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INTRODUCTION 
 
British farming is faced with a complex mix of 
modern-day challenges owing to climate change 
and environmental degradation, Brexit and 
changes in subsidy structures, financial pressures, 
an ageing workforce, just to name a few. Now 
more than ever, there is an urgent need to create a 
more sustainable, resilient and equitable food 
system which backs British produce, fosters 
innovation and protects the environment. 
 
Regenerative Agriculture (RA) promises to 
address many of the challenges associated with 
conventional farming by building soil health, 
reducing reliance on synthetic inputs, improving 
resilience to extreme weather and even helping 
minimise levels of warming gasses in the air. 
However, the regenerative transition (RT) does 
come with costs – both indirect and direct. It’s 
vital that these costs are appropriately identified 
and acknowledged to enable the development of 
frameworks to aid the rapid scaling of RA across 
our farmed landscapes. 
 
Our report aims to build a clear, evidence-based 
business case for RA by modelling the impact of 
an initial, 5-year RT on three arable farms with 
three different soil types in the East of England: 
Loam, Clay and Sand Farms. Soil type has a 
significant influence on cropping choice, field 
activities and, therefore, outputs.  
 
Farmers (32 surveyed and 12 interviewed) are recruited 
in the research to better understand the costs and drivers 
associated with the RT. Financial institutions are also 
consulted to investigate the existing and prospective 
support available to fund the RT. 

 

The Model Farms 
 

Each is a 600-ha arable unit. In each case, the 
aim is to move the farm from a conventional 
system, taken from a base year, towards a more 
regenerative approach by adopting a series of 
practices which would be most suitable and 
realistic on that farm according to the soil type.  
 
Loam Farm: Medium textured, Grade II soils in 
Cambridgeshire. 
 
Clay Farm: Heavy, Grade III land in 
Leicestershire.  
 
Sand Farm: Light, Grade II-III soils in Suffolk. 
 
Although the RT employed on the model farms 
varies for each enterprise, it follows a broad set 
of principles, primarily: reduction in tillage 
intensity, the return of crop residues to the soil, 
the use of cover and catch crops and the 
integration of grazing livestock into arable 
fields. Please see full report for more details on the 
modelling methodology.  

 



PAGE   3 

 From Risk to Reward 

 
 

   

Key Findings 
 

 
1. There is a challenging transition period  

Farm profitability declines during the five-year RT across all soil types. However, 
there is a strong upward trajectory of profitability by year 5, indicating a potential 
end to the ‘transitional’ period in the short-medium term and thereafter.  
 

2. Risk must be more evenly shared  
82% of farmers surveyed felt the risks associated with the RT should be more evenly 
spread across the supply chain. A more collaborative partnership between farmers 
and those who rely on the produce they generate, is essential. 
 

3. Climate change is adding to the challenge  
Many regenerative practices farmers are seeking to adopt are becoming 
increasingly more challenging in a climate of more consistent extremes.  
 

4. Short-termism is stifling the transition  
The RT is a long-term proposition, yet the food and farming landscape is littered 
with short-term thinking. There must be more joined-up thinking, which supports 
farmers to invest in the health of our soils and landscapes.  
 

5. Regen is a route to resilience  
It’s difficult to justify the RT to farm businesses on its own financial merits. 
However, the RT brings wider benefits for farm and supply chain resilience.  
 

6. Knowledge exchange and training is crucial to leave the status quo  
There is a learning ‘cost’ to the RT and moving away from the status quo requires 
mindset change. Farmers learn best from other farmers, but government and 
supply chain must help facilitate learning to accelerate the success of transition. 
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1. There is a challenging transition period  
 

The profitability of all three farms declines in the first years of the transitional period. This decline 
largely results from reduced yield, some increased costs (e.g. cover and catch crops), some reduced 
revenue (e.g. straw sales) and investment in new equipment. 
 

 
Figure 1. Profitability (£/ha pre-rent & finance) of the three farms across the initial 5-year transition period vs breakeven point. 

 
 

As can be seen in Figure 1, farm context (e.g. soil type) does significantly determine the impact of the 
transition. Table 1 highlights that neither Loam nor Sand Farm return to the pre-transition level of 
profitability by year 5. Clay Farm does manage to exceed base year profitability by year 4 after an 
initial drop. The deficit per hectare across each of the farms across the transition period varies between 
£73 and £398.90, giving an average per hectare per year cost of between £14 and £79.78. If we are 
looking for a true ‘cost of the regenerative transition’ figure, then perhaps this is it, a cost which must 
either be borne by the farmer or can be shared across both the private and public sector. These figures 
demonstrate the very real challenges facing farmers in the RT, but also how those challenges fall 
differently in different contexts, further increasing the difficulty of supporting that transition fairly. 
 

 
Farm 
 

Base 
Year 

T1 
 

T2 T3 T4 T5 Transition 
deficit (£/ha) 

Average 
deficit/ha over 
the RT (£/ha) 
 

Loam Farm 
income 
(£/ha) 
 

463.30 460 423 437 418 459 119 23.80 

Clay Farm 
income 
(£/ha) 
 

263.50 225.40 224 219.40 270.90 305 73 14 

Sand Farm 
income 
(£/ha) 
 

387.50 333 303.10 242.20 298.10 362.10 398.90 79.78 

Table 1. Transitional gap to base income. Income = surplus, pre-rent and finance cost. 
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2. Risk must be more evenly shared  
 

As identified above, farmers are likely to encounter a 
period of reduced profitability and increased business 
risk when engaging in the RT. In our survey results, 93% 
of farmers agreed the RT carries increased risk in the 
short term and there was clear agreement that the 
responsibility of supporting RA should be shared more 
widely (Figure 2).  

Figure 2. Results in response to ‘Do you believe that any of the following 
should offer more financial support for the transition to more 
‘regenerative’ farming practices?’.  

 
Results suggest that farmers view the RT as a systemic 
issue that cannot be solved by traditional government 
support alone. Instead, it requires collective 
responsibility across the entire food chain, with both 
market actors and consumers contributing to and 
ultimately benefitting from the costs of transformation. 
 

3. Climate change  
 

Climate change is already a systemic risk and poses a 
significant challenge for the RT. It is also the single 
biggest reason why we must make the transition. 2020, 
2024 and 2025 were the three worst cereal harvests by 
volume in England since the early 1980s, and climate-
attributable losses for the English cereals sector alone 
between 2020-2025 stand at £2bn1.  
 

“I feel like with the way the seasons vary so much, you 
do need quite a lot of years before you can really understand 
whether something is working or not and you're not going to 
see the benefits straight away anyway. If it does work, it's not 
going to happen in one or two years, it's going to be a number 
of years before we'll see it.” (Interviewed Farmer) 

4. Short-termism is stifling the 
transition  

 

It is the longer-term transition which 
holds the promise of improved 
profitability ‘over the horizon’. Yet, the 
food and farming landscape is rife with 
short-term thinking, whether in the form 
of constantly shifting government policy, 
short-term supply chain agreements or 
farming decisions taken in response to 
sub-optimal business conditions. The RT 
is in its infancy, and that discernible 
progress across the UK in only a 
relatively few years has been remarkable. 
However, the leading mechanism in 
England to encourage a transition to 
more sustainable farming methods – the 
Sustainable Farming Incentive (SFI) – has 
proven itself to be highly inconsistent and 
volatile as a result of short-term political 
decision making and the low priority 
given to both agriculture and the 
environment in successive governments. 
With farmers looking elsewhere for 
support, the landscape is patchy with 
great sectoral, geographical and temporal 
variation spanning the supply chain and 
financial sectors. To support the majority 
of farmers in the RT, such a scattergun 
approach is insufficient. 

 
1 Lancaster, T. (2025) ‘Summer drought costs UK arable farmers over £800m – new analysis.’ Energy & Climate Intelligence Unit | Summer drought costs UK arable… 

 

https://eciu.net/media/press-releases/2025/summer-drought-costs-uk-arable-farmers-over-800m-new-analysis
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5. Regen is a route to resilience 
 

Our modelling demonstrates that it’s 
difficult to justify the RT to farm businesses 
on its own financial merits, at least in the 
initial five- year period. However, all 
players consulted for this report recognise 
the more intangible benefits of the RT, 
along with the cost of inaction. It’s 
noteworthy that the four leading responses 
in our farmer survey, seeking motivation 
for adopting more regenerative farming 
principles, centred on business resilience, 
as seen in Figure 3. Furthermore, the banks 
and lenders consulted in this research 
stressed that while they acknowledge and 
support the RT, resilience rather than 
profitability is the key desired outcome. In 
a world of increasing uncertainty and 
disruption, all stakeholders in the value 
chain must consider what premium they 
place on more reliable and robust sources 
of supply, less impacted by extreme 
weather and less dependent on volatile 
external inputs.  

Figure 3. Results in response to ‘What were the drivers behind  
adopting more ‘regenerative’ farming principles?’. 

 
 

6. Knowledge exchange and training  
 

Bottom-up training and networks are critical 
for fostering productive and resilient 
agriculture by building trust, facilitating peer-
to-peer learning and promoting the adoption 
of innovative, practical and contextually 
suitable solutions. To support the RT, training 
and networks must:  
 

• Be farmer focused and farmer led to 
generate localised, tried and tested knowledge 
to accelerate the transition. 

• Be based on robust and transparent 
research and evidence that is demand-driven 
and can be trusted by farmers. 

• Offer broader training and development 
opportunities that go beyond the practicalities 
of RA and invest in the next generation of 
farmers.  
 
“Knowledge exchange needs to be done by farmers, 
for farmers, to farmers. The right people need to be 
delivering the right knowledge exchange to the 
right people.” (Interviewed Farmer) 
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 Our Recommendations: 
 

For government:  
 

Provide confidence and leadership – government is the unique 
enabler for the food sector. It must adopt a more consistent 
approach to agri-environmental policy. 
 

De-risk and support the RT at scale – through support schemes 
such as SFI, but also by expanding transition finance products 
such as those already entering the market. 
 

Tackle unfairness in the supply chain - food prices don’t 
necessarily need to increase, but the prices paid at the farm gate 
for commodities do. 
 

Implement joined up thinking – in the decision-making process 
across government departments to ensure policy priorities are 
consistent.  
 

For value chain: 
 

Adopt a partnership mindset and share the risk of the RT - trust 
needs to be built between farmers and other players in the value 
chain to invest in resilient relationships. 
 

Align and rationalise data requirements – to achieve a more 
collaborative approach with farmers in building the case for the 
importance of good farm data whilst better aligning objectives 
and requirements.  
 

Invest in knowledge exchange and training - there is 
widespread need for upskilling in the implementation of a 
successful RT and key value chain players are well placed to help 
convene such peer-to-peer learnings. 
 

Speak with one voice to government - with farmers, processors, 
retailers and the financial sector all speaking as one there is a 
greater likelihood of influencing better policy decisions across 
government.   
 

For farmers: 
 

Know your costs - more regenerative rotations do offer 
opportunities to control costs, however, this does have to be 
balanced against novel costs during the RT. 
 

Collaboration is vital - British farmers have historically adopted 
a fiercely independent attitude, however collaboration is vital to 
de-risk and de-leverage the RT. 
 

Recognise diverse income streams - identify what support is 
available and use it to underpin more sustainable farming 
operations and build business resilience. 
 

Embrace the opportunities presented by the RT - the RT offers a 
pathway towards a more resilient farm business, and farmers 
have an important role to play in demonstrating to the public 
why they should care about more sustainable, high-quality food. 


