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Your workshop presenter today is: 
 
 

Gary Morton P.Ag., CPF  
 
Gary is an agriculture consultant, 
professional speaker, professional 
facilitator, author and entrepreneur.  
His company Morton Horticultural 
Associates is based in Coldbrook, 
Nova Scotia. He has been providing 
innovative management consulting 
services and advice to organic 
agricultural based businesses and 
organizations across Canada for over 
25 years.  He specializes in value 
adding, new product development, 
market innovations and strategic 
business planning.   
 
His prime goal is to help his clients find new value and success from what they 
already have on their farms.  He is a partner in a specialized native plant nursery 
business with his brother Jeff.  He is also co-author with Bev Connell of two best 
selling CFBMC publications; �“Adding Value through Farm Diversification�” and 
�“Farm Business Planning, Understanding, Preparing & Using!�” as well as the 
2003 ACORN Organic Market Research and Action Plan Report. He lives in 
Coldbrook, Nova Scotia in the heart of the Annapolis Valley with his wife Lynda, 
son Alex and dog Sam. 
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Message from the author; 
 
I want to thank you for taking the time from your business to come and 
participate in this Growing Your Opportunities series workshop; Value Plus�™ - A 
Quest for New Farm Value.  Many organic farm/ranch managers are finding that 
supplying organic commodity products to organic commodity markets is not 
enough.  Not enough market, not enough return, not enough margins, and 
definitely not enough profit.  Across North America farm managers are exploring 
value adding in an attempt to find new ways to sustain the farm and create 
opportunities for the future.  Some see value adding as a way to enter agriculture 
and fulfill a life long dream, while other simply want to create new jobs for family 
members.   
 
I personally believe all farm businesses can benefit from looking for new value 
from what they have already got.  Everyone can find some new value that they 
can offer their customers that will help to differentiate them in the marketplace.  If 
you want change, then you have to take action.  Attending this workshop is a first 
step to making change happen on your organic farm/ranch.  This workshop 
doesn�’t have all of the answers, but it will help you to learn how to look at your 
business in new ways. Value adding has changed many businesses, allowing 
them to create access to new markets, new income streams and cash flows, 
employ more people, and develop more job opportunities, so more family 
members can earn a living from the organic farm/ranch. 
  
The content of this workshop is based on the Canadian Farm Business 
Management Council�’s publications; �“Building Added Value, Through Farm 
Diversification�”, and �“Farm Business Planning: Understanding, Preparing and 
Using�”, which I co-authored with Bev Connell.  This workshop is an effort to 
further apply the concepts found in these two books and to study how real life 
farm innovators (Agra-vators�™) are doing it.  In this workshop we go through 
exercises to give you practical strategies to help develop new value added ideas 
for your farm/ranch business.  Every farm/ranch has some hidden value that 
when found, developed and polished up, has the potential to bring new value 
back to the farm/ranch. 
  
Good farming, new value, and fair returns! 
 
R. Gary Morton 
 
 
 
“The significant problems we face cannot be solved at the same level of 
thinking we were at when we created them.”  

                                                                             Albert Einstein 
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VVaalluuee  PPlluuss�™ 
�“A Quest for New Organic Farm Value�” 

 
 

DAY ONE 
 
 
 

Section 1.0 Introduction 

Section 2.0 Value Adding 

Section 3.0 Value Added Process 

Section 4.0 Idea Development 

Section 5.0 Marketing 
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1.1 Meet & Greet  
 
 Your Workshop Leader /Facilitator 

 
o Background and information on your workshop leader. 

 
 Participant Introduction 

 
o Who is here today, what do you do and why did you choose to come to 

this workshop?  (Your expectations?) 
 
 Review The Two Day Workshop Agenda 

 
o Review the day one agenda. 
o Review the day two agenda. 

 
 

1.2 Pathway to Change 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
1.3 What is an Agra-vator? 

 
Innovator: Someone who creates a new process or way of doing things. Often a 
visionary, pioneer, trailblazer, or ground breaker that looks to do things in 

Section 1.0 Introduction 
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different and innovative ways to find and create new value from a product or 
service. 
Aggravator: an unpleasant person who is annoying or exasperating.  NOT! 
 
Agra-vator�™: Someone based in agriculture looking for new value opportunities 
for and from their farm business. Unfortunately, an Agra-vator�™ is often not 
initially seen by their peers as a visionary, pioneer, trailblazer, or groundbreaker.  
True Agra-vators�™ focus on turning their stumbling blocks into the stepping 
stones that will move them forward to new opportunity and future success. 

 
1.4 Introducing the “Squidget™” 

  
Widget: is frequently used in texts and speech, especially in the context of 
economics, to indicate a hypothetical "any-product."  
 
Let�’s meet the Squidget�™, our hypothetical �“any product�” for this workshop. 
 
Throughout the course of this workshop, you will be following the �“squidget�™�” 
through the value added development process.  Using the Squidget�™ will allow 
for a more interactive and hands on approach to this workshop and give 
participants a better understanding and practical grasp of the value added 
development concepts. 

 
1.5 Trends Happening on the Farm 
 
What We Currently Know! 

 
 

Commodity  
$ Prices,  
Profits, 

& Margins 

Risk  
Management  

Support to  
Farms 

Number of  
Traditional  
Wholesale  

Market  
Opportunities 

Total  
Number of  

Farms 

 
Input Costs, 

Size of  
Farms, Cost of 
Buying Farms 

 
Regulations, 

& Food  
Safety  

Requirements 

 
Consumers  
Interest in  

Where Food  
Comes From 

 
Value Added, 

Organic, & 
Alternative  
Agriculture 
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1.6 The Changing Agriculture Landscape 
 
The agriculture market landscape is constantly evolving. It is important to monitor 
the paradigm shifts and general trends when looking for new value added 
opportunity. 
 

Old Paradigm New Paradigm 
Pesticides Are An Acceptable Aspect  

of Food Production 
 

Pesticides Are Not  
Environmentally Friendly 

Produce A Product And Someone  
Will Buy It 

(Production Driven Focus) 

The Market Demand Pulls Products 
Through the Marketplace Not the Supply 

(Market Driven Focus) 
 

We Trust Others For The Security  
of Our Food Supply 

We Want Guaranteed  
Food Chain Safety 

 
Corporate Faceless Giants  

Produce Our Food 
 

Who produces our food? Putting the Face 
of the Farmer Back on Food. 

 
Mono-crop Production and a  

Wholesale Market Focus 
Direct Marketing to the  

End Consumer  
 

Reliance on Others  
To Create Markets 

 

Sustainability and Farm Security Comes 
From Developing Our Own Markets 

 
Baby Boomers 

 
Silver Foxes 

Snail Mail, Telephone, Fax Computers, Internet,  Personal 
Communication Devices 

 
 
1.7 Trends That Are Impacting Agriculture 

 
 Food Safety and Food Security 

o How could your business turn this into a market advantage? 
 

 Technology Changes (Internet, GPS, Cell, Computers, Weather Forecasting) 
o How could your business use new technology to create new customer 

value? 
 

 Consumer Demographics 
o What might the changing demographic segments of the population 

want that you could produce for them? 
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 Global Warming (Production Aids) 

o What technologies could you use to minimize the effects of global 
warming and create new market opportunities? 

 
 Increase in Consumer Leisure Time 

o How could you turn the isolation of rural farming/ranching into a leisure 
opportunity for others? 

 
 AgriTourism / Nostalgic Reflection 

o How could you make your farm/ranch a consumer destination? 
o How could your business appeal to the growing desire for farm 

nostalgia? 
 

 Time to Prepare a Meal, Demand for Healthy Convenience Foods 
o How could you change your product to be more convenient? 
 

 Live Food Movement/ Slow Food Movement 
o Does this trend have opportunity for you? 

 
 Buy Local / Put Face of Farmer on Food 

o How could you better connect with local customers? 
 
 Direct Sales: Farmer’s Markets, Roadside Markets 

o What would make direct sales a good strategic move for your 
business? 

 
 Distribution Channels: Food Service VS. Retail 

o Are there other market channels that you should be targeting? 
 
 Value Added Processing 

o How could you add new value to your products through further 
processing? 

 
 Specialty & Niche Markets 

o What do you really do well that a select target market group would 
value? 

 
 Organic Foods 

o How can you continue to benefit from this growing market opportunity? 
 
 Renewed Interest in Horses 

o What resources do you have that could benefit from this information? 
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 USA Homeland Security Program (Access to food from or through the USA.) 

o How can this be turned around into an opportunity or market 
advantage for your business? 

 
 Product Branding/ Private Labelling  

o How could you use branding to differentiate your products from the 
competition in the marketplace? 

 
 Increased Regulations 

o What niche markets in other parts of the world could you supply? 
o How can you turn regulations into a market advantage? 

 
 Export Markets 

o How do you benefit from the fact that every year around the world, 
millions of people are increasing their available disposable income and 
the demand for specialized consumer goods? 

 
 

 
1.8 Top 10 Global Consumer Food Trends (Fiona Haynes)3 
 

1. Quick Fix: People that eat at home want to have less hassle in the kitchen.  

2. Drive-and Go: More of us are ordering take-out from full-service restaurants. 

3. Inherently Healthy: Consumers are increasingly choosing natural, healthy 

foods.  

4. Fancy: People are choosing premium, gourmet foods.  

5. Farm-Friendly: Organic and natural are hot, so is fair trade. 

6. Layering of Flavors: Flavored oils and vinegars, pairings of fruity and tangy 

flavors.  

7. Grazing: Healthier snacks.  

8. Low, No, and Less: Low fat, low carbs, no trans fats, low calorie products. 

9. Doctoring Through Diet: Manage or treat a condition through diet. Expect 

more functional foods to appear.  

10. Global Gangbusters: Health and convenience issues are global issues not 

just North American issues. 
                                                 
3 http://lowfatcooking.about.com/od/healthandfitness/a/10foodtrends.htm 
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1.9      Trends That Will Impact Your Ideas 
 
Name three trends or paradigm shifts that are, or could impact your organic 
farm/ranch business, or the development of a new or future value added 
idea/opportunity? 
 

1. ___________________________________ 

2. ___________________________________ 

3. ___________________________________ 

 

 

 

 
 
 
 
 
 
 
 
 

“If you think you can or you think you can’t,  
you’re right on both accounts.” 

     Henry Ford 

Explain why: 
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2.1 Adding New Value 
 
 What is Value? 

 
Value: (val  y ) n. - The ratio of utility (usefulness) to price.  
 

 How Do You Add New Value? 
 

• Increase the �“value ratio�”. 

• Offer new and unexpected value. 

• Create new market opportunity channels. 

• Expand the profit opportunity. 

 

What are three things that you have recently purchased and paid an added value 

premium?    (Consider things where price created a perceived premium value.) 

1. ___________________________________ 

2. ___________________________________ 

3. ___________________________________ 

 

2.2      Why Should You Add Value To Your Organic Products Or Services? 
 

• Status quo not an option. 

• Work smarter not just harder. 

• Market opportunity available 

others may have missed. 

• Creates more employment 

opportunities. 

• Creates more succession 

options. 

• Allows more family members 

to earn a living from the farm. 

Section 2.0 Value Adding - Adding Value 

Trend in Consumer-Oriented v. Bulk Sales 
Source: The Challenges of Change and the Global 
Marketplace, Rover and Smith 1994 
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2.3      Value Added Verses Diversification? 
 
The diagram below illustrates most of the potential change options available to a 
business. The core business is the existing business. Adding value is typically 
moving vertically up the value chain, while diversification is moving horizontally 
from the core business.  The terms value added and diversification are often 
used interchangeably. 

 
Diversification by definition means to give variety, to vary in efforts to minimize 
risk. In basic terms it means not having all of your eggs in one basket. 
Farm/ranch diversification is basically any new business activity that deviates 
from the historical core business activities.  Value adding is typically considered 
moving farther up the value chain to further enhance an existing products value 
to the customer.  Both diversification and value adding are undertaken in efforts 
to improve the future viability, sustainability, profit and economy of scale of the 
core farm/ranch business.   

 
 

2.4     Commodity Production Verses Value Adding 
 
• In commodity production everyone has same products. 
 
• When value adding you need a unique product or a unique product /service 

advantage. 
 
• Commodity producers tend to focus on what they know today, while value 

adders focus on the opportunities others have missed. 

VERTICAL 

HORIZONTAL 

Contract 
Business 

Diversify 
 

Diversify 
 

 
Diversified 
Business 

Value Added 
New Market 

For Core 
Products 

Exit  
BIZ 

 
Core 

Business 

External  
Business 
(Income) 

Value 
Adding of 

Core 
Product 

Re-invent 
Existing  
Core 
Business 

Organic Farm Business Change Model
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• Most people today have a trained incapacity when it comes to value adding. 

They focus too much on creating reasons why they can�’t do something, 
instead of asking; if it were possible, how would I do it?  

 
• If value adding was easy, then everyone would be doing it, and there would 

be no market advantage or added value to benefit from. 
 
 
2.5 Finding New Value From What You Have Already Got? 

 
How would you add new value to the Squidget�™? 
 
____________________________________________________________ 
 
To find new value you need to start thinking different by looking at your business 
in new ways.  Take off your rose coloured glasses and put on a new pair with  
x-ray vision so you can have an in depth look at your business to find the new 
products and services you could be offering to your customers. 
 
 
I currently produce ____________________________________________. 
 
 
What value (s) does your current 
product offer the consumer? 

What do you value the most about your 
product (s) and service (s)? 

 
 
 
 

 

What resources would help you find 
new value? 

Who could be your mentor and help you? 

 
 
 
 

 

Can your family and staff help? If it were possible, what could you do to add 
new value to your product or service? 

 
 
 
 

 

 
 
 
 

“In the middle if difficulty is opportunity.” 
                                                          Albert Einstein 
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2.6 What other resources do you have available to help you find new 
value on the farm/ranch?   
 

1. __________________________________ 

2. __________________________________ 

3. __________________________________ 

 
2.7 Biggest Challenges for Value Adders 
 
 Value added opportunities are not usually industry opportunities.  Most are 

individual opportunities.  (You loose the comfort and safety of numbers, you 

gain a market advantage and increased return potential.) 

  Other people telling you that you can�’t do it or that it is a stupid idea! 

 
 
What would be your biggest 
challenge to value adding 
your current products or 
services? 
 

 

 
2.8 Ten Biggest Mistakes Made by New Value Adders 
 

# Question Guilty Not 

Guilty 

1 Shooting from the hip with no plan. (Didn�’t create a business plan.)   

2 Didn�’t thoroughly research and validate the market opportunity.   

3 Not building a value added support team.   

4 Not realistically evaluating their value adding skills.   

5 Re-inventing the wheel. (No mentors.)   

6 Under valuing or under pricing their products and services.   

7 Under anticipating financing requirements.   

8 Not promoting the product or service.   

9 Falling in love with their idea and losing objectivity.   

10 Not using programs and resources available for development 
assistance. 
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3.1 The Value Added Development Process 
 
The value added development process is straight forward and basic.  The 
process below will help keep you on track when developing a new value added 
idea. The first step is brainstorming to scout out new ideas that are of interest to 
you. Prioritize them and select the one or two best choices.  Then you need to 
test and validate the opportunities in the marketplace.  Once validated, you 
should then further modify and tweak the ideas to best suit the target market. 
Finally, you can move to building your production capacity, move into the 
marketplace and start growing your market share. 

 
 
3.2 Value Adding Tomatoes 
 
Is a tomato really a tomato?  Tomatoes are sold in many different formats that 
offer different values to different customers.  Each format creates value and 
return based on usefulness to the customer.

The Path to Value Added Development 

 

Scouting & 
Prospecting For 
Opportunities & 

New Ideas 

Product or Service 
Success in the 
Marketplace 

Develop 
Concept Idea 

Discard Idea 
Move On 

 

Test Your 
Concept to 
Validate the 

Market

Discard 
Idea 

Move On 

Build Your 
Production Capacity 
& Deliver to Market 

Discard 
Idea 

Move On 
 

(Critical Path) 

Adjust to Market Feedback 
& Rework Your Concept 

Qualify the 
Idea Against 
Your Criteria 

Section 3.0 The Value Added Process 
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How to Add Value to Agricultural Products (Tomato Example) 
 
The process of value adding does entail taking risk in anticipation of gaining 
greater and new profits.  In the simple example below you will follow a value 
added idea from conception to the market place.  This example is overly 
simplified, but serves the purpose for our exercise. 
 
Example Value Adding Tomato Plants 
Original Business: We grow organic hothouse tomatoes (fruit) for the wholesale 

market. 
 

Mandate: We need to develop new ideas that could value add our 
production. 
 

Scouting: Prospecting for new value added ideas. We could grow and sell 
wholesale organic tomato bedding plants to other greenhouse/ 
garden centre businesses. 
 

Rationale:  We are top-notch growers and grow thousands of organic tomato 
plants each year.  No one knows as much about growing 
tomatoes as we do.  We have the resources, skills, and it fits into 
our production schedule. 
 

Validate Market: Market research tells us who would purchase the new products.  
Undertake a feasibility analysis to determine the cost of 
production and proposed selling price. 
 

Develop Prototype Do a pilot test run to see if we can grow the product at the 
projected cost, and to see if anyone really will buy at the 
anticipated selling price? 
 

Test in the 
Marketplace 

Feedback says that they don�’t want the plants in small packs but 
rather in 6-inch pots.  A quality tag would be a great point of sale 
tool.  They want x, y, and z varieties.   
 

Rework and Retest 
in the Marketplace 

Marketplace says the plants are fine, the tag is nice, but the price 
is 10% too high.  Back to drawing board. 
 

Rework and Retest 
in the Marketplace 

We can only supply X & Y varieties at the new price not z.  But if 
we could get our original price we will print your companies name 
on all of the tags.  The customer agrees and places an order and 
we can fire up production. 
 

Rationale: You have taken an idea to a market order with only a pilot run 
investment.  The way you priced the product you will more profit 
than if the plants were in packs as you originally anticipated.  This 
new venture will allow you to bring key staff in earlier than you 
normally do to get the seeding underway. Potentially a win/win 
situation for you, your staff and your customers. 
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3.3 Nine Key Development Questions 
 
Here are a few key questions that you should be asking yourself at the beginning 
of the value added development process. 
 
1) Why do you want or need to value add your organic products? 
______________________________________________________________ 
 
2) Can this new idea really add enough new value to your organic products and 

services so that your consumers will be willing to pay a premium for them? 
______________________________________________________________ 
 
3) Is this idea truly a unique one? 
______________________________________________________________ 
 
4) If you can�’t charge more, does this idea increase the value of your organic 

products and services enough so the consumer will choose your products first 
over the competitor�’s products? 

________________________________________________________________ 
 
5) What new service(s) could be added to make the product more convenient? 
________________________________________________________________ 
 
6) Are you being objective? (Don�’t fall in love with your ideas, if it isn�’t any good, 

dump it and move on.  There are lots of other good ideas out there.) 
________________________________________________________________ 
 
7) How can you test this idea in the market place without a big risk to your 

existing business?  (Do a little, test a little, do a little more, and test a little 
more.) 

 
 
8) Is this initiative going to be feasible and really create additional profits or just 

more work? 
________________________________________________________________ 
 
9) Does it fit with your business�’s abilities, resources, scope, goals and 

objectives? 
________________________________________________________________ 
 
 
 

“A journey of a thousand miles begins with a single step.” 
                                                                              Lao Tzu Chinese Philosopher 
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4.1 Finding New Ideas 
 
The age old question is; where do new ideas come from? 
 
New ideas typically come as a result of a problem or challenge you are facing, 
such as the need to do something better, be more efficient or more profitable.  
 

“Adversity truly is the mother of diversity”. 
                                                           
Ultimately, a new idea needs to be market driven, so an analysis of the consumer 
or end user is the best place to start.  The better you understand what the end 
users particular wants and needs are; the more opportunity you will have to give 
them what they want in new and interesting ways.  This is how you “wow” them! 
 
In general you don�’t know what you don�’t know! Therefore, it is essential you 
push yourself out of your current comfort zone or current environment so you are 
better able to see the new opportunities around you.  This will allow you to find, 
identify and explore new opportunities that were not even on your radar screen in 
the past. 
 
 
4.2 Trickle Down Theory of Social Change 
 
The �“Trickle Down Theory of Social Change�” 
model is based on 1983 work by Everett 
Rogers in �“The Stages in the Innovation 
Process, The Diffusion of Innovation�”. His work 
illustrates that a very small percentage of the 
population are true innovators or risk takers 
and that the majority of people are followers 
and adopters of innovation only after it has 
been introduced and well proven by others.   
 
To be a value adder you need to be near the 
top of this model so you can identify and act on 
opportunity early in the game.  Remember; if 
everyone else is doing it, then it is probably too 
late to benefit from the existing opportunity.  
You need to be thinking on or beyond the leading edge to find new value. 
 
 

Section 4.0 Idea Development 

16% Laggards 

34% Late Majority 

34% Early Majority 

13.5% Early Adopters 

2.5% Innovators 
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4.3 Driving Creativity 
 
Creativity basically comes from six basic human forces: 
 
 Needs - from our necessities. 
 Pain - pressing problems and the avoidance of pain. 
 Pleasure - desires and wants in pursuit of pleasure. 
 Circumstances - our life occurrences and encounters. 
 Questioning - the challenging of accepted assumptions. 
 Dissatisfaction �– when we don�’t think things are good enough. 

 
What are your driving creative forces? (Circle all that apply.) 
 
 
4.4 Expanding Our Horizons 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Definition: Creative: Change something that exists, ability to create things. 
 
Definition: Innovation: Original thought with a purpose.  Make something new, a 
new way of doing things. 
 

Question Yes No 

Do you consider yourself creative and innovative?   

 
Where do your new ideas normally come from? 
 
 

 

           New Opportunities that You  
Don�’t Presently Know Exist 

  Existing New  
Opportunity 

Farm 
Producer�’s 

Current 
World 

An Organic  Farmers World 
of Opportunities 
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4.5 Market Chain Options 
 
All farmers have basically two options to market their products and services.  
They can; (1) sell direct to the consumer and, (2) wholesale through various 
middle entities performing functions such as processing, packaging, distribution, 
brokerage, export and retail.  At every level of the value chain there is an 
opportunity for someone to make a profit, and there is also an input cost 
associated with that profit. 
 

Question Yes No 

Have you explored new direct marketing opportunities?   

Have you explored new opportunities moving up the wholesale chain?   

What new direct markets are of interest to you? 

 

What new wholesale chain markets are of interest to you? 

 

 
 

 
Organic Consumer 

MHA, ProAgri © 2003 

Direct to the Consumer 

 Market Chain Options 

Packers 

Processors 

Wholesalers 

Brokers 

Retailers/  
Food Service 

Distributors 

Organic Farm Producer 

Highest 
Grower 

 Returns 

 Lower       
Grower     
Returns 

Wholesale/ Export 

Farm Markets 

CSA 

Agri-tourism 

Retail Outlets 

U-Pick 



Value Plus™ - A Quest for New Organic Farm Value Workshop 
 

MHA 2010 © 22

4.6 Windows of Opportunity 
 
The window of opportunity for a value added or niche market organic product can 
be for a limited timeframe.  This is what creates market advantage, opportunity 
and profit potential.  As repeated often; if it was easy to do, then everyone would 
be doing it and there would be no opportunity and little profit.  Examine the 
market entry exit barrier risk matrix to understand in which quadrant your idea fits 
best. 
 
Market Entry / Exit Barrier Risk Matrix    

 Low Exit Risk High Exit Risk 

Low Entry Risk Low Risk 
(Easy Entry/Exit) 

More Risk 
 

High Entry Risk 
 

High Risk 
 

Highest Risk 
(Highest Investment/ 

Hard to Exit) 
 
Taking new products into new markets is the riskiest market development 
strategy, but it can also bring the greatest returns if successful, because fewer 
people will attempt to develop that market. 
 
Growth Risk Matrix When Entering New Markets   

 Existing Products New Products 

Existing Markets Lowest Risk 
(Commodities) 

More Risk 
(Value Added) 

New Markets Higher Risk 
(Unique Products) 

Highest Risk 
(Innovation, Best Returns) 

 
 

Question Yes No 

The market entry /exit barriers with my new product idea are low?   

The market entry /exit barriers with my new product idea are high?   

The growth risk opportunity with my new product idea is low?   

The growth risk opportunity with my new product idea is high?   

Explain? 
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4.7 Some Value Added Options for Organic Farm Businesses 
 
The following are some of the methods businesses commonly use to add value 
to products.  Remember that your product doesn�’t have to appeal to, or be for 
everyone. Not everyone will want or can afford your product or service. 
 
Change the Distribution System: This most often involves by-passing some of 
the traditional middlemen, brokers, distributors and retailers and taking products 
& services directly to the consumer.  Farm markets, farm stands, farmers�’ 
markets, retail outlets, garden centres, mail order, and e-commerce are some 
common direct marketing options used by farm/ranch businesses. 
 
Change the Product: Add to or change the form of an existing product.  While 
this method usually involves new investment into further processing facilities, it 
can offer higher returns per pound and ultimately give producers more control 
over their end products.  It also could be used as a method of value adding lower 
quality products that previously did not make the grade for the premium market. 
 
Change the Packaging or Labelling: Try changing the products packaging or 
labelling to appeal to a new market segment. Unique colourful labels are your 
silent sales force, and can implant your brand in the consumer�’s mind.  Using 
standard industry packaging creates a commodity product vision with the 
customer and tends to lowers the products value opportunity and profit potential. 
 
Grading: By creating different grades for you products or service you can create 
extra value and target different market segments.  For example; this is our 
standard good grade product or service, this is our better grade, and this one is 
our best and premium grade. 
 
Niche or Specialty Markets: Produce for and focus on a specialty niche market 
opportunity or specific consumer need. Tap into specialty value added ethnic 
markets, local food, live food, or a sales theme that targets the needs of a 
particular segment of consumers that others are not serving well. 
 
Diversification: Diversify into a new value added enterprise to expand your 
product lines.  Try offering flanker product lines and new brands that create new 
consumer excitement and additional sales.   
 
Branding Products: Product branding is a growing value adding tool being used 
in all the areas of agriculture as producers recognize that the consumers are 
respond to unique branding efforts.  Branding helps connect an identifiable name 
with an identifiable product to build consumer confidence and loyalty. 
 
Value Add a Service: What kind of service could be added to a product to 
differentiate it from the competition?  Delivery, free delivery, product guarantees 
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or warrantees, personalized service, and quality information are service options 
that can add new value to old product lines. 
 
Internet: The Internet allows you to value add your business right into your 
customer�’s homes.  The Internet has a two-way function where you can sell 
products to customers via mail-order or e-commerce, or you can use it to draw 
them to your business and direct sell right from your doorstep. You can value add 
services, such as on line advice, promotional coupons, electronic newsletters, 
direct to your customers.  The Internet is becoming a tool of consumer choice. 
 
Marketing Partnerships and Alliances: Partnerships and alliances are 
becoming more important and necessary to gain access into markets as the retail 
industry consolidates and moves to central distribution.  A partnership of growers 
may be able to capture and service a much bigger portion of a market than any 
individual producer is capable of achieving on their own.  Alliances developed 
with growers in other provinces or countries may allow you to service and supply 
your markets year round.  Producers may join forces to develop new products or 
to achieve the scales of economies necessary to enter into new markets.   
 
Agri-Tourism: Agri-tourism is a value added business strategy used by owners 
to generate income from the activities involved around visiting a commercial farm 
business or agricultural related facility for the purposes of enjoyment, education, 
entertainment, recreation, holidays, hospitality services, or direct farm sales.  
 
Organic: The opportunity to produce organic products is a growth sector and 
organics is appealing to a growing segment of the consuming population.  
Organic production is a value added option that may open up new markets or 
entry into preferred markets.  Many of the organic markets are undersupplied and 
supermarket chains are having difficulty sourcing local organic products in the 
necessary volumes. 
  
4.8 Idea Scrum (The Squidget�™) 
 

 
The Squidget™ - Brainstorm Exercise 

 
Meet Cletus Delrimple and the Squidget�™ Hollow Farm case story. 

 
This is a group brainstorming exercise.  Often the group can create new 

synergies from which ideas can easily flow.   
 

No idea, no matter how crazy it seems is to be discarded.  The goal of this 
exercise is to come up with as many ideas as possible as to what Cletus could 

potentially do to value add his Squidget�™ crop. 
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Squidget™ Brainstorm Scrum Sheet 
 
*Write down your brainstorming ideas for the Squidget�™. 
 
1  

 
9  

2  
 

10  

3  
 

11  

4  
 

12  

5  
 

13  

6  
 

14  

7  
 

15  

8  
 

16  

 
 
If you were to prioritize the value added ideas; what would be your top 3 
choices?  
 
Priority Squidget™ Ideas 

1  

 

2  

 

3  

 

 
 
 
 
 
 
 
 

“The idea is there, locked inside, all you have to do 
is to remove the excess stone.” 

Michelangelo 
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5.1  Idea or Opportunity Evaluation 
 
After the brainstorming exercise you will have come up with your three top 
priority ideas.  The following questions will help you compare your ideas and 
select your best options. 
 

Question Potential 
Idea #1 

Potential 
Idea #2 

Potential 
Idea #3 

Name Potential Squidget�™ Idea     

The idea or opportunity is unique?    
The opportunity is something of interest?    
It can give us a competitive advantage?    
We can validate the market opportunity?    
We have the infrastructure necessary; 
equipment, facilities, and land? 

   

We have the necessary human resources?    
We have the required skills and 
management abilities? 

   

We have someone that can manage this 
new venture? 

   

We can adapt to the new technology?    
We have the necessary time within the 
overall operation to do this? 

   

It will have minimal impact on existing 
operations? 

   

It creates new synergies and efficiencies 
for the entire operation? 

   

It fits within our personal and family values, 
goals and long-term strategies? 

   

There will be value retained when we exit 
this business? 

   

We can manage the risks associated with 
this new venture? 

   

There are advisors/ mentors available to 
assist and model. 

   

It has good profit potential?    
We can finance this venture from our 
current resources? 

   

TOTAL SCORE    

Section 5.0 Market Development 
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5.2  Market Opportunity 
 
Market opportunities are continuously evolving and changing with the ebb and 
flow of the consumer�’s wants and demands.   Successful value adders must 
constantly be trolling the horizon for the next value added idea, the next new 
technology and the next market advantage.  The greatest market opportunity 
comes when you can create a totally new product or service category for the 
consumer that did not previously exist.  Today food products come to North 
America from around the world, it is a global marketplace, and the consumer has 
a plethora of choice.   Success comes in finding ways to encourage the market to 
choose your products and services first.  Marketing is the ongoing process of 
understanding your customers needs and striving to fulfill those needs better 
than your competition.  Marketing is everything that happens before and after the 
sale that facilitates both current and future sales transaction with your customer. 
 
5.3 Market Research  
 
Many people tend to skip the market research stage, overlooking the fact that if 
there is no one wanting to buy your product then there is not much reason to 
produce it.  Market research helps you reduces risk, time, and costly errors in 
regards to consumer demand for your products or services. 
 
There are two common types of market research used: 
  

(1) Qualitative research which typically involves focus groups and in-depth 
one-on-one interviews with target consumer/market groups. 

 
(2) Quantitative research which involves surveys and other secondary 

analysis methods used to capture a broader market picture. 
 

5.4      Market Intelligence 
 
Market intelligence is a form of competitive market research which involves the 
development, analysis and interpretation of competitor market information. Both 
market research and market intelligence help you gather information to make 
better business and market management decisions. The Internet is a powerful 
market research intelligence tool available to anyone with access to a computer. 
 
What types of things are you researching in your market intelligence initiatives? 
 

 Trends influencing the organic industry. 
 Consumer demographics, habits, needs. 
 Competitive and ancillary products. 
 Competitor analysis and assessments. 
 Potential market share and sales opportunities. 
 New innovation & technology. 



Value Plus™ - A Quest for New Organic Farm Value Workshop 
 

MHA 2010 © 28

5.5      Customer Focus:  Be Market Driven Not Product Driven. 
 
Farmers by nature like to grow and produce things. The marketing of those 
products sometimes comes as an after thought.  �“It�’s a commodity; there is 
always a market for a commodity product, right!�” Unfortunately, this �“production 
driven thinking�” is not always in step with the evolving changing needs of the 
marketplace.  The overproduction of products when demand is shrinking, results 
in downward pressure on the price.  On the other hand, when a new market is 
emerging, the demand is often greater than the available supply and the returns 
are usually very good.  You must know your target markets, your timing and your 
target customer segment thoroughly, to be assured that there is a market 
opportunity for your products before you undertake to produce them. 
 
 

QUESTION YES NO 

Are you product driven in your approach to marketing?   

Are you market driven in your approach to marketing?   

Is your product or service similar to the competitors?   

Do you regularly question your choice of market channels?   

Is your target market still valid today?   

 
 

The Squidget™ - Group Exercise (Customers) 

Who are the potential customers for the new ___________ product or service? 

 
Are the customers a uniform group or do they vary?  

 
Is the ______________ product likely to easily fit the customer�’s needs?  

 
What is the customer�’s motivation in buying the ________ product or service?  

 
What are the unmet customer needs? 
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5.6   Competitors: Why would someone choose your organic product or 
service over your competitor’s?  
 
If you produce the exact same product as your competitors produce, in the exact 
same manner and into the same markets, you have no market advantage and 
you will end up competing on price.  There is an old saying; �“if you keep on doing 
what you�’re doing, you�’ll keep on getting what you�’re getting�”.  Your ability to be 
unique in the marketplace and add value that cannot easily be duplicated is your 
opportunity for profit and to create a new market advantage. 
 

The Squidget™ - Group Exercise (Competitors) 

Who are the current and potential competitors?  

 
Describe in detail the competition and what they are capable of? 

 
Is this _________ product likely to cause fierce competition?  

 
 
5.7 The Value Adding Paradox 
 
The paradox of value adding is that when you add new value to an organic 
product or service, and it becomes successful, others will eventually copy your 
innovations and your value added organic products risk becoming a commodity.  
You may loose the market value added advantage you worked so hard to gain 
and develop.  A business�’s uniqueness and ability to innovate is its only real 
sustainable profit generator.  This makes many value adders reluctant to share 
their new ideas.  
 
5.8 Marketing Considerations 
 
These are a few important marketing considerations that need to be addressed 
when developing any new value added organic product or service. 

 Identify your target market and determine its unique specific needs.  
 Produce a product that can fill your target market�’s requirements.  
 Test the product or service in the market to validate the market 

opportunity.  
 Brand your product different from your competition.  
 Be price competitive, not low cost! 
 Develop quality professional packaging and promotional materials. 
 Prepare a professional presentation of what you have to offer. 
 Follow up with your customers, be patient, solicit feedback, adjust your 

product, build market share. 
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 Repeat again, it is a constant on going process. 
 
Are we targeting the right markets?   
 
Many farm businesses only sell in one market channel.  If you traditionally sell to 
wholesale organic markets that supply the retailers, consider that over 40% of 
the Canadian food market is to the food service industry supplying restaurants, 
institutions and fast food outlets.  What are their needs and how could you supply 
them better? 
 
Are there export opportunities for your organic product?    
 
The philosophy around focusing on growing a mono-crop is to maximize 
economies of scale, focus on specific markets and when that market becomes 
saturated expand the product in the export global arena. 
 
Where else in the world are people needing and wanting your organic products? 
 

 Have you really fully explored the potential of what you currently produce? 
 Have you relied on someone else to market your organic product when 

you could potentially do a better job?  
 
It is all about doing the one thing that you are best at, and then leveraging your 
opportunity from that one thing.  Successful farmers don�’t wait and let change 
happen to them, they take proactive action to benefit from the coming market 
change.  They just go do it! 
 
5.9 Creating a Marketing Strategy 
 
What is a marketing strategy? 
 
A marketing strategy is a plan of action which 
focuses on developing a profitable initiative 
that links an organizations key objectives and 
resources with evolving market opportunity.  
This includes; targeting specific markets, 
budgeting marketing expenditures, and 
creating a market (product) mix that satisfies a 
target customer�’s wants and needs.   
 
The steps to market strategy development are: 
 Identify a target market, a group of customers with similar needs to whom 

your company�’s products and services will appeal. 
 Develop the market (product) mix, by choosing the best combination of 

product, price, placement and promotion to satisfy the target group�’s needs. 
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Why target a market?  
 
 Not all buyers are the same, or have similar needs, wants and purchasing 

resources. Not all market segments will want your products or services. Your 
products are not for everyone.   

 The more you can define your target markets, the easier it is to define a 
marketing strategy that will satisfy those needs. 

 Smaller market niche segments have specialized needs and usually less 
competition. 

 
What is a Market Niche? 
 
 By dividing a market into smaller segments or niches, you can determine 

buyers of specific products. 
 You can then select one or more of these target organic markets to focus on, 

to position your products around and to develop a product line that they will 
want.  (E.g.: high income, lower income, health conscious, baby boomer, 
silver fox, etc.) 

 
The Squidget™ - Group Exercise (Market Analysis) 

 What is the target market for the Squidget�™?   
 
 
 What is the estimated size of the Squidget�™ market? 

 
 How long is the Squidget�™ product life-cycle expected to last?  

 
 What is the potential profitability of the market?  

 
 What are the cost structures along the value chain? (middlemen) 

 
 What new distribution channels could  be used for the product?  

 
 What are the general market trends affecting this project?  

 
 Could these trends affect Squidget�™ profitability?  

 
 Are there any key success factors within the industry requiring attention? 
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5.10 The 4 P’s of Marketing 
 
Often you will hear people talk about the importance of the 4 P�’s of marketing. 
The 4 P�’s of marketing are product, place, promotion and price. 
 
PRODUCT (Define the Product) 
 
The right product for the right market is the basis of your business.  If no one 
wants your product, then you don�’t really have a business opportunity.  This is 
why market research is so important, as it helps you determine who wants your 
product and to quantify the demand. By understanding the market (wants and 
needs) you can then work to create products that fulfill those wants and needs 
and increase the likely hood that someone will want to purchase your product.  
The true test of a product or services worth is if the customer is willing to repeat 
their purchase. 
 
 

Squidget™ - Brainstorm Exercise (Product) 
 
 What makes the Squidget�™ unique in the marketplace? 

 
 
 
 
 What are the product or service benefits to the end user of your Squidget�™ 

idea? 
 
 
 
 
 
 
 How could you bundle them in such a way that best meets the needs of the 

target consumer? 
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PLACE (Develop Distribution) 
 
 
Place is the distribution 
channel, or how the product 
gets to the consumer.  You can 
have the best product in the 
world, but if you can�’t get it to 
the customer, you still got it!   
Timing is also critical, as 
sometimes products are 
introduced to early or too late in 
the market cycle and miss their 
window of opportunity.  Again, 
this is why it is critical to know 
who the target customer is and 
what they want.  To be 
successful you need to get 
closer to your customer and 
know them better than the 
competition.  
 
 
 
 

Squidget™ - Brainstorm Exercise (Place) 
 
 How will the Squidget�™ get to the target market? (Direct to the consumer, 

wholesale middlemen, or other channel.) 

 
 
 
 What unique unthought-of of delivery method could be used? 

 
 
 
 How can you make it convenient and easy for the consumer to buy 

Squidgets�™ from you? 

 
 

 

 

Organic 
Consumer 
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Direct to the Consumer 

 Organic Market Chain Options 

Wholesale 
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Processors 
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PROMOTION (Develop Promotion Program) 
 
 
You can have the right product, in the right location, but if you don�’t tell people 
about it and promote it, you will fail.  The manufacturer is responsible for the 
consumer pull or demand for a product off of the shelf, not the retailer.  Most 
retailers do not promote products; it is the manufacturer�’s job.  In most cases, 
there are too many products on a retailer�’s shelf for them to worry about each 
individual product.  If the product doesn�’t sell they simply de-list the product and 
replace the shelf space with something else.  Branding is the most common form 
of promotion as it builds customer awareness, loyalty and differentiates a product 
or service in the marketplace. 
 
 
 

Squidget™ - Brainstorm Exercise (Promotion) 
 
 How will you inform the target buyer about the benefits of your Squidget�™? 

 
 
 
 
 
 What budget is necessary for your promotion? 

 
 
 
 
 
 How you will monitor the promotional programs success or failure? 
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PRICE (Establish the Price) 
 
Pricing is one of the greatest challenges that new value 
adders struggle with.  It is very important to determine 
the right price for the products and services you offer.  
�“How do I price my product to be more competitive and 
profitable?�”  Pricing depends on a number of factors, 
the most important being your cost of production 
(COP).  Every business has a different COP and you 
need to know yours to properly price your products and 
services.  If you don�’t know you�’re COP, then you won�’t 
be sure that you are selling your products for more than 
it costs you to grow or produce them.  However, if you 
only set your prices based on your input costs, you risk 
selling too low and missing the opportunity where the 
customer is willing to pay more.  You may need 
different pricing strategies for different target market 
segments. You also need to test your pricing strategies.  
The price may be set lower to enter a new market and 
gain customer interest, and then it can later be raised back to normal rates.  
Price can also change over the life of a product (s) in response to changes in 
market demand. Consider offering differed grades as a strategy to bump up your 
price.  
 
Key Pricing Points: 
 
 Product, place and promotion add value to your products or services and 

price is used to capture product value. 
 Value adding works to increase the value and price of products and services. 
 The price should be established on the value to the target customer. 

 
Squidget™ - Brainstorm Exercise (Price) 

 
 What factors will influence the price you can charge for your Squidget�™? 

  
 
 What are the aspects of your Squidget�™ that someone would pay a 

premium for? 
 
 
 How unique is the Squidget�™ in the marketplace? Would that influence the 

price? Why or why not? 
 
 
 

 

Evaluate Your Price 
Reductions Closely 

 
Did you know that if your present 
GROSS PROFIT is 25% per unit 
and you reduce your selling 
price by 10% per unit, you 
would need to sell 67% more 
product units to make the same 
GROSS PROFIT? 
 
Source: Just About Everything a Retail Manager 
Needs to Know, © John Stanley 1999 

 
Mark Up vs. Margin 

 
$1 unit x 50% Mark-up = $1.50  
Margin is only 33% or $0.50. 
Mark up is a function of cost. 
Margin is a function of price. 
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5.11 Monitor and Evaluate Your Marketing Strategy 
 
Evaluation is important with any marketing effort.  It is critical to know if the 
marketing initiatives are working in time to make the appropriate changes. Do a 
little, evaluate, do a little more!  
 

Squidget™ - Brainstorm Exercise (Monitor) 
 
 What key elements would you need to develop a Squidget�™ marketing 

strategy? 
 
 
 How would you monitor and evaluate the success of a Squidget�™ 

marketing strategy? 
 
 

 
5.12 Branding 
 
Brands are built through offering 
quality, service, unique 
packaging/presentation, promotion 
and customer satisfaction. You can 
make your organic products 
unique in the marketplace by 
branding them special in the 
consumer�’s mind.  Branding is a 
growing trend in all areas of 
agriculture as marketers recognize 
that the consumers respond well to 
branding efforts.  Branding 
connects an identifiable name with 
an identifiable product and quality.  It builds consumer confidence and loyalty in 
products, product lines, businesses, services and industries.  Private label 
brands used by large grocery retailers such as �“Our Compliments�” and 
�“Presidents Choice�” have been very successful in the market place. 
 

Squidget™ - Brainstorm Exercise (Brand) 
 

 What do you believe are the traits that make a brand successful? 
 
 
 How would you brand the Squidget�™? 
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Most businesses rely on having a product or service to offer to a target customer 
to generate sales for their business.  Developing a new organic product or 
service can be a challenge. Once your product has been produced, packaged 
and is sitting on your loading dock, it is still only about 10% of the way to the end 
consumer. 
 
In this section we will explore some of the important issues around the 
development of a value added organic product or service. 
 
6.1 Developing Products and Services 
 
There is no shortage of new value added product and service ideas available for 
an organic farm/ranch manager to review and explore.  The best time to diversify 
or value-add an organic farm/ranch business is when everything is going well.  
The second best time is now!  Naturally, when things are going well you will have 
the easiest time dealing with financial institutions, raising capital, taking on 
additional debt and finding the energy to support a new business venture.   
 
However, keep in mind if you are looking to diversify or value add to create easy 
money, or what looks like big profits, you will most likely be disappointed.  There 
are few gold mines in value adding in the short term, and historically some 
business sectors like food hospitality and accommodations can be very tough to 
make successful at the best of times.  Saying that; there are many interesting 
ways to value add an organic farm business and some of these are explored in 
the CFBMC publication �“Building Added Value through Farm Diversification�”. 

 
 Alternative Livestock 
 Specialty Crops and Opportunity Vegetables  
 Aquaculture / Fish Farming  
 Medicinal Plants and Nutraceuticals 
 Agri-Tourism 
 Agro Forestry 

The marketplace is constantly changing, and the consumer demand for specific 
products and services also changes over time.  This usually means two things; 
(1) what the consumer wants today is not necessarily what they will want 
tomorrow, and (2) most products that consumers will be buying in five years don�’t 
even exist today.  Product and service development is a dynamic ongoing work 
in progress tasked with the quest of trying to best align your products and 
services to the needs and wants of your target markets. Often by adding a new 
service associated with your organic product (s), you can increase the products 
sales appeal. Additional services can add value and give the customer more 

Section 6.0 Developing New Organic Products & Services 
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reasons to buy your products, especially if your service will solve some of their 
pressing problems. 

6.2 Further Value Added Processing 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Further processing can be as simple as cleaning and packaging all the way to 
manufacturing and changing the entire shape and look of your products.  It may 
also involve combining your products with other different products to get an end 
product that the consumer desires.  Value added processing is typically moving 
up the value chain to capture more of the profits from your existing product (s), 
verses diversification which is expanding into new product (s) and product lines.   
 
When getting involved in further processing, you will need to find resources to 
help you through the many aspects of processing; primarily packaging and 
labelling, food safety issues, regulations and protection of your intellectual 
property.  There are many government agencies and organizations available to 
assist you in the various steps of further processing and manufacturing.  Check 
the appendix of this manual for listings of your local value added resources. 
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6.3 Packaging & Labeling 
 
Packaging of products is part of your branding strategy and a selling feature in 
the marketplace. The development of convenience packaging has been driven by 
the consumers demand for foods that are quick and easy to prepare.  If your 
product packaging is unattractive or not convenient, it will impact your products 
ability to sell.  Value often can be added through attractive and innovative 
packaging that makes the preparation of food easier for the consumer.  Changing 
the size of the packaging (smaller or larger) can also add new value for certain 
market segments.  Changes to packaging may be the easiest way to add new 
value to an organic product.   
 
Labeling is part of packaging and it is an important tool to help promote your 
brand and to build customer loyalty. Nutritional product labeling is required in 
Canada on all products that are not sold direct from the farm on which they were 
produced.  The quality of labeling often influences the perception the consumer 
has of your product.  Labeling is subject to many regulations and an expert in 
product labeling should be consulted when designing a label or your packaging. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
6.4 Regulations/ Certifications 
 

All food based products will fall under some 
level of regulation in the marketplace.  Again, it 
is important to consult the experts in your region 
in regards to regulations that may affect your 
value added organic product or service.  Some 
markets require specific certifications to gain 
entry. Common farm certifications are; On Farm 
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Food Safety programs (OFFS) and Hazard and Critical Control Points 
Certifications (HACCP).   
 
Other certifications such as certified organic, Kosher, and Halal allow you to 
access specific target market segments and should not be overlooked as value 
added opportunities. 
 
 
6.5 IP Protection  
 
The letters IP stand for intellectual property.  If you have a truly unique idea or 
opportunity you will most likely want to protect it from competitors and copy cats.  
There are many ways to protect products and ideas if they are unique. 
Copyrights, trademarks, patents and industrial designs are the main options used 
to protect a product, innovation or new idea in Canada.   
 
Developing patents can be a very expensive process to undertake.  If you have a 
unique food manufacturing process or special recipe for your product, you may 
prefer to keep it your own secret formulation.  When you apply for a patent you 
will be required to disclose your formula and the manufacturing process. This 
information will eventually become public to your competitors. Keeping your 
formula secret still requires disclosure of the ingredients on your product label, 
but you don�’t have to disclose the recipe, formulation or your special production 
advantages. If you have a unique process or formula that would be difficult for 
others to duplicate, it may be in your best interest to keep it your business secret.  
 
To further explore your IP options you will need to talk to a patent representative 
with the Canadian Intellectual Property Office or a qualified patent lawyer. 
 
Website: (http://patents.ic.gc.ca/cipo/cpd/en/introduction.html) 
 
Why would you want to protect intellectual value of your new value added idea 
or product?   
 
 
 
What would be the risk of not protecting your new organic product or idea? 
 
 
 
 

 
"You gain strength, courage, and confidence by every experience in which 
you really stop to look fear in the face. You must do the thing, which you 
think you cannot do.” 
                                                                                              Eleanor Roosevelt 
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7.1 Building Business Success 

It is important to prepare both yourself and your business for value adding.  
Travelling the value added pathway means that there will be many challenges to 
overcome and new things to learn and you need to be ready and prepared to 
tackle whatever comes your way.   

The “Success Trilogy” are the three main factors necessary to create a 
successful farm/ranch business enterprise.  They are:   
 

1. A Clear Strategic Vision  

2. The Necessary Resources, Skills and Abilities 

3. Entrepreneurial Mindset and Enthusiasm 

 

The lack of a strategic business vision results in business chaos and confusion.  
A clear strategic vision gives your business defined goals as well as a strategy of 
how you plan to achieve those goals.  Without the necessary resources and skills 
an organization will become frustrated with its ability to take action and move 

Entrepreneurial Mindset  
& Enthusiasm 

 

Clear Vision & 
Strategy 

 

+ 

 
Necessary Resources  

& Skills 
 

+ 
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+ 
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+ 

 
? 
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+ 
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+ 
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Section 7.0 Building a Value Added Business 
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forward toward the defined goals. Finally, every business enterprise needs a 
champion with an entrepreneurial mindset and sufficient enthusiasm to drive a 
new venture forward until it becomes a success; which could be up to 3-5 years 
or more.  Value added success requires all three business areas working 
together and in unison.   
 

Question Yes No 

Are you experiencing confusion around the development of 
your value added opportunity? 
 

  

Are you experiencing frustration around the development of 
your value added opportunity? 
 

  

Do you have a champion for the development of your value 
added opportunity? 
 

  

 
7.2 The Business Operations Trilogy 
 
The following are the three main ongoing functions in a business operation that 
must be closely managed for both short and long-term business success.  
 
1. Finding: Is the function of developing markets and sales. 

2. Minding: Is the function of managing the daily activities of the business. 

3. Grinding: Is the function of producing products for you to sell. 

 
 
 
 
 
 
 
 
 
 
 
 

Question Yes No 

Is the finding function of your business performing well?   

Is the minding function of your business performing well?   

Is the grinding function of your business performing well?   

Finding Minding 

 
 

Grinding Success 
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Upgrading Your Finding, Minding and Grinding 
 

What actions do you need to take to upgrade your weak areas of finding, 
minding and grinding? 
 
 
 

 
7.3      Available Resources  
 
What resources do you have available to help you undertake a value adding 
initiative? 
 
You can�’t do it all yourself.  Inventory the resources that you have on hand or are 
available that can help you achieve your value added goals.    
 
 
Do you have any of these resources available to help you?  Yes No 

Physical Resources: (Land, buildings, etc.)   

Equipment: (Types of equipment, ease of conversion, 
salvage value) 

  

Personal Business Skills   

Family and Staff Skills   

Human Resources (Staff, family, etc.)   

Proximity to Good Markets   

Transportation Options   

Local Businesses With Which To Potentially Partner   

Financial Resources   

Processors in the Region   

Government Agencies, Innovation and Food Centres   

Available Skilled Consultants   

Other:    

 
Obtaining the Necessary Resources 

 
If the necessary resources are not available, where and how do you intend to 
get them? 
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7.4 Is Your Organic Farm Business Efficient? 
          
Managers should explore every opportunity to make their core organic farm 
business more successful before attempting to add a new enterprise to their 
current operation.  Value adding is a deviation from your current core business 
operation and requires new commitments of energy, time and resources. If you 
are presently not as successful in your current farm business as you would like; 
look closely at why that is before diversifying or value adding into a new one. If 
your level of management skills or abilities is a problem, then the problem goes 
with you to the new business, and you will most likely re-create past poor 
experiences unless there is a firm commitment to change.   
 

Question Yes No 

If you could improve the profitability of your existing core 
farm business, would there still be a need to diversify or 
value add? 

  

 
Profits can be created in a number of different ways.  Most businesses typically 
focus on increasing overall sales as a means to increase their profits.  The more 
we sell, the more we will make.  This assumes that you are making a profit now.  
 
Profits can also be increased by cutting the costs of production and daily 
operations.  Assuming a profit margin of 5% a business could double their profits 
either by increasing their sales by 100% or by cutting their costs by 
approximately 5%.   
 
Producers often focus on increasing volumes of sales, when the focus needs to 
be on creating efficiencies and producing profits within a business.  If the 
business is broken, increasing sales makes things worse.  
 
Sales Increase Verses Cutting Costs  
 

Present Situation Costs Profit 
100 product units 

@$2 = $200 in sales 
100 units cost of 

production @$1.90 = $190 
in cost 

$200 Sales - $190 Costs 
= $10 Profit 

Increase Sales By 100% Costs Profit 

200 product units 
@$2=$400 in sales 

200 units cost of 
production @$1.90 = $380 

in costs 

$400 sales-$380 costs 
= $20 profit 

Reduce Costs by 5% Costs Profit 
100 product units 

@$2=$200 in sales 
100 units cost of 

production @$1.80 in costs 
=$180 costs 

$200 sales -$180 costs 
= $20 profit 
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Ben Franklin was known for saying that; �“the best ways to increase your financial 
position is to increase your income, while at the same time reducing your costs�”.   
Profits are a factor of economy of scale, the lower the margins become, the 
greater the sales volume that is required to create a sustainable profitable farm 
business.  Bigger is not always better! Some farm/ranch businesses can be very 
profitable with a small sales volume selling direct to the consumer, while other 
enterprises would require much larger wholesale volumes to achieve similar 
profits.    
When you add value to your product or service you are increasing the value ratio 
or perceived value with the target consumer.  This in turn should allow you to 
charge that consumer more for your product or service. If you can increase your 
price per unit while minimizing the additional costs of adding value, your profits 
will increase.   
 
Concurrently Increasing Sales, Cutting Costs and Increasing Profits 
 

Present Situation Costs Profit 
100 product units 

@$2 = $200 in sales 
100 units cost of 

production @$1.90 = $190 
in costs 

$200 Sales -$190 Costs 
= $10 Profit 

Increase Price By 5% Costs Profit 
100 product units 

@$2.10 = $210 in sales 
100 units cost of 

production @$1.90 = $190 
in costs 

$210 sales-$190 costs 
= $20 profit 

Increase Price By 5% Reduce Cost By 5% Profit 
110 product units 

@$2.10 = $210 in sales 
100 units cost of 

production @$1.80 = $180 
in costs 

$210 sales -$180 costs 
= $30 profit 

 
 
7.5 The SWOT Analysis 
 
SWOT stands for strengths, weaknesses, opportunities and threats. As an 
important activity prior to any new development initiative, you should analyze 
your current farm business using the SWOT analysis methodology.  By 
examining your internal strengths and weaknesses, and your external 
opportunities and threats you will discover the range of possibilities and 
capabilities within your business.  From there you can develop strategies of how 
to minimize your weaknesses and threats, and how to maximize your strengths 
and opportunities.  The SWOT process also helps you realize what your 
business is and is not.   
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Your Current Business - Brainstorm Exercise (SWOT) 
 

List three business 
strengths 

1. 
2. 
3. 
 

List three business 
weaknesses 

1. 
2. 
3. 
 

List three business 
opportunities 

1. 
2. 
3. 
 

List three business 
threats 

1. 
2. 
3. 
 

 
 
“There is a bulldozer of change sweeping the planet.  If you don’t become 
part of the bulldozer you’ll become part of the road.”  
                                                                                       Futurist Frank Ogden 

 

Develop Strategies to Minimize Weakness & Threats 

External 
Threats 

External 
Opportunities 

Internal 
Weakness 

Internal 
Strengths 

Develop Strategies to Maximize Strengths & Opportunities 
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What is Your SWOT strategy? 
 
Once you know where it is you want to be, the strategy is the plan of how your 
business is going to get there.  
 

SWOT Your Business 
List three ways you 
can minimize your 
business 
weaknesses and 
build upon its 
strengths 

1. 
 
2. 
 
3. 

List three ways to 
minimize your 
business threats 
and maximize the 
opportunities 

1. 
 
2. 
 
3. 
 

 
7.6 The Business’ Succession Strategy 
 
A business succession strategy is often times overlooked by business owners. 
However, it is important to have an exit strategy!  While it does seem strange to 
be thinking about how to get out of a business when you are just starting it up, 
the primary reason anyone gets into a business is to eventually sell it or pass it 
on to someone else.   
 
You need to think about what you want to get from your business in the end and 
how that will influence to your actions between now and then.  If you know the 
desired end result, then you know what your business needs to achieve in 20 
years, 15, 10, 5, 1 year, and tomorrow.  
 

Business Succession Questions 
What do you want from you business in the end? 

 
 

How are you going to get out? 
 
 
What do you have to do to make this happen? 
 
 
How will this affect your new value adding initiative? 
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8.1 Assessing Your Value Adding Skills 
 
One of the biggest mistakes made when developing a new value added 
opportunity is not replacing the human resources that get re-assigned to the new 
enterprise from the original core business.  The growth of a new enterprise can 
often be at the expense of the old, nullifying the prime reason for ever developing 
a value added opportunity.  Farmers look to value adding for a variety of reasons. 
For some they simply want to create an extra few thousand dollars per year.  
Others have greater ambitions and are prepared to take on more risk and debt to 
achieve their larger goals.  Every opportunity is uniquely different, and what 
works for one farm doesn�’t necessarily work for another. When diversifying into 
value adding you may find yourself moving into areas where you do not have the 
necessary skills.  You may need to develop new skills in areas like; customer 
service, retail management, processing, distribution, and marketing skills. Moving 
into agritourism, hospitality, or accommodations requires yet another set of new 
skills.   
 
8.2 Important Cultivation 
 
The most important piece of acreage to cultivate and manage on the farm is the 
patch of grey matter situated between your ears. You need to continually 
upgrade your skills and the skills of your staff.  The only thing worse than training 
people and they leave, is not training them and they stay.  You also don�’t want to 
limit your opportunities by what you know and to the skills that you personally 
have.  To succeed at value adding you need to hire smart people to help you get 
to where it is that you want to go. 

Section 8.0 Skills Assessment 



Value Plus™ - A Quest for New Organic Farm Value Workshop 
 

MHA 2010 © 50

8.3 Traits of Successful Value Adders  
 

Do you have these traits? Yes No 

The idea is something they really, really, really want to do.   

Are patient and willing to grow into the opportunities.   

Develop a unique brand identity and unique market advantage.   

Assess personal skills and hire people to support the areas of 

weakness. 

  

Are market opportunity driven verses product idea driven.   

Have someone to champion the project.   

Look for mentors to help with the skill and knowledge gaps.   

Prepared a written plan & strategy, and use it.   

Use and leverage the existing farm resources and staff skills.   

Look at old things in new ways.   

Continually look to the future for new opportunity.   

Willing to get closer to the customer than the competition.   

Know how to take action and persevere.   

Prepared to take calculated, not reckless risks?   
 
Who has the skills? 
 

Question Yes No 

Do I as manager have the necessary value adding skills?   

Does any of my family have the necessary value adding skills?   

Does any of my staff have the necessary value adding skills?   

 
If you don�’t have the necessary skills, maybe they exist within your staff or family 
members. What is your plan to develop the necessary value adding skills within 
your farm team? 
 
8.4 Developing a Mentoring /Advisory Team 
 
While experience is said to be the best teacher, advice from mentors is your 
second best help.  It reduces the possibility of you having bad experiences in the 
first place.   
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One of the best and most comforting steps you can take when diversifying or 
value adding organic products or services is to develop a trusted team of 
advisors and mentors.  They are especially valuable when you are moving into 
new and unknown territory.  Individuals developing new opportunities have a 
habit of falling in love with their own ideas and will often become less than 
objective when making business decisions.   An advisory team can help by 
meeting with you periodically to discuss your projects progress.  You can bounce 
ideas off them; learn from their expertise and historical experiences, as well as 
get a bit of constructive criticism when necessary.   
 
They can be a formal or informal board of directors and should be objective and 
frank enough to point out short comings that you may have overlooked or pitfalls 
that you have not recognized.  Build a group of advisors with varied skills and 
backgrounds, consisting of other business people, government, consultants, 
other entrepreneurs, neighbours, and family members. This group should help 
you develop a broad and holistic overview of production, processing, regulations, 
marketing, potential assistance, the consumer, and the marketplace big picture.  
They can help you fast track the development process based on their 
experiences and head off costly mistakes not yet on your radar screen. 
 
Search out good competent advice, as you do get what you pay for.  There are 
lots of organizations to help you on your value added journey; most communities 
have very helpful economic development agencies.  If you don�’t have an advisory 
team, try to find a business mentor that has been through it before and 
understands the risks and challenges, and can also help you see the rewards at 
the end of the tunnel. 
 
Every business requires skills in management, finance, marketing, production 
and succession.  If you are already in business you may have these skills.  If not 
you will need to develop a strategy to learn them or look for a family member, 
staff member or outside advisor that either has the necessary skills or can 
develop into the role.  You can�’t do it all yourself.   
 
 

Question 

Who should be on my value added advisory team? 

1. 

2. 

3. 

4. 

5. 
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8.5 Organizational Chart (Team) 

What is your organizational structure and what is the chain of accountability?  
Who reports to whom in your organization?  An accountability framework serves 
to focus the managers, supervisors and employees on the essence of the job 
and who they are accountable for results and performance. 
 

 
 
8.6 Learn to Delegate 

When you undertake new value adding initiatives, your business is going to grow 
and change, sometimes very quickly.  You need to stay focused on the important 
priority tasks and let others run the daily routine.  This can be a problem for many 
hands on manager who have difficulty delegating tasks to their staff. This 
situation only becomes more difficult as the business grows, so good value 
added managers learn to delegate as much as possible to others.  The following 
are some steps to take to learn to be a good delegator.   
 
If your staff brings you problems they want you to solve for them: 

 Ask them to take the problem back and describe it for you in detail. 
 Ask them to generate 2-3 solutions to the problem. 
 Ask them to choose a solution which they would be prepared to support. 
 Ask them to list the resources needed to achieve the desired results. 
 Review their plan and tell them to go for it, and let you know how it turns 

out. 
 

If you do this a number of times with staff they will get use to it, get the message 
and start solving their own problems verses bringing them to you. 
 

Manager 

Supervisor Key Staff 
 

Key Staff 
 

Staff Staff Staff 

 
Staff 

 
Staff 

 
Staff 
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8.7 Check Your Entrepreneurial Horsepower  
 
While all organic farmers are businesspeople, not all organic farmers are 
entrepreneurs; individuals who are willing and able to take the risk to develop 
new value added organic products or diversify into new organic enterprises. 
Value adding or diversification is not for every business or business person; it 
involves change and following a path that is often unclear and surrounded by 
risk.  It can be lonely on the entrepreneurial path and requires strong motivation 
and persistence to stay the course.   The range of value added ideas are only 
limited by an entrepreneur�’s imagination.  All the infrastructure, assistance and 
ideas are of no value unless they have an associated champion, a driving 
entrepreneurial force that is committed to make the project a success.  This 
person is driven and will turn every roadblock into a stepping-stone to success.  
Every project needs a champion; someone totally passionate about the concept. 
 
The more horsepower on your team the easier it will be to develop a value added 
opportunity.  The lower the horsepower level the more onus of leadership falls to 
the value added champion.  It is important that everyone on your value added 
team has the same vision and plan of where you are going and what you want to 
achieve. 
 
Using the horsepower meter below; rate your entrepreneurial horsepower, your 
family�’s level and your staffs. (1 being the lowest and 10 the highest level.)   
 
 
Your Horse Power Meter 1 2 3 4 5 6 7 8 9 10

How would you rate your horsepower? 
 

          

How would you rate your families? 
 

          

How would you rate your staffs? 
 

          

Other 
 

          

 

 
“None of us is as smart as all of us.” 

                                               (Organizing Genius, Warren Blenus) 
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“I never regret the risks that I took, only the ones that I didn’t.” 

                                                                                         Unknown 
9.1 Defining Risk 
 
The biggest risk for an organic farm/ranch enterprise today is in not exploring the 
value-added opportunities available to them for the products that they produce. 
Holding the line or maintaining the status quo isn�’t good enough.  If you aren�’t 
moving forward you are probably falling behind and the gap to profitability gets 
larger.  By continually exploring new value added opportunities you will naturally 
move forward, minimize your risk, and move toward new profit opportunity. 
 
Definition: Risk is defined as a chance or gamble that could potentially endanger 
or put one in jeopardy; but on the other hand it has the potential to return new 
value and greater prosperity.  Knowledge is one of the main factors that can 
reduce the risk of any new value added venture. 
 
 Value adding moves up the value chain to gain more control over the market 

and possibly reduce the risk of being cut out of the chain in the future. 
 The level of risk is usually in direct proportion to the level of potential reward. 
 Many new products fail within the first year.  Farmers should be prepared to 

invest in a new opportunity for up 3-5 years before seeing a profit with many 
new ventures.   

 
9.2 Your Risk Tolerance 
 
How much risk can you take to develop a new opportunity? 
 

Risk Tolerance Yes No 

My business is currently financially stable. 
 

  

I have excess resources to put towards the development of a new value 
added opportunity. (Time, money, facilities, staff, etc.) 
 

  

I am good manager of my current business. 
 

  

I like change, and to be part of change. 
 

  

I get 100% behind what I do, and the new ventures that I take on. 
 

  

I plan each of my new ventures thoroughly. 
 

  

I create options and contingencies for if things don�’t go as planned. 
 

  

 

Section 9.0 Risks When Adding Value 
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9.3 Failing Forward  
 

Failures do happen!  Failures are either stepping stones or stumbling blocks, 
depending on how you use them.  Failure is not failing down; failure is not pulling 
yourself back up once you have fallen.  When successful entrepreneurs fail, they 
fail forward.  Failing gives one the opportunity to correct things for the future and 
make you stronger.  There will be varying magnitudes of failure when you�’re 
developing a new value added product or service.  The degree a failure impacts 
you depends on how well prepared you were, the resources you started with, 
your skills, how well you planned, and what kinds of contingencies and strategies 
you were able to put in place to reduce your risk.     
 
9.4 Risk Management 
 
The level of risk a person is willing to take depends on many things, not the least 
of which is the chance that the new idea will not succeed.  Risk evaluation and 
management is essential, so you don�’t jeopardize your existing business. 
Farm/ranch diversification in itself is considered a method of reducing the risk 
associated with price fluctuations, markets and weather conditions.  The level of 
risk a business takes is in direct proportion to the level of potential reward to be 
realized from the success of a new business venture. If there is no risk involved 
in a farm/ranch diversification, there is likely no reward either. A calculated risk 
will require a thorough evaluation of the pros and cons of an idea and a risk 
assessment to determine the �“what if�” scenarios. As with any business or idea 
there are uncontrollable and unforeseen risks that can impact a project. The best 
you can do is to thoroughly understand the risks which you can control or 
mitigate, and those that you cannot.  Also you must continually monitor the 
marketplace to identify potential evolving and future risks and threats as you 
progress with your value added business opportunity.  
 
9.5 Pilot Your Idea First (Do a little, test a little, do a little more.) 

Besides preparing a business plan the most important other risk management 
strategy you can undertake is to build your markets before you build your factory.  
Whenever possible, pilot your project first to validate the real opportunity in the 
marketplace.  You don�’t need to build a full scale production facility to create a 
pilot run of your new product to test the market. There is a natural temptation by 
many to jump into full scale production and then look for the markets at harvest 
time.  You might be able to pull the market rabbit out of your hat once in a while 
with your commodity products, but not very often in value adding. This situation 
almost always decreases the returns you will receive for your products.  Even if 
your first pilot run seems expensive, it is better to spend a few thousand dollars 
to validate your market and the cost of production, rather than to spend many 
thousands only to find out that no one wants to buy your product.   

Do a little, test a little, evaluate, test some more.  Remember, few new products 
survive their first year in the marketplace and your original concept will change 
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and evolve with the market feedback you receive.  Success is a step by step 
process of incremental growth financed by the creation of profit.  Grow into your 
opportunities and build upon your resulting successes and failures. There is little 
compassion by the marketplace for those who take unnecessary and 
irresponsible risk.  
 
9.6     Risk Assessment Questions 
 
The following questions should be considered, and will help you to assess and 
analyze the risk of undertaking any new value added venture. If you cannot 
satisfactorily answer these questions, then the risk level may be too high for you.   
 

Risk Assessment Questions 
(1) What are the key risk factors that we can anticipate around this new value added 
opportunity?  
 
(2) Can we confidently project the new productivity levels? 
 
(3) Can we guarantee our returns through forward contracting? 
 
(4) What is the breakeven timeframe? 
 
(5) How will we monitor and benchmark success through the value added 
development process? 
 
(6) What are the red flag indicators we should be watching for? 
 
(7) At what point do we cut our loss (es) and move on?   
 
(8) How soon can we develop the necessary management and production skills 
required internally for this project?  Are they available from the outside? 
 
(9) Will we need specialized resources and technologies for this venture? 
 
(10) What new liabilities could we be exposing ourselves to in the marketplace? 
 
(11) What new regulations must we comply with? 
 
(12) How can we reduce risk by testing the market first? 
 
(13) Who will buy the products or services? Will they buy again? 
 
(14) What will happen to our market share when competitors eventually enter the 
market? 
 
(15) Who else produces or could produce this product or service? 
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Our problems are from our past, we live in the present, and we plan for the 
future.  If we don�’t know where we are going then any road will take us there.  
Most people moving in to a new value added venture are moving into uncharted 
waters, somewhere they haven�’t been before, and in some cases no one has 
been there before. Planning is simply a tool that will help reduce the risks of 
getting you to where it is that you want to go. Mistakes made on paper are a lot 
less costly than those made in real life.  Planning is an opportunity for a trial run, 
where you will learn as much about what you don�’t know as about what you do 
know about your new business opportunity.  In this section we will be exploring 
how using both strategic and business planning with save you time, money and 
reduce your risks. 
 

“One does not discover new lands,  
without consenting to lose sight of shore for a very long time.” 

                                                                             Andre Gide 
 
10.1 The Ship Metaphor  
 
No owner would allow their ship to head out on a long sea voyage without first 
planning the ship�’s cargo, route and destination. Then they would hire an 
experienced captain and crew, take on adequate provisions for the trip, and 
schedule when the ship would leave and return home.  The owners have concern 
for their investment; their ship, the crew, the cargo and making a profit.  They are 
not interested in taking unnecessary risk and want to be assured their assets will 
return safely.   
 
Sometimes an unexpected storm will rise that affects the timeline of the proposed 
plan.  This is why the owners hire a competent, experienced captain and crew 
that know the ship and the sea and have the knowledge to make good decisions 
during the voyage.  The captain wants to be sure that he can get the cargo and 
the ship to where they are going, and get back home again safely so they will be 
paid. He knows he cannot run the ship on his own, so he engages a skilled crew 
to help him on the voyage.  The captain has very clear goals; get the cargo to 
port, and the ship and crew back safely, on time, so the owners can make their 
profit.  Profits are necessary so the owners can pay the captain and crew, the 
ship expenses, and invest in new cargos to make more profits in the future.  It 
only makes good sense to thoroughly plan each new venture to reduce risk and 
increase the chances of success and profits.   
 
Would you allow your business to leave port on a new value added journey 
without a good plan and strategy for success? 

Section 10.0  Planning 



Value Plus™ - A Quest for New Organic Farm Value Workshop 
 

MHA 2010 © 58

 
10.2 Reasons People Don’t Achieve their Goals 
 
The following points are the main reasons that most people don�’t achieve their 
goals. 
 

 Failure to write down and post their goals in plain view. 
 Failure to make a plan of how they are going to achieve their stated goals. 
 Failure to commit to, or live up to the goal commitments that they have 

made. 
 Failure to make goals that were achievable in the first place. 

 
10.3 Planning for Success 
 
Planning saves a manager time, is a tremendous learning experience, and works 
to maximize the businesses strengths, minimize its weaknesses, build upon the 
opportunities and reduce the threats.  Once you decide upon a new value added 
opportunity you need to create a business plan specifically for that new venture.  
Advisors can assist you in creating a plan; however you should not completely 
rely on them to prepare your plan. They will bring valuable knowledge to the table 
that will be important input into the decision making and planning process.  But 
no one can champion a new product or business opportunity like an owner 
stakeholder can, and lenders know this. They look closely to see what 
involvement the owners have had in the development and planning of any 
proposed new value added enterprise.  Planning helps you see the big picture, 
focus on the necessary details, it keeps you focused on where it is you need to 
go and what it is that you need to achieve.  Planning helps you combine a vision 
with the necessary skills and resources, and someone to champion the project. 
The value in planning is not the end document rather in experiencing of the 
planning the journey. 
 
As your business grows, so does the complexity and the need for planning.  The 
driving reasons for planning are different at different growth phases in the life of 
your business. 
 
 

Business Complexity and Need For Planning Grows 
 

 Phase 1 
(Start Up) 

Phase 2 
(Early Years) 

Phase 3 
(Growth Phase) 

Phase 4 
(Mature Phase) 

Focus 
On 

 Survival 
 Finding Markets 
 Keeping Markets 
 Technical Skill 

 

 Controlling Biz 
 Staff 

Development 
 Management 

Structure 
 Creating 

Growth 

 Managing 
Growth 

 Expansion 
Opportunities 

 Financing 
Growth 

 

 New Markets 
 New 

Products 
 Protect 

Position 
 Succession 
 Future 
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10.4 The Strategic Plan Verses the Business Plan 
 
A strategic plan looks at the big picture of where the business is going and what 
it does, and usually encompassing a fairly long time line of 3 to 5 years.  A 
business plan concentrates on the core areas of business operations; production, 
human resources, marketing and finance and usually has a shorter 1-3 year 
timeline.   
 
The two plans are closely linked and often are combined within the same 
document.  A strategic plan helps give you parameters and focuses on what is to 
be achieved.  Strategic planning helps you to forecast growth and implement the 
business actions necessary to protect your investments in a new value added 
venture. 

 

What is strategic thinking? 
 
Strategic thinking is planning, while thinking about the environment around your 
business and the impacts and potential that environment has on the business 
and your stated goals. 

 

Business Plan 
“Road Map for Next Defined Period” 

Key Objectives & Goals   
“Required Levels of Achievement & 

Business Mission 
“How You Do Business” 

Strategic Vision 
“Where Your Business is Headed” 

�….helps you achieve you’re…. 

�….helps you remain true to you’re 

�….helps you achieve you’re 

Strategic  
Plan 

Business 
Plan 

Marketing 
Plan 

Financial 
Plan 

H. R. 
 Plan 

Production 
Plan 

 
Strategic Plan / Business Plan 
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What is strategic visioning? 
 
Strategic visioning is determining where it is you want your business to be at a 
particular point in time. (Which port to send your ship to?) 
 
What is the strategic vision for your business? 
 
 
 
 
 

 
Why strategic plan? 
 
When you put your plans, goals and objectives on paper you can monitor your 
progress and achievements, focus business activities and share your vision with 
your stakeholders.  The strategic planning process searches for answers to the 
following fundamental questions: 
 

1. Who and what are we? 

2. What do we do now, and why? 

3. What do we want to be and do in the future, and why? 

4. How do we get from here to there? 

 
 
10.5 The Strategic Plan  
 
A strategic plan in the simplest form would typically consist of the following 
components: 
 

 Vision Statement 
 Mission Statement 
 SWOT Analysis 
 Strategic Issues (Key Result Areas) 
 Identification of Goals and Objectives 
 Strategies to Manage the Issues 
 Action Plan, Timelines, and Accountability Framework 

 
A strategic plan is a guiding document that keeps the owners and management 
of the company focused on the priorities, objectives and goals that will help the 
company to successfully get to where it wants to go. 
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10.6 The Succession Strategy 
 
We talked about business succession briefly in section 7.6.  It does seem strange 
to be thinking about how to get out of a business when you are just starting it up, 
but the primary reason anyone gets into a business is to eventually sell it or pass 
it on to someone else.  This is part of your future vision.  How are you going to 
get out and what do you want from the business when you do? What you want to 
get from the business in the end influences to your actions and management 
decisions between now and then. If you know the desired end result, where it is 
that you want to be at the end, then you know what your business will need to 
achieve in 20 years, 15, 10, 5, years, next year and tomorrow. It is important to 
have an exit strategy so you don�’t find yourself working 20 or 30 years for 
nothing.  
 
What creates real selling value for a business is not so much the accumulated 
asset base, as much as the generated cash flow, and the ability for the business 
to operate without the dependence on the owners daily input and management.  
Value added businesses are often labours of love, and when you remove the 
business lover, there is often not much value left to sell.  Think closely about your 
long-term exit needs and goals before setting up your new value added business 
venture. 
 
What is your business exit strategy?   
 
 
 
 
 

 
10.7 The Business Plan 
 
A business plan minimizes what you don�’t know and gives you greater flexibility 
to adapt and have contingencies for the surprises that are sure to blindside you 
at some point in the future.  Naturally a business plan evolves; it is a living 
dynamic document and guide to your future. It will need regular adjustments and 
tweaking along the way.  Refer to you plan frequently, as you would to a map on 
a long journey; it is your guide to your future.  A business plan typically covers 
and operational span of 1 year to a maximum of 3 years. 
 
A business plan is an annual operational document that contains: 
 

 Marketing Plan 
 Financial Plan 
 Human Resource Plan 
 Production Plan 
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10.8 Business Planning Powers Up Your Business 
 
A business plan powers up you and your business because: 
 

 It forces you to create options and contingencies for when things don�’t go 
as you hoped. 

 It is a blueprint for monitoring your success, a measuring instrument of 
how well you�’re doing. 

 Mistakes on paper are much less costly than mistakes made in real life. 
 Planning facilitates opportunities for new partnerships, alliances and 

investments in your business. 
 It increases your likelihood of succeeding in a new business venture. 

 
10.9 Tips for a Successful Business Plan 
 
The following tips will help you create a successful business plan.  It is not 
necessarily the end document in the business planning process that is valuable 
as much as the process you go through creating one and what you learn along 
the way. 
 
Business Plan Tips: 
 

• Keep the plan simple, but raise the bar and challenge yourself. 
• Present your vision and start with the end result in mind. 
• Be market not production driven in your focus. 
• Be realistic in your financial projections. (Use best case, worse case and 

the most likely scenarios.) 
• Involve your team in preparing the plan as they will be part of the 

implementation. 
• It�’s a living document; integrate it into your daily farm operations, don�’t 

leave it in a drawer collecting dust. 
• Have hands-on involvement in the creation, and use advisors to confirm 

your assumptions. 
• Try to keep the plan to 20 pages or less plus appendix. 
• Document your plan on paper so it can be shared with your family, and 

other relevant stakeholders. 
• Know your plan inside and out, practice your presentation and have the 

information down pat before making a presentation. Anticipate likely 
questions and be prepared with answers. 
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10.10 Business Planning Warm Up  
The following exercise will get your ready for the business planning process.  It can be 
done in advance of your planning exercise or as part of your planning exercise. The 
following warm up questions and discussion points will help your team condition and 
stretch their thinking in preparation for your business planning project.  Some questions 
may not be relevant in all business planning situations.  

 
 Business Planning (Warm Up Exercise) 

 
Why do you need to prepare a business plan? 

 

 

Describe what your business currently does? 

 

 

What does your business currently do well? 

 

 

Outline a brief history of your business. When did you start your business? 

 

 

What was the original purpose of your business? 

 

 

 

Who are the owners, what do they own and what is their role? 

 

 

 

Do you have a business vision?  What is it? 
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What are the businesses strengths, weaknesses, opportunities and threats? 

a) Strengths: 

 

 

b) Weaknesses: 

 

 

c) Opportunities: 

 

 

d) Threats: 

 

 

What are your major key business objectives? 

 

Objective#1: 

 

 

Objective#2: 

 

 

Objective#3: 

 

 

What have been your business successes and challenges to this point? 

 

a) Successes  

 

 

b) Challenges 

 

 

What products or services do you currently offer? 

 

 

What products or services are you interested in for the future? 
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(Note: This workshop does not go into any great detail on production or 
human resource planning.  The marketing plan was covered in section 6.0.  
You will find the information from the other sections of this workbook useful 
to assist you in preparing the marketing, human resource and production 
plan components of your business plan.  For more detailed information and 
assistance in preparing a business plan please refer to the Canadian Farm 
Business Management Council publication; Farm Business Planning: 
Understanding, Preparing and Using!  This publication has many practical 
examples and a CD with sample business plans and templates.) 
 
 
10.11 The Financials 
 
The financial section of a business plan presents summaries of your business 
history, financial projections, financial assumptions, how you established them, 
and your capital project requirements.   The financial projections will reflect the 
goals and objectives that you set in the previous sections of the plan.  They are 
the foundation for proving the viability of your product or service in the 
marketplace.   
 
What are Financial Statements? 
 
The financial statements are standardized accounting formats used for recording 
past and current business transactions. The financial statements can also be 
used to model your business in the way that you envision it in the future.  They 
are your dry test run before the rubber hits the road.   
 
The following are typical financial statements found in a business plan. 
 

 Balance sheet  
 Income and expense statement 
 Cash flows  
 Partial budgets 
 Break-even analysis 

 
Other information often included in a business plan are: 
 

 Financial ratios 
 Personal financial statements (net worth) 
 Determining capital requirements 
 Operating capital 
 Amortization/payments 
 Supporting documents 
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The Balance Sheet 
 

The financial position of your farm business can be presented in a balance sheet. 
It gives a snapshot of the current financial state of your business.  A balance 
sheet will provide the financial progress for the previous 12 months as well as 
provide the information required to determine many of the key ratios used to 
evaluate the financial position of the business. A balance sheet compares your 
business assets, liabilities and owners equity. An accurate balance sheet can 
provide much needed information for determining the viability of a new enterprise 
as well as provide lenders with information regarding your financial management 
abilities and skills. 
 
Sample Balance Sheet 
 

December 31 Opening 
Balance 

200___ 200___ 200___ 

Assets     
Cash     
Accounts Receivable     
Inventory     
Pre-paids     
     
Investment Tax Credits     
Investment      
Property & Equipment     
     
Liabilities     
Bank Indebtedness     
Accounts Payable     
Income Tax Payable     
Current Portion of Long Term Debt     
Deferred Grant     
Long Term Debt     
     
Shareholders’ Equity     
Capital Stock     
Retained Earnings     

 
 
Income Statements 

 
An income / expense statement provides the profit performance summary of the 
business activities. This statement summarizes the sales (revenue) and 
expenses over a period of time and measures the manager�’s ability to make a 
profit from the resources available. Understanding the connection between the 
cash flow, income and expenses statement and the balance sheet is imperative 
to operating a successful business.  
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Sample Income Statement 
 

 20___ 20___ 20___ 20___ 
INCOME     
Sale/Income ($)     
Cost of Sales     
Gross Profit     
EXPENSES     
Advertising      
Amortization      
Bad debts     
Depreciation     
Packaging Design     
Freight      
Insurance(Liability/fire)     
Auto (insurance /fuel)     
Auto Lease     
Interest and Bank Charges     
Office Supplies     
Professional Fees     
Accounting     
Promotional Materials     
Taxes      
Labour Wages     
Management Fee      
Small Tools     
R&M     
Supplies     
Certification Fees     
Telephone     
Utilities     
Travel      
Wage Benefits     
Miscellaneous     
Total Expenses     

 
Cash Flow 
 
Most people in business have heard the saying �“cash flow is king�” from their 
lenders and accountants. The importance of cash flow cannot be overlooked 
when considering a value added enterprise for the farm. Cash inflow and outflow 
is the heart of any business regardless of the equity position. Inadequate cash 
flow is often the most serious problem facing a new business venture and can 
cause strain on the entire business operation. A cash flow tells you when and 
how much money is received or spent during each measurement period (weekly, 
monthly, quarterly). This is critical for determining how much operating loan is 
required, for determining debt repayment scheduling, for scheduling capital 
improvements and to access funds for other uses from the business. What a 
cash flow will not tell you is if the business is profitable or what the financial 
position of the business is at the end of the year.   
 
Many times producers attempt to finance a new value added venture from their 
cash flow. This can lead to over runs on their operating loans which can 
jeopardize both the new and the existing business. Careful planning is required 
to ensure the new venture does not negatively impact the existing enterprise.  
Cash flow projections are also very useful for evaluating the progress of a new 
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value added venture. Monitoring the projected income and expenses on a regular 
basis provides an opportunity to re-evaluate plans throughout the year rather 
than waiting until year end only to find out changes should have been made 
earlier.  
 
Sample Quarterly Cash Flow Statement 
 

Quarterly Cash Flow - Year 1 
As At January 1 

 Quarter 1 Quarter 2 Quarter 3 Quarter 4 Total  
Cash Inflows      

  Sales      

Total Cash Inflows       
      

Cash Outflows       
  Soil      

  Nutrients       

  Seed       

  Packaging       

  Electricity & Propane       

  Labour Expense       

  Management Salary      

  Trucking Expense      

  Royalties       

  Service Contract       

  Repairs and Maintenance      

  Insurance      

  Professional Fees       

  Office Expense      

  Miscellaneous      

Operating Cash Outflows      
      

Cash Flow From Operations       
      

Financing Activates       
  Capital Purchases (Sales)      

  Shareholders Equity       

  Income Tax      
  Loan Advance/Principal 
Payment       

  Loan Interest       
Financing Cash Outflows  
(Inflows)      
      

Net Cash Flow       
Cumulative Cash Flow       
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Partial Budgets 

Partial budgeting is a very useful tool used to quickly and efficiently estimate and 
evaluate the effects and changes a new value added enterprise will have on the 
existing core farm/ranch business. This tool looks at the changes new sources of 
revenue will create, and compares them to the resulting increase or decrease in 
operations and fixed costs.  Partial budgeting can also include non-economic 
pros and cons of a business decision such as improved safety for workers, more 
family time, increased efficiency in operations and other non-cash expenses or 
improvements. 
 
 

 

 

 

 

 

 

 

Squidget™ Exercise (Example Partial Budget) 

Added Returns   
Additional Revenues ( ): Reduced Revenues ( ): 
Squidget�™ Birdhouses          $10,000 Beef Sales                                -$2,500 
Squidget�™ Feeders               $10,000   
Total Additional Revenues     $20,000 Total Reduced Revenues         -$2,500 
(A) Total Added Returns        $17,500   
Added Costs   
Additional Costs ( ): Reduced Costs ( ): 
Labour                                     -$1,000 Reduced Fuel                              $500 
Squidget�™ Seeds                   -$1,000   
Total Added Costs                   -$2,000 Total Reduced Costs                   $500 
(B) Total Added Costs             -$1,500   
Net Change in Returns to Your Farm 
    (A - B) 

                $17,500 - $1,500 = $16,000 
 

(A)  Added Returns

( ) 
Additional Revenue

( ) 
Reduced Costs

  Net Change in Returns to Your Farm   (A – B) 

    (B)  Added Costs

( ) 
Additional Costs

( ) 
Reduced Revenue
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Breakeven Analysis 
 
A break-even analysis is used to determine the level of sales required to cover 
the costs of operating a business. If you produce more sales than required for the 
break-even position you will make money, and if you produce less sales you will 
lose money. All new value added initiatives should determine the break-even 
position for their new venture. Knowing your break-even cost can provide 
valuable information for negotiating price and profits for the business.  
 
Break Even Sales Analysis 

 
 

 
              TOTAL FIXED COSTS___   =   BREAK EVEN POINT (Units Required) 
(REVENUE / UNIT �– VARIABLE COST/UNIT) 

 
 
 
 
10.12   How2 Fund Development of Your Ideas 
 

“Capital flows to profit.  A business plan that shows sustainable profit attracts capital.” 
                                                  Ian Blenkharn, CFO, Willowdale Group of Farms, Berwick, NS 

 
There are basically two ways to finance a new value added project.  
 

 Debt financing (borrow the money) is the most common method used. 
This means the loan will have to be repaid over a period of time and 
typically requires a security agreement associated with a group of assets. 
The lender receives payment of interest for risking their money in your 
business venture. Debt financing does not provide ownership rights to the 
business.  

 
 Equity financing refers to any money you or a business associate would 

invest directly into the business. Equity contributions result in some 
degree of ownership in the new business in return for making the 
contribution. Many farmers/ranchers are not comfortable with outside 
ownership and therefore prefer to debt finance. 

 
The difficulty in only using debt financing can be in the ability of the business to 
service the debt. Many farm diversifications require significant contributions of 
capital which cannot be supported through debt financing alone. A mix of debt 
and equity financing is often required to provide sufficient security for the lenders 
as well as to ensure the new venture can service the debt. 
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Sources of equity can include personal savings, investments by friends and 
relatives, employee investment or other venture capital provided through venture 
capital funds or business partners. To attract equity investment from others into 
your business, you must be willing to share some of the ownership as well as 
some of the profits of the business. You must also be prepared to allow for 
management input from investors if they wish to participate in the operation. 
 
Obtaining Financing 
 
Financing for new value added ventures is often difficult to obtain. It will depend 
on your current financial position, your track record with lenders and the 
presentation of a viable business plan. New diversification and value added 
enterprises will not have a proven history and may be considered risky by a 
commercial lender.  It may be tempting to use your existing credit facilities and 
operating loan to finance the new value added business, but this could put both 
enterprises at risk.  
 
The most common methods of financing new ventures are from savings, 
personal lines of credit, supplier credit and supplier short term investments. 
Regardless of the source, you need to ensure you can provide a viable business 
plan which they can understand and support.  
 
The following are common questions you will be asked by a lender. 
 
1. What is your business idea?  

 
 

2. Can you provide a marketing plan to demonstrate there is a market which 
can turn a profit? 
 
 

3. How much money will be needed for start-up? What sources of financing are 
to be used? 
 
 

4. What is the repayment schedule for the money borrowed, and can you repay 
the money? 
 
 

5. What is your contingency plan for repaying the money if the business does 
not perform to expectations? 
 
 

6. What is you history for business success and debt repayment? 
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Pitching Your Plan 
 
How you pitch your plan is almost as important as what you write in your plan. 
First impressions do count and you will rarely get a second chance to make a 
good first impression. You should be able to verbally present your plan in a few 
minutes paralleling what is included in your written plan.  Remember to keep your 
pitch short and to the point.  Limit your presentation to approximately 20 minutes 
or less so that you leave lots of time for questions.  A good presenter makes their 
key points and then allows time for questions.  It is helpful to visualize pitching 
your plan a few times for practice prior to presentation day. Try it on out on your 
family or friends for practice. Just as when writing the business plan, customize 
your presentation and pitch according to your audience. 
 
The following are some tips from lenders on how to make a good first impression. 
 
 Have multiple copies of your plan with you. (2-3 should suffice). 

 Content is more important than style or a fancy report. 

 Come prepared; know your plan inside and out. 

 Be on time for your appointment. 

 Dress appropriately for the scope of your project. 

 Present your own plan. 

 Respect peoples time, be concise and to the point, no fluff. 

 Don�’t be afraid to identify the risks and how will you overcome them. 

 
10.13 Planning Conclusion 
 
During this two day workshop you have covered most of the steps required to 
gather the information to prepare a business plan for a new value added organic 
business venture.  If you review the different sections you will see that you have 
most everything that you need. Following the same steps in this workbook you 
can create a business plan for your new value added enterprise.  Don�’t let your 
business plan gather dust on a shelf.  If your plan is to be your guide, then you 
need it to become part of your daily business activities. One of the best ways to 
integrate your plan into the daily activities of your business is to share it with the 
people that can and will be helping you to reach your value added goals such as 
your family and staff.  The next step is to take action. 
 
 
“Perhaps your life is filled with secret possibilities you never imagined.” 
                                                                                                       Robert Fritz 
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Workshop Conclusion 
 
Value adding can create additional revenues for your organic business through 
the development of new collaborations, partnerships and alliances with other 
producers, governments, universities, individuals, communities, processors and 
most important of all the consumer.   
 
Practicing the art of value adding exposes your business to new ideas, 
innovations and helps you to think outside of the �“box�”.  The repeat of your past 
production and marketing practices at best will only reproduce your historical 
production and marketing results.  On the other hand, value adding can blaze 
exciting new trails through the new and ever evolving opportunities of the 
marketplace.   
 
Adding value can make a business stronger, more competitive and ultimately 
more viable, sustainable and profitable.  It can also open new doors to new 
relationships that could change the future direction of your business forever. 
Everyone should at least explore value adding to see what possibilities exist. I 
hope that you enjoyed this workshop and have found it of good value. 
 
Good Luck! 
 
Gary 
 

 

 

 

Section 11.0  Conclusion 
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Appendix 
 
CASE STUDY 
 
The Squidget™  
 
Cletus Delrimple is a young organic farmer/rancher in the Ecum Secum Valley.  
He has recently taken over the family Squidget�™ farm business called �‘Squidget 
Hollow Farm�’.   The farm has grown and produced Squidgets�™ for as long as 
anyone in the area can remember.  Originally, not many farms grew Squidgets�™ 
and people would come from miles around to buy Squidgets�™ grown in the 
Ecum Secum Valley.  �“There just is no Squidget�™ like an Ecum Secum Valley 
grown organic Squidget�™�”. 
 
It was about 25 years ago that a giant corporate food company saw a market 
opportunity for processed organic Squidgets�™ and opened a factory in the Ecum 
Secum Valley.  They canned and bottled organic Squidgets�™, and Squidgets�™ 
became a very popular item with consumers. At the time Cletus�’s dad obtained a 
contract to grow organic Squidgets�™ for the new factory.  This made good 
economic sense since they were expert Squidget�™ growers and he knew the 
farm could make good profits growing organic Squidgets�™. Each year 
Squidget�™ Hollow Farm increased their acreage of Squidget�™ production until 
the farm was growing over 200 acres of organic Squidgets�™ a year.  The 
Delrimple farm prospered as did many other organic Squidget�™ growing farms in 
the Valley.  Life was pretty good if you were an organic Squidgets�™ grower.   
 
About seven years ago things began to change for Squidget�™ growers in the 
Ecum Secum Valley when the company got new owners.  The Squidget�™ factory 
started to put pressure on the growers to reduce the cost of Squidgets�™.  The 
factory manager said that organic Squidgets�™ were a commodity and that he 
could buy organic Squidgets�™ from offshore in Argentina at more competitive 
prices. He pleaded with producers that his manufacturing costs were going up 
and the cost of Squidgets�™ had to go down if the factory was to remain viable in 
the marketplace.  He said that the retail store buyers were pressuring him to 
lower prices because they said that the consumer was very price conscious 
when it came to organic Squidgets�™.  He also said that the consumer trend was 
moving to frozen organic Squidgets�™, rather than canned or bottled organic 
Squidgets�™ like they did in their factory. On top of all this it seemed that 
globalization of the food industry had given the consumer so many new 
alternative choices that they really didn�’t have to eat Squidgets�™ anymore.    
 
This situation went on for a number of years. The factory continued to push for 
lower Squidget�™ prices and the farmers cut their input costs where they could 
and planted more acreage to make up the difference.  This unfortunately created 
an oversupply of organic Squidgets�™ and further drove down the returns paid by 
the factory.  Farmers tightened their belts, didn�’t take as many holidays, kept 
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their old pickup a few years longer and worked more hours so they didn�’t have to 
hire as many people.  The shine was fading from the organic Squidget�™ 
industry, and the future wasn�’t looking good for organic Squidget�™ producers.   
Finally, one day the factory manager call a meeting with the farmers and told 
them that the owners of the Squidget�™ factory decided that they were moving 
production to their new modern factory in Argentina and they would be shutting 
down the Ecum Secum Squidget�™ factory for good.  Cletus�’s�’ father like many 
other local farmers decided that he had enough of farming, and it was time for 
him to retire, get out of Squidget�™ growing and possibly sell the farm to a local 
developer. 
 
Now Cletus was a fairly ambitious and entrepreneurial young man.  He had just 
finished his education at the local agriculture college and had always planned to 
take over the organic Squidget�™ farm from his father.  This latest development 
had put a kink in his future plans. Cletus remember he had taken a really great 
course a couple of years ago on how to value add your organic products and 
services.   He dug out the course manual and re-read it again.   
 
After a few days of pondering Cletus told his dad that he didn�’t want him to sell 
the farm to a developer and that they should try to value add their organic 
Squidgets�™ and create some new market opportunities.  Cletus said that they 
were really excellent Squidget�™ growers and that all these years supplying the 
factory had taken them away from knowing who their customers were and from 
knowing what the customers really wanted in an organic Squidget�™.  Cletus 
believed that lots of people would still love to eat Squidgets�™ and that maybe 
they could create some excitement around new value added organic Squidget�™ 
products and build on the valleys old reputation for quality organic Squidget�™ 
growing.   Cletus�’ dad was very supportive, but told Cletus he was too old to start 
over, but that he would help Cletus do something with the farm if he could prove 
that there was a viable market opportunity for his new value added Squidget�™ 
ideas.  �“Consider me the bank and you are going to pitch your idea to me so that 
I will invest in your project.�”  Cletus took on the challenge and set off to find new 
value in growing organic Squidgets�™. 
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CASE STUDY 
 
Roosevelt Thompson �“Adopt a Pig�” 
Leamington Farms (1979) Ltd., Leamington Point, Newfoundland and Labrador 
 
“When everyone else was thinking about how to get out of hogs, 
I was trying to figure out how I could stay in hogs.” 
 

In 1992 Roosevelt Thompson, a hog producer in Point 
Leamington, Newfoundland was faced with going out of 
business due to the closing of the provincial abattoir.  
He had a small slaughter house and cooler room and 
decided that he would have to expand his operation if 
he were to stay in hogs.  It was a big risk to invest in 
hogs when everyone else was being paid to get out.  
Roosevelt decided to expand and build the future of his 
hog business on an idea he got from one of his 
daughter�’s dolls, and the Adopt a Pig concept was 
born.  Customers pay a deposit up front and adopt a 
hog to be picked up from the farm approximately four 
months later, cut and packed for the freezer.  
Roosevelt says; �“Adopt a Pig has been a great 
success, we have difficulty keeping up with the 
demand, it is what has kept us in business all these 

years.�” Adopt a Pig helps level out the market price and consistently returns to 
the farm over $200 per hog.  Roosevelt says that the consumer rarely sees any 
benefit of a price change at the supermarkets, so they don�’t mind our prices.�” 
 
The successful evolution from the Adopt a Pig strategy has been the sale and 
delivery of hog sides to outlying communities in NL.  The farm sends out flyers in 
advance to small communities identifying dates, delivery times and locations and 
the orders roll in. Leamington Farm pork products are sold all across 
Newfoundland.  Roosevelt�’s two sons Dean and Cordell have been able to 
develop careers with him on the farm.  The Thompson�’s further value-add their 
pork products with additional serves of smoking and curing bacon and ham, 
along with making sausages and other specialty pork products, nothing goes to 
waste.  The farm is currently producing at 150 sows. 
 
Roosevelt�’s advice: 

 Look for an opportunity, build on it and cater to your customers needs. 
 Don�’t be scared to take a risk. We made mistakes, costly mistakes around 

animal genetics, but if we if didn�’t take the risk I wouldn�’t be in farming with 
my 2 sons. 

 The future looks good and there is a future for my sons, I just have to 
figure out how to slow down a bit. 
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CASE STUDY 
 
Riek and Case Van Dyk �“Van Dyk�’s Wild Blueberry Juice�” 
Van Dyk Health Juice Products Ltd., Caledonia, Nova Scotia 
http://www.vandykblueberries.ca/ 
 

 
 
Casey Van Dyk and wife Riek, wild blueberry farmers in Caledonia, Nova Scotia 
were searching for a way to value-add a portion of their annual wild blueberry 
crop.  They decided to pursue the development of a new premium 100% pure 
wild blueberry juice product targeting the high-end health conscious consumer. 
Over two years of research and collaboration between Van Dyk�’s Health Juice 
Products Ltd., and various government agencies went into the development of 
the juice. The product succeeded in creating its own new product category as it 
was the first pure wild blueberry juice in the marketplace.   
 
The production process is a trade secret and succeeds in maintaining high levels 
of anti-oxidants in the finished product.  At 68 years old undertaking this product 
was a big risk for Case and Riek, but the Van Dyk�’s were rewarded for their 
product innovation in 2005 when their juice won the �“Juice Innovation Award for 
Best New Product�” at the 2005 World Juice Conference in Madrid, Spain beating 
out the industry juice giants.   
 
Since its launch in 2000, the Van Dyk juice brand has continued to gain in 
popularity, garnering market equity and loyalty from their consumers. The Van 
Dyk�’s are adamant that the quality of the product is never compromised even if it 
means potentially losing markets.  The marketing team has established 
distribution across Canada, into the USA, Korea, Taiwan and mainland China.  
They are currently working on opportunities in the European Union. Sales 
continue to grow for this small rural Nova Scotia company, as market inquiries 
continue to be received from around the world. 
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CASE STUDY 
 
Richard, Jeanetta, Melissa and Patrick Rand 
Foxhill Cheese House, Port Williams, Nova Scotia 
http://www.foxhillcheesehouse.com/ 
 

The Fox Hill Dairy Farm is 
a sixth generation family 
farm operated by Richard 
and Jeanetta Rand.  It is 
nestled in the Annapolis 
Valley of Nova Scotia, and 
is home to the Fox Hill 
Cheese House.  In 2002 
the Rand�’s decided to 
learn the art of cheese 
making as a way to value 
add a portion of their diary 
farm�’s milk production.  It 
took them the best part of 

two years to navigate the dairy industry regulations and to build a new cheese 
processing facility.  In 2004 they went into full cheese production and opened for 
retail business.  Another expansion took place in 2006 to create facilities for 
yogurt production, and again in 2007 to expand the retail area for the sale of 
gifts, products, Gelato and premium ice cream.   
 
Fox Hill Cheese House is unique in that their cheese is made strictly from the 
milk of their own 50-head herd of Holstein cows. The small herd allows them to 
pay strict attention to the quality forage fed to the cows and to the production of 
clean, pure milk that is drug and hormone-free. The company specializes in 
producing aged and specialty cheddar, plain and herbed havarti and Gouda, 
quark and quark dips, fresh curds, feta, Parmesran (a Parmesan style cheese), 
natural yogurt, Gelato, and premium ice cream products.   
 
Their cheese factory and retail outlet is located approximately one hour drive 
from Halifax, in Port Williams of the Annapolis Valley. The products are primarily 
sold direct from the farm and through sales at four local farmers�’ markets. 
Smaller volumes of products are also sold wholesale to high end restaurants, 
specialty stores and tourism outlets.  They have avoided selling to grocery chain 
stores as the margins are low and they require high product volumes which 
would reduce the ability to service the higher margin direct sales customers. The 
farm offers an agri-tourism experience based on education around the cheese 
making process. The Rand�’s have observed a growing sales trend from the 
increased appreciation and interest by consumers in buying direct from the farm 
producer. Their two children Melissa and Patrick also now work with them on the 
farm. 
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CASE STUDY 
 
Jeff and Don Gunn 
The Gunn Family Farm, Scotsburn, NS 
http://www.stonehamechalets.com/ 
 

 
 

 
 
Four generations of Gunn�’s presently live on the family farm in Scotsburn, Nova 
Scotia.  Don was faced in the early 1990�’s with the prospect that some of his four 
children wanted to come back to the family farm and how the farm would support 
more family members.  It was either double the dairy herd or find another new 
profitable enterprise to make the farm more sustainable for the future 
generations.   
 
Today Don and son Jeff operate Stonehame Lodge and Chalets atop Fitzpatrick 
Mountain overlooking the Northumberland Strait and Prince Edward Island.  This 
year round conference centre, restaurant and guest lodge has become a pivotal 
attraction for the community and the entire local region.  The focus on agri-
tourism and integration with the core farm allows patrons to experience dairy 
cows, pick wild blueberries, go for a winter sleigh ride, eat meals prepared from 
local produce or simple relax in a country environment. 
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CASE STUDY 
 
Johnston’s Cranberry Marsh 
http://www.cranberry.ca/index.html 
 
Murray & Wendy Johnston, Johnston�’s Cranberry Marsh, Bala, Ontario 
 
Blake and Kate Johnston, Johnston�’s Cranberry Marsh, Aylesford, NS 

 
The Johnston family has been involved in the business of growing cranberries for 
over 50 years.  Today, the operation is diversified with the Johnston brothers; 
Murray growing 30 acres of cranberries in the Muskoka Region of Southern 
Ontario and Blake operating a 50 acre cranberry farm and processing facility, in 
the Annapolis Valley Nova Scotia.   The two businesses work closely together to 
market their products and share products and ideas.  The cranberry market can 
be very volatile with large price fluctuations from year to year.  Early on both 
farms realized that they would have to diversify and value added their products 
wherever possible to help eliminate the roller coaster ride of the cranberry global 
marketplace.   
 
While Blake and Murray both grow cranberries, they have taken different 
directions to ensure their farms long-term sustainability and future success.  
Murray�’s Bala farm is only 2 hours away from Toronto and ideally situated as an 
agri-tourism location targeting the large population base of southern Ontario.   
Blake�’s farm on the other hand is in the middle of Nova Scotia�’s Annapolis Valley 
a much more rural population and has become the major fresh cranberry packer 
in Atlantic Canada.  Over the years they have found that what works in one 
location or for one farm does not necessarily work in the other.  Blake says �“we 
have different goals, resources and energy; therefore each farm and the 
associated market opportunities are unique�”. 
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Template Sheets for Use with Your Own Ideas 
 
Brainstorm Scrum Sheet 
 
*Write down your brainstorming ideas for your new value added product or idea. 
 
1  

 
9  

2  
 

10  

3  
 

11  

4  
 

12  

5  
 

13  

6  
 

14  

7  
 

15  

8  
 

16  

 
 
Prioritize Your Ideas 
 
If you were to prioritize the value added ideas from the brainstorm scrum sheet; 
what would be your top 3 choices?  
 
 
Priority Brainstorm Ideas 

1  

 

2  

 

3  
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Idea or Opportunity Evaluation 
 
After the brainstorming exercise you will have come up with your three top 
priority ideas.  The following questions will help you compare your ideas and 
select your best options. 
 

Question Potential 
Idea #1 

Potential 
Idea #2 

Potential 
Idea #3 

 Your Top Three New Ideas Go Here!    

The idea or opportunity is unique?    
The opportunity is something of interest?    
It can give us a competitive advantage?    
We can validate the market opportunity?    
We have the infrastructure necessary; 
equipment, facilities, and land? 

   

We have the necessary human resources?    
We have the required skills and 
management abilities? 

   

We have someone that can manage this 
new venture? 

   

We can adapt to the new technology?    
We have the necessary time within the 
overall operation to do this? 

   

It will have minimal impact on existing 
operations? 

   

It creates new synergies and efficiencies 
for the entire operation? 

   

It fits within our personal and family values, 
goals and long-term strategies? 

   

There will be value retained when we exit 
this business? 

   

We can manage the risks associated with 
this new venture? 

   

There are advisors/ mentors available to 
assist and model. 

   

It has good profit potential?    
We can finance this venture from our 
current resources? 

   

 
TOTAL SCORE 
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Customer Analysis Questions 
 

Your Idea __________________ (Customers) 

Who are the potential customers for your new product or service?  

 
 
Are the customers a uniform group, or do they vary?  

 

 
Is your new product or service product likely to easily fit the customer�’s needs? 

 
 
What is the customer�’s motivation in buying your new product or service?  

 
 
What are the unmet customer needs? 
 
 
 

 
 
Competitors Analysis Questions  
 

Your Idea ___________________ (Competitors) 

Who are the current and potential competitors?  

 

 
Describe in detail the competition and what they are capable of? 

 

 
Is this your new product or service likely to cause fierce competition?  
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Market Analysis Questions 
 

Your Idea ___________________ (Market Analysis) 

 What is the target market for your new product or service?   
 
 
 What is the estimated size of the new product or service market? 

 
 How long is your new product or service life-cycle expected to last?  

 
 What is the potential profitability of the market?  

 
 What are the cost structures along the value chain? (middlemen) 

 
 What new distribution channels will be used for the product?  

 
 What are the general market trends affecting this project?  

 
 Could these trends affect your new product or service profitability?  

 
 Are there any key success factors within the industry requiring attention? 

 
Your Idea ___________________ (Product) 

 
 What makes your product or service unique in the marketplace? 

 
 
 
 What are the benefits to the end user of your product or services? 

 
 
 
 How could you bundle your products or services in a way that best meets the 

needs of the target consumer? 
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Your Idea ___________________ (Place) 
 

 How will your product or service get to the target market? (Direct to the 
consumer, wholesale middlemen, or other channel.) 

 
 
 What unique unthought-of of delivery method could be used? 

 
 
 How can you make it convenient and easy for the consumer to buy your 

product or service from you? 
 
 

 
Your Idea ___________________ (Promotion) 

 
 How will you inform the target buyer about the benefits of your product or 

service? 
 
 
 What budget is necessary for your promotion? 

 
 
 How you will monitor the promotional programs success or failure? 

 
 

 
Your Idea ___________________ (Price) 

 
 What factors will influence the price you can charge for your product or 

service? 
 
 
 What are the aspects of our product or service that someone would pay a 

premium for? 
 
 
 How unique is your product or service in the marketplace? Would that 

influence price? Why or why not? 
 
 

 



Value Plus™ - A Quest for New Organic Farm Value Workshop 
 

MHA 2010 © 86

 
Your Idea ___________________ (Monitor) 

 
 What key elements would you need to develop for your product or service 

marketing strategy? 
 
 
 
 How would you monitor and evaluate the success of your marketing 

strategy? 
 
 
 

 
 

Your Idea ___________________ (Brand) 
 

 What do you believe are the traits that make a brand successful? 
 
 
 
 How would you brand your product or service? 

 
 
 

 
Example Partial Budget 

 
Added Returns 

  

Additional Revenues ( ): Reduced Revenues ( ): 
  
   
Total Additional Revenues     Total Reduced Revenues          
(A) Total Added Returns           
Added Costs   
Additional Costs ( ): Reduced Costs ( ): 
  
   
Total Added Costs                   Total Reduced Costs                   
(B) Total Added Costs                
Net Change in Returns to Your Farm 
    (A - B) 
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