmers remain loyal to 
FSS. 

 

Assessment of WM Armstrong Ltd, hauliers based at Longtown 

37. The Wm Armstrong office at Longtown, Cumbria was visited on 22nd February 
2013.  The following are the main points arising from an interview with Derek 
Armstrong, Livestock Director.  This was followed by a tour of the premises 
and some of the livestock lorries. 
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38. Background – Wm Armstrong Ltd was established in 1927 and is based in 
Longtown, Cumbria.  The company specialise in a variety of road haulage 
solutions including Livestock Haulage for the Scottish Beef and Lamb 
Industries.  With Armstrong is one of the largest transporters of livestock in 
the UK. 

 
The company owns and runs a fleet of 12 Livestock trailers which are 
operated throughout the week.  Through these trailers, and a number of sub-
contractors, the company transport approximately 50,000 lambs per week.  
10,000 of which are shipped to the Dunbia abattoir in South Wales.   

 
39. Journey time and drivers – Due to the large distances involved between the 

North of Scotland and South Wales, the company have recently upgraded all 
of their vehicles to high specification trailers.  This means that, in line with 
European legislation, animals can be transported for up to 28 hours as 
opposed to the typical 8 – 12 hours.  This is a significant investment for the 
business, and as such it is key to ensure that these vehicles are utilised as 
much as possible.  The company employ a number of drivers across the 
country and these drivers meet the vehicles at various points to change-over 
to maximise vehicles utilisation. 

 
40. Driver recruitment and training – One challenge for the company, and the 

whole industry, is the recruitment and training of drivers.  Livestock haulage is 
unique and as well as having the necessary driving qualifications, the drivers 
need to have the ability and experience of handling livestock.  Similar to other 
industries, the average age of Armstrong’s driver population is increasing and 
this needs to be addressed.  New younger recruits, need to be identified and 
trained to ensure that there is enough capacity across the industry in the 
years to come. 

 
41. Collection from farm – Depending on the number of collections for each 

vehicle, it can take upwards of      10-12 hours to collect the livestock from the 
various farms and return to Longtown.  As well as mileage between farms, the 
key factor in collection time is to ensure that the animals are ready for 
collection and this is why the farmers are phoned the day before providing 
them with an estimated collection time.  The main collection issues: 

 
a. Small loads – increases collection time 
b. Loads that vary from numbers booked in 
c. Lambs being ready for loading when lorry arrives on farm 
d. Difficulty of maneuvering large modern lorries in tight spaces when on 

farm that can result in damage – farm yards were not designed for the 
new large high spec lorries 
 

And potential solutions: 
 

a. Better communication and organisation can overcome some  load size 
issues 

b. Farmers need to take responsibility to have lambs ready on time 
c. Collection centres could be an option.  Existing centres are dedicated 

to marts or one supply chain – opportunity to share for a fee or to use 
redundant farm buildings on non sheep farms. 
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42. The dirty lamb problem – In order to prepare then for transportation, farmers 
are asked to take the animals off the field, ensuring that they are clean and 
hold then on a concrete or other solid surface.  It is also recommended that 
they are given water and nothing else for the  12 hours before collection.  This 
reduces the effluent that is produced during transportation and ensures that 
the animals are still clean when they are delivered.  Dirty animals cannot be 
passed into the abattoir without being clipped, with this process resulting in a 
charge to the farmer. 

 
Armstrong’s estimate that as many as 30% of farmers are not preparing their 
animals correctly before transport.  It is recommended that a communication 
programme is completed across the supply chain explaining the correct 
process and the associated costs of not following this process. 

 
Dirty trailers also have an impact on the haulage firms, as the vehicles require 
additional cleaning and disposal of this effluent.  Many abattoirs and markets 
do not provide washing facilities for the livestock trailers.  This means that the 
company does not have the ability to wash trailers immediately after 
offloading.  The company then has to locate a wash station away from the 
abattoir to clean the vehicle or even return to Longtown empty, with the 
associated costs being incurred by the company.  If there was suitable 
cleaning stations located at all abattoirs and markets that could be used by all 
haulage firms and improve the overall efficiency of the industry. 

 
43. The changing industry – It also needs to be recognised that the industry is 

changing, with both supermarkets and abattoirs building up their own network 
of farmers for direct supply.  This will allow these companies to ensure an 
even and consistent supply of livestock throughout the year.  Whist this will 
not impact the actual transportation of livestock to abattoir, it will have an 
impact on the markets and collection processes as well as the influence of 
farmer cooperatives. 
 

44. The process – Orders are made by individual farmers as well as a number of 
farmer co-operatives including Farm Stock Scotland (FSS), the process of a 
FSS Sale to the abattoir in Wales is shown overleaf. 

 



 

 
38 

 

Process start 

Farmer contacts FSS providing details of livestock to 

be sold. 

FSS Identify most suitable abattoir for sale of 

livestock. 

FSS contact farmer, providing details of 

destination, collection date and approx. 

price. 

FSS collates collections & provides details to 

Wm Armstrong. 

Wm Armstrong review collections & create 

collection schedule. 

Wm Armstrong contact farmer providing 

estimated collection time. 

Livestock collected across farms 

Change of Driver & vehicle refuel at 

Longtown 

Delivery made to South Wales abattoir. 

Process End 
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Processor – Scotbeef  

 

45. The Scotbeef premises at Bridge of Allan were visited on 28th June 2013. 
J.W. Galloway was founded in 1920, and today is still owned and managed 
by the Galloway family.  The company, J.W. Galloway, with its subsidiary 
companies Scotbeef Limited, and Vivers Scotlamb Limited, is recognised as 
Scotland's market leader, supplying high quality meat products throughout the 
UK, and to 20 European countries.  The company employs 723 staff 
throughout its Scottish based sites. 

46. This visited consisted of an interview with senior Scotbeef management.  It 
did not include any assessment of the premises or Value Stream Mapping of 
the process, which were outwith the scope of the project remit.  

47. Scotbeef has three strategically located sites in the Central Belt of Scotland.  
The Bridge of Allan site boasts one of the country's most modern 
beef slaughter, chilling, and boning facilities, with a capacity of 2,500 cattle 
per week.  The lamb facilities, which run separate to beef, have a capacity of 
11,000 lambs per week.  Scotbeef supply a number of retailers but act as the 
dedicated supplier of cattle and lambs to M&S.  Approximately 25% of Farm 
Stock Scotland production is processed through Scotbeef and this figure has 
been increasing in recent years. 

48. Information is fed back to producers through the Scotbeef internal Lamb 
identification scheme Lambtrack™.  The system allows Scotbeef to monitor 
and communicate with producers ensuring that the correct livestock 
requirements are being met, and that valuable information is fed back to 
producers via "Scotbeef-Online" Livestock performance and benchmarking 
system.   This system can identifies individual animals, producer’s farm, 
welfare, environment and health management and identify raw material and 
food safety management through to end product.  It is also compatible with 
food safety and management systems, beef labeling regulations and 
customer specifications and requirements. 

49. Main comments arising from discussion with Scotbeef: 
 

a. Scotbeef handle lambs for the home and export market.  The export 
market is easier to service because it involves the whole carcase 
whereas the home market involves selling cuts, with more difficulty in 
finding markets for cheaper cuts. 
 

b. Scotbeef would like to see Scottish farmers produce a more 
standardised product.  There are currently too many breeds and 
systems that result in a variable product.  The retailer is also looking 
for uniformity.  New Zealand lamb is shipped as primal packs that 
match order specification with their poorer cuts meeting demand in the 
Asian market. 

 

c. They would be interested in setting up farmer supply contracts but 
view price fluctuations in export lamb prices and their influence on the 
lamb spot prices as a disincentive to farmers committing lambs at a 
set price.   

 
d. The supply of lambs from Farm Stock Scotland generally meets 

specification the only exception being tail end lambs, or the last to be 
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marketed from farms, which can be variable and of poorer quality.  
Scotbeef consider that the FSS fieldsmen do a good job in sourcing 
the correct lamb for the correct market.   

 
e. Scotbeef find that there are advantages to dealing with a large co-

operative because they can get guaranteed numbers in spec.  They 
recognise that the fieldsmen have done a good job in getting their 
farmers to recognise how to hit market spec and providing quality 
control. 

 
f. Lambs arriving from distance are held in lairage overnight.  They are 

held in a farms lot, rested for 1 to 2 hours, processed, chilled and sent 
to cutting plants. Once in the cutting plant primals are boned within 2-6 
days and sorted into retail packs.  The main issues: 

 
i. Wet lambs - need to have dry fleece before processing to 

avoid carcase contamination.  Drying time varies from few 
hours in dry or windy weather to whole day in damp cold 
conditions.  Lambs held for long time in lairage – delay for 
processor, impact on killing out percentage for farmer? 
 

ii. Dirty lambs - Particular problem when off grass and foggage.  
Dirty lambs have to be clipped (belly and crutch) or sent back 
to farmer if don’t have shearers available.  Clipping cost 
(Scotbeef 80p/lamb) and penalty on carcase price. 

 
iii. Liver damage - processors generate much of their profit from 

the 5th quarter consisting of skin, liver, tripe, heart and lungs.  
Lambs liver is a relatively high value fifth quarter item and 
condemned livers has been a big problem in the last two 
backends with up to 50% of livers condemned from November 
onwards.  It is accepted that fluke control has proved very 
difficult in the last two wet years.  Effective liver fluke control 
strategies could add back considerable value to Scotbeef and 
the supply chain.  

 
iv. Pelts/skins - Occasional problems due to clipping or fly strike 

 
v. Rest of fifth quarter - Any health problem that reduces value of 

heart, lungs or tripe. 
 

vi. Tag or paperwork issues - Occasional rather than major 
problem 

 

Retailer – M&S 

50. M&S lamb procurement policy is based on a two hemisphere approach, with 
UK lamb supplying the market from June to Jan and New Zealand supplies 
for the remainder of the year.  
 

51. The M&S procurement strategy requires lamb off grass – partly due to 
consumer feedback on naturaly produced lamb and partly due to a reduction 
in consumer purchases when hogget is on the shelves.  Consumers have an 
aversion to the stronger taste of hogget lamb, but there may be opportunity to 
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turn this to advantage if the more mature lamb can be branded as a niche 
product. Lamb reared on grass is perceived to be a natural product and is 
sold as simple cuts.  The move to “cooking from scratch” has been good for 
lamb sales. 
 

52. Main issues:  
 

a. Variability of lamb carcases produced in the UK is the biggest issue – 
be this fat class, conformation or size of cut that appears in a pack.  
Fat is the biggest issue and consumers will leave the fatter cuts or 
joints on the shelf.  

b. The other challenge is getting the right numbers of lamb delivered to 
processors on the right day – supply management.  M&S would be 
interested in the development of forward contracts. 

 

7. CONCLUSIONS AND NEXT STEPS 

 

52. The Scottish sheep industry has declined sharply in the past decade.  But it is 
not alone, with similar decline in the rest of the UK, Ireland, continental 
Europe and even New Zealand. 

53. The problem faced by the sheep industries in all these countries is common: 
an adversarial trading mentality between farmers, processors and retailers 
that results in a dysfunctional sheepmeat supply chain.  Moving to a 
collaborative approach, however, is difficult.   

54. The good news is that FSS is well placed to spark a more collaborative 
approach to marketing lamb.  It has a strong base of co-operative producers 
and good working relationships with the two main lamb processors.  Of the 
latter, Woodheads is fully integrated with Morrisons while Scotbeef has a long 
running relationship with M&S and a major continental retailer.  Successful 
supply chains grow overall chain value by sharing the rewards of that growth 
through the chain.   

55. Getting supply chains to work better is what lean thinking is all about.  What 
quickly became clear, is that a lot of the individual businesses involved in this 
project were using lean principles to drive efficiencies at their own level.  But 
they were missing the opportunities to link up with others in the chain to drive 
overall chain improvement. 

56. The findings of this project suggest that strategic efforts to improve the FSS 
lamb supply chain should focus on: 

a. Reducing the on-farm Cost of Production (COP). 

b. Introducing measures that improve supply chain integration. 

c. Reducing 5th quarter wastage. 

d. Helping to develop branded products. 

Each is briefly considered in turn. 

57. Reducing on-farm Cost of Production (COP)   
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a. Why? The profitability of FSS farmer members is the best option for 
strengthening the FSS supply chain.  With lamb prices largely beyond 
the control of the producer, increasing farm level sheep margins 
depends mainly on lowering the COP.  The table below, drawn from 
QMS costed farms, shows the big variation in COP performance at 
individual farm level and how the weight of lamb produced per ewe 
drives the COP per kg DWT.  With FSS’s business model also tied 
directly to throughput of lambs, helping raise the production of its 
farmer members should be a priority action. 

 
COP  

(p per kg 
DWT) 

DWT per 
ewe 

(kg dwt) 

COP 
(£ per ewe) 

Top 1/3 360 31 113 

Average 375 27 100 

Bottom 1/3 438 22 96 

Source: QMS LFA upland ewe flocks (2011 lamb crop).  Includes farmers 
own labour at £11.36 per hour. 

b. How? Reducing costs by, for example, better use of grazed pastures 
and forages will directly help COP on many farms.  But cost reduction 
generally easier where also lifting output (that is, producing more 
saleable kilogrammes of lamb).  Achieving better productivity depends 
on a combination of better ewe productivity (lambing %, average lamb 
sale weight), better land productivity (higher stocking rates) and better 
labour productivity (faster work rates). 

Benchmarking against comparable farms using KPI’s is a good means 
of drawing together the best practices that drive improvement.  
Important technical KPI’s include; DLWG (pre and post weaning plus 
overall crop average), weight of lamb per ewe weaned at 100 days, kill 
sheet analysis (grade and weight).  Ultimately, all costs should be 
captured to calculate the farm’s average COP.  Exploiting EID 
technology linked to weigh scales central to driving on-farm efficiency 
improvement. 

FSS can help farmer members improve productivity by;  

i. Establishing producer groups that facilitate the sharing of best 
practice and performance targets.  

ii. Using the co-operative’s website to share good practice to 
members that may be reluctant to participate in producer 
groups. 

iii. Producing an on-line database of lamb slaughter data which an 
individual member can benchmark and analyse his own 
performance against others. 

iv. Investigating the feasibility of FSS setting up buying groups to 
reduce input costs to members. 
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58. Improving supply chain integration 

a. Why? Today, successful industries depend on more than simply how 
efficient the individual stages of their supply chains work: supply chain 
efficiency is critical.  Even the New Zealand sheep industry is waking 
up to the fact that an efficient production base is only a necessary but 
not sufficient condition for success.  Developing a supply chain that is 
driven from the customer rather than producer end is therefore 
important. 

b. How?  The good news is that FSS is already ahead of the game in 
developing more efficient supply chains, having developed strong 
relationships with; Scotbeef, Woodheads and Dunbia all of which have 
direct contact with major domestic and continental retailers.  So the 
structures and relationships are already in place.  Exploiting these is 
the next step.  

FSS can drive the efficiency of its various supply chains by; 

i. Working with farmers to improve stock presentation so that 
lambs of the correct spec are presented clean, dry and easy to 
load with the correct paperwork.  All of which will help reduce 
haulage costs and emission levels besides ensuring that lambs 
arrive at the abattoir in a fit state to kill. 

ii. Continuing to work constructively with hauliers to identify and 
implement practices that reduce wasted effort and time.  

iii. Working with processors and QMS to provide a state-of-the-art 
information system.  Farmers should have quick feedback on 
slaughtered lambs and have the options to analyse and 
benchmark against peers, over full season, by lamb crop, etc.  
Data needs to come from processors in a generic form with no 
double handling required by FSS staff.  FSS also get the 
benefit of real time database for planning operations. 

iv. As part of previous point, FSS should work with QMS, tag and 
sheep handling manufacturers, processors and retailers to 
exploit EID technology from birth to the plate.   

v. Initiating discussion with processors and retailers about the 
use of contracts to better match production with demand.  
Such contracts need to address pricing as well as volumes.  
Options available to move away from spot pricing include pool 
and “give and take” pricing.  

59. Reducing 5th quarter wastage  

a. Why?   Damaged pelts and condemned livers inflict an obvious loss 
on the lamb chain because they cannot be sold on (indeed, they incur 
a disposal cost).  Less obvious is the cost of reduced animal 
performance (and animal welfare) caused by conditions like liver fluke.  
So encouraging farm level best practice to reduce the incidence of 
liver fluke, fly strike, etc is very worthwhile. 

b. How?  Again, FSS is well placed to facilitate an action plan to reduce 
5th quarter wastage.  FSS can help by establishing simple, clear 
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guidance notes on how farmers can best manage their flocks to 
minimise damage.  Specifically FSS should; 

i. Review kill sheets with processors to ensure that 5th quarter 
defects are fed back accurately to farmers (and to FSS to 
monitor the overall situation across membership, by processor, 
etc).  Of course, this data would form part of the information 
feedback system noted above.   

ii. Identify farms (by region) among the membership with 
exceptionally low levels of wastage to enable dissemination of 
best practice.  This may require involvement of vets local to 
that region to ensure farmers appreciate the farm specific 
nature (and need to customise health programmes) to their 
own farms.   

iii. Further to the last point, using its co-operative buying power, 
FSS may be able to negotiate a lower cost for, for instance, 
liver fluke testing.  New Zealand farmers can request lamb 
organ biopsies at processing plants to improve their health 
management.  FSS should discuss the feasibility of such 
testing with its processors. 

60. Develop branded products 

a. Why? Branded meat products achieve higher and more consistent 
prices on the shelf.  Potentially such products offer farmers committed 
to producing the right type and spec of lamb under agreed conditions 
and delivered when required, a premium price.   

b. How? Given the quality and good provenance of many of the lambs 
produced by members, FSS is well placed to; 

i. Research with leading retailers (and their processors) the 
scope to develop higher value premium lamb products. 

ii. Develop and agree with retailers the production, haulage and 
payment system needed to deliver premium lambs to the 
processor.  And also put in place a QA system to ensure such 
animals are actually delivered. 

iii. Establish a genetic improvement programme that underpins 
continued improvement of brand quality.  Again, such a 
programme is likely to take advantage of EID and cutting edge 
breeding technology. 
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APPENDIX 1 – FARMER SURVEY 

                    

 

Farm Stock Scotland Ltd – Lamb Supply Chain Pilot Project  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Unless otherwise instructed, tick the option that best fits your flock.  Where you run 

several flocks, please choose the main finished lamb producing flock only.  So if 

you run a Blackface flock to produce your own Mules, focus on the Mule flock for this 

survey. 

 

1. Are you a member of one of the six lamb groups within Farm Stock? 
 

Introduction to the questionnaire 

This questionnaire is part of a QMS funded project being run by SAC,SAOS and SMAS (the 

Scottish Manufacturing Advisory Service) that seeks to identify ways of adding value and 

reducing waste in the Farm Stock (Scotland) Ltd lamb supply chain.   

 

The primary aim of the pilot study is to identify ways of adding value to the supply chain by 

identifying problems and implementing changes that improve the margins of producers, 

processors and retailers.   It starts with this questionnaire which asks questions about 

practices on farm that influence lamb sales and quality and continues with visits to a sample 

of farms, a review of the procurement and haulage processes and feedback from processors 

and retailers. There will also be a literature review that will identify best practice ideas from 

other livestock supply chains at home and abroad. 

 

The end result will be a report that is presented to Farm Stock (Scotland) Ltd identifying 

areas that can be tackled to make the procurement and marketing process more efficient, 

which in turn could enhance returns to farmers and others involved in the lamb supply chain.    

 

We would be very grateful if you could take a few minutes to complete the survey and 

return it to SAC in the reply paid envelope by Friday 26
th

 October at latest.  Your 

assistance is greatly appreciated. 
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Lothian Lamb  Scott Country Lamb  

Ayrshire Country Lamb  Galloway Lamb   

Buccleuch Farmers  Caledonian Organics  

Not a group member    

 

2. Do you sell lambs through Farm Stock? 
 

Yes  No  

 
3. Is your flock organic [  ] or conventional [   ]? 

 

4. How many ewes (and gimmers) did you tup last autumn? 
 

Main flock  Other flock (s)  

 

5. Did you tup your main flock ewe lambs last autumn?  Y [   ] or N [   ] 
 

6. Which description best fits your sheep system? 
 

a. Hill – mainly hill breeds & limited in-bye land  

b. Upland – largely crossbred type ewes & improved land   

c. Lowland   

 

7. Apart from tups, do you breed your own replacements? Y [   ] or N [   ] 
 

8. What was the planned start of lambing (for the main flock) this spring 
(dd/mm)? 

 __ / __ 

 

9. What breeds did you tup last autumn (enter estimate of numbers in boxes); 
 

 No.  No. 

Blackface  Other crossbreds (eg, Texel X)  

Cheviots  Lleyns  

Scotch Mule  Easicare  

North England Mule  Romney  

Cheviot Mule  Other  

 

10. Do you use EBVs to select tups? 
 

Never  

Sometimes  

Always  

 

11. What terminal tups did you use on the main flock last autumn?  (enter estimate 
of numbers in boxes); 
 

 No.  No. 
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Texel  Lleyn  

Beltex  Easicare  

Suffolk (incl. NZ)  Primera  

Charollais  Other  

 

12. Do you castrate male lambs destined for meat production 
 

All  

Some  

None  

 

13. What date did you wean your (main) flock this year (dd/mm)? 
 

__ / __ 

 

14. Do you ever deliberately vary your weaning date? 
 

Never  

Sometimes  

 

15. Which of the following do you do on the day of weaning? 
 

Please tick all that apply Y N 

Worm lambs   

Move lambs to new grazing   

Weigh some lambs to estimate average weaning weight   

 

16. Post weaning do you split your lambs into grazing mobs based on; 
 

Please tick all that apply Y N 

Breed   

Age   

Sex   

Weight   

 

17. If you have a weigh scales, what type is it?    
 

Please tick all that apply Y N 

Conventional   

Electronic   

 

18. Do you weigh lambs post weaning to; 
 

 Never Sometimes Always 

a. Monitor lamb growth rate    

b. Draw lambs for sale    
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19. How important are the following factors in your pasture management post 
weaning.  (where 1 = high importance and 4 = low importance): 
 

 1 2 3 4 

Sward height     

Low % stem to green leaf     

Low worm burden     

Clover     

Set stocking     

Rotational grazing     

 

20. Do you grow a specialist forage crop for finishing lambs? Y [   ] or N [   ] 
 

21. Do you creep feed lambs; 
 

 Never Sometimes Always 

a. Pre-weaning    

b. Post-weaning    

 

 

22. How important are the following factors in your decision to worm (where 1 = 
high importance and 4 = low importance): 

 1 2 3 4 

Visual (dirty backsides)     

Testing (eg, Wormscan)     

Routine programme     

 

23. Do you drench your lambs for fluke?  Y [   ] or N [   ] 
 

24. Do you vaccinate lambs post-weaning to protect against; 
 

 Y N 

Clostridial diseases   

Clostridial + pneumonia   

Pneumonia only   

 

25. Do you apply any fleece treatments around weaning time to cover lambs 
through late summer and autumn? 

 

Never  

Sometimes  

Always  
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26. How do you rate your sheep yards with respect to the following operations?  

(where 1 = excellent and 4 = poor): 
 

 1 2 3 4 

Shedding into groups     

Drenching     

Tagging     

Weighing     

Loading onto lorries, stock trailers.     

 

27. How frequently do you handle lambs for selling? Tick 1 box for each sale 
period. 

 

 Weekly Fortnightly 3-weekly 

Before peak sales    

During peak sales    

After peak sales    

 

28. When drawing lambs for sale, do you: 
 

Please tick all that apply Y N 

Draft lambs yourself   

Rely on FSS fieldsman to draft lambs   

(Where using a fieldsman) do you sort lambs before he arrives   

Identify and mark lambs that will probably draft next time   

 

29. In the 12 hours before loading your lambs, do you: 
 

Summer - Please tick all that apply Y N 

Graze as normal in grazing field   

Hold in a “bare” field close to steading   

House and feed hay plus water   

House and offer water only   

 

Autumn/winter - Please tick all that apply Y N 

Graze as normal in grass field/forage break   

Hold in a “bare” field close to steading   

House and feed hay plus water   

House and offer water only   

Ensure that lambs are bedded on straw   

 

30.  When fleeces are dirty, do you clip lambs to clean them prior to uplift to the 
abattoir? 
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Always  Sometimes  Never  

 

31. If you use your co-op’s fieldsman, do you find the service?  (ring the score, 
where 1 = excellent and 4 = poor): 

 

1 2 3 4 

 

 

 

 

32. How do you rate your ability to draw lambs for slaughter?  (ring the score, 
where 1 = excellent and 4 = poor): 

 

1 2 3 4 

 

33. How do you value the grading information you receive from FSS? (ring the 
score, where 1 = very useful and 4 = little use) 
 

1 2 3 4 

 

34. Do you use EID tags to capture livestock information (eg, growth rates, sire)?  
Y [   ] or N [   ] 

  

35. Please add any other comments in space below. 

 

………………………………………………………………………………… 

 

………………………………………………………………………………… 


