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Why are we developing 
this strategy

Cornwall’s Farms Service was established before 
the 1st World War (1909) and significantly grew in 
size and importance after the First World War as 
they provided opportunities for returning soldiers.

The Council Farms Estate stretches to 10,819.32 
acres or 4489 ha (approximately 1.5% of Cornwall 
land area) and 91 let farm units which are spread 
across the length of Cornwall and is the third 
largest local authority owned county farms service 
in the UK.

It is a major contributor to the local economy. In an 
estimated £594m industry for Cornwall that  employs 
approximately 11,000 people, the Rural Business 
School of Duchy College have estimated that £15m or 
2.5% can be attributed to the Council Farms Estate. 

We have to make responsible use of this asset 
and ensure the Council Farms Estate contributes 
to delivering a sustainable future for all of us. We 
know that current standard farming practices are 
contributing to a number of the problems with our 
environment, such as loss of biodiversity , impacts 
on water quality, carbon emissions, soil erosion 
etc. However, we also know that good farming 
practices can enhance local ecosystems and 
deliver environmental growth. We see a role for 
the Cornwall Farms Estate in showing leadership 
and acting as a catalyst for positive change within 
the farming sector. 

This strategy marks a step change in defining the 
role and purpose of the estate and sets out Cornwall 
Council’s ambitions to deliver well-equipped farm and 
business opportunities to enable tenants to establish and 
grow a successful business  in a way that also delivers 
environmental growth, promotes health and wellbeing and 
enhances the distinctive historic landscape of Cornwall.

Farming with nature can be highly productive 
for food production and other ecosystem goods 
and services. Actively encouraging methods of 
production which have this in mind will have a 
substantial impact on realising the potential of the 
Estate over the next decade. 

The estate also has approximately 500 acres 
of woodland which has a number of potential 
uses that can generate income as well as deliver 
environmental growth. 

In 2018 Cornwall Council undertook a full review 
and held an inquiry over the future of the 
Council Farms Estate. Taking evidence from 39 
witnesses, this strategy has been built up using 
the recommendations from the inquiry along with 
information from national policy and other related 
local strategies.   
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What are we consulting on?
We are consulting on the draft strategy which sets 
out our intentions for the County Farms estate to 
continue to play an important role in supporting 
local communities by delivering profitable, efficient 
agricultural production and rural businesses which 
use the best environmental practices, technology 
and techniques. 

This strategy will be the framework for making a step 
change in the role and purpose of the estate enabling 
tenants to grow successful businesses which also 
deliver environmental growth, promote health 
and wellbeing and enhance the distinctive historic 
landscape of Cornwall.   
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What’s in the strategy?
To achieve our ambitions, every holding in the 
Estate will be required to play its part. To this end 
Cornwall Council will develop an Estate Business 
Plan taking account of the current performance 
and potentials of each farm  and will work with 
tenants to put in place a Whole Farm Plan for each 
holding, with clearly defined and agreed goals. 

To grow financially and 
environmentally sustainable 

businesses using principles of 
integrated farm management; 

creating employment and 
sustaining dynamic rural 
businesses, encouraging 

opportunities to add value, meet 
local market needs, adopting 

innovative practices and delivering 
high animal health and welfare 

standards.  

To provide a ‘gateway’ into 
agriculture for new entrants 
to farm on their own account 

and provide a platform for 
them to progress  and grow 

their business.

To sustain and build rural 
communities, by supporting, 

aiding employment and business 
opportunities in the countryside 
and providing opportunities for 

greater public access. The County 
Farms estate will also develop 
opportunities to grow public 

understanding of food production 
(forest schools, community orchards 

etc.) and enjoyment of the natural 
environment and the delivery of the 

health and wellbeing agenda and 
supporting pioneering, innovative 

business models.

To enhance and extend high 
quality habitats, valuing and 
conserving heritage assets, 

optimising the performance of 
soils, adopting opportunities 

to improve water quality, 
increasing canopy cover, 

sustainable energy and circular 
economy and delivering all 

aspects of ecosystem services.Farming Futures Environmental 
Growth

Vibrant 
Communities

Sustainable 
Estate

Our four 
ambitions

This strategy captures our intentions and 
overarching ambitions for the Estate as a whole 
and provides a critical focus for action. 

Building on the recommendations from the Farms 
Strategy Inquiry, this draft Strategy for the Council 
Farms Estate has been developed around  four key 
ambitions. 
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Accessible Access
Eco schools 
Allotments 
Care farms 
Forest schools 
Community supported agriculture

Profitable Production
Partnership model 
Diversification 
Alternative use of land 
Renewable energy 
Adding value 
Innovative farming

Good Governance
Tenant selection 
Portfolio holder 
partnership 
County farms liaison panel 
Innovative tenancies 
Framework contracts

Enhanced Environment
Natural flod management 
Landscape 
Working with natural processes 
Historic envirnment 
Increased biodiversity

Informed Investment
Academic partnerships 
Innovative funding 
Support capacity 

Whole Farm Plans

Enabling 
the council 
farm estate

Environm
ental        Vibrant Community     

  F
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m
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g 
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  Sustainable

Measured Management
Outcome focus 
Mentoring 
Estate business planning
Annual reporting

Farming Futures - To provide a gateway 
into agriculture for new entrants to 
farm on their own account and provide 
a platform for them to progress and 
grow their business.
Profitable farm businesses are the foundation of 
the Council Farm Estate. It is essential that the 
opportunities offered provide appropriate levels of 
land and buildings so that all tenants can develop 
their business plans without unreasonable 
constraint. Equally, all tenants need to understand 
and be able to respond to the marketplace with 
goods and services for both niche and commodity 
markets when opportunities arise as well as 
ensure their businesses and future plans are 
compliant with national and local regulatory 
frameworks, such as Cornwall’s Local Plan. 

Healthy, well-managed soils are a key component 
of the estate for achieving profitable production 
and a long-term sustainable estate. 

The Estate will:

• work to provide farm units with efficient and 
compliant infrastructure. The Estate will 
support tenants’ expansion, their progression 
from  the Estate or additional employment on 
their existing holdings. 

• contribute capital and revenue resources over 
the duration of the Strategy to undertake 
planned buildings work to ensure all residential 
properties meet the Decent Homes criteria.  

• support and encourage tenants who seek to 
adopt diversification opportunities (subject to 
appropriate permissions such as planning) to 
help them add value to farm products and to 
meet market needs and expectations.

• make and support viable investments in energy 
efficiency, renewable electricity and heat 
energy as well as novel crops and innovative 
farming techniques and technologies to work 
towards a sustainable estate.

• work with tenants to support their 
entrepreneurial Whole Farm Plans that enable 
them to be resilient to changes in market prices 
and ensure that investment generates a return 
and creates employment.

• provide support in the form of business 
mentors and  training signposting in the form 
of Continuous Professional Development 
opportunities for tenants.
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The development of “smart agriculture” changes 
in funding streams and fast-moving market 
prices require a flexible and reactive landlord. 
Investment must be built on sound business plans 
which have been challenged and tested. We will 
ensure sound business planning is in place for 
both landlord and tenant and that diversification 
and growth come out of strong agricultural 
production and rural businesses by: 

• Creating partnerships and participating in 
applied research initiatives with local and 
national academic partners

• Encouraging good decision-making by providing 
business mentors to tenants, and signposting 
them to advisors and academic institutions who 
can help develop their plans.

• Utilising data  from effective monitoring and 
evaluation of the Estate, to identify trends and 
patterns. 

Environmental Growth  - To enhance 
and extend high-quality habitats, 
valuing and conserving heritage assets, 
optimising the performance of soils, 
adopting opportunities to improve 
water quality, increasing canopy cover 
and sustainable energy,  contributing to 
the circular economy and delivering all 
aspects of ecosystem services.
The Farms Estate offers the most significant 
opportunity for Cornwall Council to demonstrate 
leadership in the agricultural sector through the 
delivery of the Cornwall’s Environmental Growth 
Strategy within a sustainable farming estate. 
Future management of the Estate will seek to 
incentivise tenants to deliver ‘public goods’ in 
support of the Environmental Growth Strategy 
through the use of Management Agreements and 
Whole Farm Plans by:

• Working with tenants in partnership to identify 
individual holdings  requiring protection, 
maintenance and enhancement ) on . 

• Identifying opportunities in training and 
support ,  in schemes and systems  to deliver 
environmental growth and to decarbonise 
farming.

• Working in partnership with adjoining 
landowners to establish links and support 
connected habitats, delivery of ecosystem 
services, sustainability and conservation.

• Providing  support and possible financial 
incentives to tenants who deliver or manage:
• Healthy,  regenerated soils.
• Improved water quality.
• Increased high value habitats and enhanced 

biodiversity.
• Natural flood management.
• Working with natural processes.
• Value to nature .
• Certified organic production systems.
• Land in agri-environment schemes.
• Certified land under Pasture Fed Livestock 

Association (PFLA).
• Certified land under Linking Environment 

And Farming (LEAF).
• Energy efficiency and renewable energy
• Biodiversity net gain opportunities resulting 

from development in Cornwall.
• Carbon offsetting and the Canopy Action Plan.
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Vibrant Communities - To sustain and 
build rural communities, by aiding 
employment and business opportunities 
in the countryside and providing 
opportunities for greater public access. 
The Council Farms Estate will also 
develop opportunities to grow public 
understanding of food production (forest 
schools, community orchards etc.) and 
enjoyment of the natural environment 
and help deliver the health and wellbeing 
agenda while supporting pioneering, 
innovative business models.
There are a number of important social functions 
that the Estate can perform in delivering wider public 
benefits to the population of Cornwall. This strategy 
is seeking to enable our farm businesses to maximise 
the  provision of education, health, wellbeing 
and recreational opportunities through a greater 
connection to our natural and cultural heritage.  
Through working with local communities, voluntary 
and social enterprise sectors, our farm businesses 
can expand the experiences of communities, children, 
young people and their families – strengthening 
identity, community, place and belonging .

This can be facilitated by:

• Exploring options for diversified activities in care 
farms, forest schools, eco schools, educational 
visits and training, allotments and community 
support agriculture.

• Offering extra support, including introduction 
to Cornwall Council’s Social Services referral 
teams, where there may be opportunities to 
make provisions for children and young people 
with Special Educational Needs and Disabilities 
(SEND) and their families.

• Recognising the social value and benefits 
of recreational space by exploring ways to 
encourage and maximise use e.g.  connecting 
habitats, creating access routes and extending 
the public rights of way network.

•  Supporting  appropriate development or  land 
management initiatives, such as  ‘biodiversity 
net gain’ schemes on Estate land to support the 
Cornwall Local Plan. 

• Considering opportunities for Suitable 
Alternative Natural Greenspace (SANGs) which 
can arise as a result of developments impacting 
on  Special Areas of Conservation and Special 
Protection areas through the Cornwall Local 
Plan.

• Increasing tree cover, improving woodland 
management and opportunities for public 
access in line with Cornwall’s Canopy Action 
Plan.

• Working with neighbours and partners such as 
the National Trust and Cornwall Wildlife Trust 
who provide similar, social and environmental 
opportunities and experiences.
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Sustainable Estate - To grow financially 
and environmentally sustainable 
businesses using principles of 
integrated farm management; 
creating employment and sustaining 
dynamic rural businesses; encouraging 
opportunities to add value and meet 
local market needs; adopting innovative 
practices and delivering high animal 
health and welfare standards. 
The core tool for the delivery of this Strategy 
and the Estate Business Plan is the Whole Farm 
Plan which will set out the agreements between 
landlord and tenant of the expected performance 
of the Farm.

Monitoring and evaluation is an important 
management tool and requires careful planning 
to ensure it does not create management burdens 
without outcome.  The Farms Service will work in 
partnership with a local organisation  to produce 
tri-annual reviews in and Farm Business Surveys to 
gather performance indicators for the Strategy.

Tenants will have:

• Dedicated resources and a partnership with the 
Farms Service for at least 12 months to support 
the preparation of Whole Farm Plans for 
environmental growth, increasing public access, 
education and/or care farming over the period 
of their tenancy using support and specialist 
input or training as required.

• Access to services using remote sensing and 
new technology to provide data efficiently and 
cost- effectively across the Estate in partnership 
with academic counterparts.  

• An annual business health check and  
dashboard report to support business planning 
and investment justifications. 

• Farms Service monitoring to identify any trends 
in needs or opportunities for joint training or 
learning sessions between tenants where there 
is good practise and innovations that can be 
shared throughout the Estate.
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As a publicly-owned Farms Estate the approach to 
governance must ensure we consider the public 
interest in the management of the estate. This 
occurs through Estate decision-making through 
a number of levels in the Council. This Strategy 
will catalyse the following changes to Governance 
arrangements:

• A revised Terms of Reference for the Council 
Farms Panel to bring the monitoring of the 
Estate in line with the Strategy and Business 
Plan.

• A process of six-monthly reporting to enable  
the Farms Panel to measure performance 
against the Cornwall Counci’s Farms Strategy 
2019-2039.

• Ensure our tenants fully understand and 
evidence farming techniques that meet the 
Council’s Strategy.

• A tri-annual performance reporting system 
measuring against baseline data, to inform Key 
Performace Indicators and support investment 
decisions as well as monitor the progress  
of tenants’ businesses, their delivery of 
environmental growth and wider public goods

• A revised framework for maintenance, repairs 
and renewals will be prepared to include 
reviewing options for enabling tenants.

How will the consultation work? 
The consultation will run until Monday 5 
August. We want to hear from a wide range 
of people, including current and prospective 
farm tenants, environmental groups and  
communities where Estate farms  are 
located. 

To provide feedback, please complete the 
consultation questionnaire, available online  
www.cornwall.gov.uk/farmstrategy and 
as hard copy on request. Please ensure your 
response has reached us by Monday 5 August 
2019. 

During this time, we will be discussing the 
strategy with our tenant farmers via the 
tenant farmers forum. In addition we will be 
meeting with Cornwall’s Young Farmers.

If you have any queries about this 
consultation and to request hard copies, 
please contact 01872 322162 or e-mail 
countyfarms@cornwall.gov.uk

The consultation results will be reported to 
the Council’s Cabinet in September 2019. If 
Cabinet agree to adopt the strategy, it would 
come into effect from October 2019.

• A new framework to guide rent-setting by 
adopting a formula and guidelines to offer 
incentivised rent for tenants that deliver 
significant environmental growth and public 
goods.

• Reduced rent by for new tenants by 50%  over 
the first three months of their tenancy in order 
to help establish their businesses and support 
the development of their Whole Farm Plan.

http://www.cornwall.gov.uk/farmstrategy
mailto:countyfarms%40cornwall.gov.uk?subject=


More information
For more information, please visit:
www.cornwall.gov.uk/farmstrategy

Contact
For advice and guidance please email us at:
countyfarms@cornwall.gov.uk

Or call us on:
01872 322162

If you would like this information in another 
format or language please contact:
Cornwall Council, County Hall, 
Treyew Road, Truro, TR1 3AY 

e: equality@cornwall.gov.uk
t: 0300 1234 100
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