The great variety of cultural landscape as we know and value it from many regions of
Europe has originated through human use. In the past 20 years, regional marketing
has proven itself to be an effective instrument for creating value from preserving the
landscape and in so doing safeguarding this value economically.

This guide has been developed within the framework of the “LIFESCAPE YOUR LAND-
SCAPE” European project and is supported by means of the EU INTERREG program
and the German Federal Ministry for food, farming and consumer protection. It of-
fers both new and experienced regional initiatives the possibility to extend and pro-
fessionalise their work. The booklet uses questions rather than answers as a guide,
thereby helping one to prepare for own decision-making instead of making decisi-
ons on their behalf. For this reason it is a valuable support for both “beginners” and
“advanced” in their work.

With this booklet, the project partners of the “LIFESCAPE YOUR LANDSCAPE" project and
the German Association for Landcare (DVL) e.V., as the umbrella organisation for the
Landcare Associations, the biological centres and similar organisations, offer the re-
gional marketer a practically orientated and easy to use guide.
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How to use this quide

The goal of the authors and commissioners of this
work is to support regional marketing initiatives,
regardless of their degree of experience, size or
range of products.

This guide does not seek to outline a precise path
towards a solution; in view of the wide variety of
regional initiatives, this would not be possible. We
prefer to give help in arriving at one’s own deci-
sions rather than presenting ready-made instruc-
tions. However, the guide should provide con-
crete support for the particular matters that are
of concern to regional initiatives, and not simply
give a broad description of the field. Therefore, in-
stead of prescribing the “right” decision, the au-
thors and commissioners of this guide have chosen
to approach the subject through questions rather
than answers in order to illustrate the alternatives
and the consequences of different courses of ac-
tion. However, if the experience of several projects
suggests a particular approach to a problem, then
recommendations are presented. The authors have
chosen the following instruments to achieve this:

¢ Key questions: point to the areas which should
be taken into consideration.

e Tips pass on concrete experiences from prac-
tice, which has proven helpful to several
projects.

e Successful and sometimes not so successful
examples show how other regional initiatives
decided on one course of action and the re-
sults it had. Help can be derived here too in
making decisions for one’s own action or in
solving problems.

¢ The list of addresses in the appendix should
make it possible for all people interested to
locate contacts with whom they would like
to discuss particular aspects in greater detail.
Not only is this permitted by the authors and
commissioners, it is also their express wish.

Good Luck!

Neil Hill, South Downs Joint Committee, England

Patricia Clement, Parc naturel régional des Caps et
Marais d’Opale, France

Maria Somocurcio, Parc naturel régional de I’Aves-
nois, France

Barbara Fiselius and Nicola Koczy, MainAppelHaus
Lohrberg, Germany

Yuca Waarts, ECNC-European Centre for Nature
Conservation, The Netherlands

Eddy Nieuwstraten, Provincie Noord-Brabant, The
Netherlands

Leen van den Bergh, Vliaamse LandMaatschappij,
Belgium

Liselotte Unseld, Regional Development Unseld,
Germany
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STARTING STRONG

There are many and varied motives for “market-
ing the landscape” through products which have
a natural affinity to the landscape. For the most
part, the impetus for these motives does not ema-
nate from one single person. Preservation of the
cultural landscape is often an important motivat-
ing factor.

1.1 Threats fo regional produce

Many of the various traditional forms of cultural
landscape are under threat, because they — having
originated through use at one time — are no longer
made use of. Cultivating them is often very costly,
laborious and time-consuming with a high share
of manual work and at the same time small yields.
Value can be created through marketing region-
al products which come from these landscapes.
In this way, the landscape can be preserved on a
long-term basis. Which types of landscape are es-
pecially under threat see in the table at the end of
the page.

Bottom-up or top-down initiatives?

In the past, regional initiatives were put forward
by citizens from the region concerned (bottom-
up) as well as the authorities and politicians (top-
down). For instance, experience from the EU struc-
ture program LEADER shows that hybrid forms
with a strong bottom-up approach are most suc-
cessfully sustained.

The “Bleue du Nord” breed of cattle supply top quality meat to the
regional market (Avesnois, Northern France).

At the same time, the will to act and the com-
mitment of regional stakeholders is supplemented
by expert knowledge, administrative support and
more often than not with start-up funding also.

Landscape Danger

Reason

Meadow

Trees are no longer cut, they age, are felled,

Fruit-growing only still in highly productive

orchard

grass is no longer mown/grazed

fruit plantations

Infertile grasslands/
hillsides

Shrub encroachment through lack of use

Agriculture only takes place in highly produc-
tive locations, medium locations are taken out
of production (mowing/grazing)

Bocage (land with hedgerows)

Shrub encroachment, dilapidated hedgerows
and embankments, ageing hedges

Cultivation is not suitable for machinery, is too
costly and uneconomic

Vineyards

Dry walls become dilapidated, shrub encroach-
ment on hillsides

Smaller, unproductive hillsides are taken out of
production

Use of copse and composite
forest, hedges

Intermixing due to a lack of regular use

In the past, wood has lost its significance as a
material for gaining energy (labour-intensive).
Increasing energy costs could however change
this again in future.

Table 1: Types of landscape under threat




Bottom-up or top-down?

Example Het Groene Woud (the Green Forest), locat-

ed between the cities of Den Bosch, Tilburg

and Eindhoven in the Province of Noord-Bra-
bant, the Netherlands, is a designated National
Landscape. Various stakeholders in Het Groene
Woud have gained good experiences in start-
ing with an idea on regional branding, working
on it with a group of enthusiastic entrepreneurs,
and similarly discussing the development of a re-
gional brand with regional policymakers. In this
way, both levels are and have been involved in
the development of Het Groene Woud brand. It
makes no sense starting with a pot of subsidies
and then gathering the entrepreneurs to see how
these subsidies can be used. Also, it might be a
good idea to have an intermediary between the
various stakeholders because entrepreneurs, poli-
cymakers and experts sometimes do not commu-
nicate in the same way. Entrepreneurs are usual-
ly practically-oriented and things should not take
too long otherwise they lose interest. In working
with them, it is important not to think too much
in terms of processes, rather think in actions.

Source: Innovatieplatform Duurzame Meierij, and
Het Groene Woud:
http://www.duurzamemeierij.nl/
http://www.hetgroenewoud.com/

1.2 Staking out common goals

What is important, however, is to clarify the funda-
mental purpose of the initiators and to determine
why they want to market their products and ser-
vices together and in relation to the landscape.

As a rule, initiators move in a triangle between
economic, ecological and social cornerstones. Prac-
tice has shown that a different emphasis on these
points of focus by individual active participants can
be especially beneficial to the initiative. Yet this in-
itiative can only exist in the long term if it makes
money and observes the ecological criteria which
protect the countryside with which it identifies.

The promotion of social aspects serves to create a
stronger local and regional acceptance of the initi-
ative and its products as well, because it represents
important purchasing criteria for a good many tar-
get groups.

More often than not, the initiators are a group
of people who are already involved in the topic:
farmers, advisers (nutrition, farming, food), fisher-
men, hunters, shopkeepers etc. Idealistic motives
can be put into practice too (Sustainability, Agen-
da 21, Save the Planet, to name but a few). Some
of these people take on either an overt or covert
leadership of groups of initiators: these people are
described as key players.

1.3 The role of key players

Regional initiatives are structured in a different way
to “classical” businesses, although they do act as
businesses on the market. Key players and their
participation in the initiative play a major role in its
sustained success. Their knowledge, contacts and
image make a decisive contribution to anchoring
the brand on a regional basis and communicating
the values associated with it to the end users in a
credible way. At the same time they shape co-op-
eration within the regional initiative and are im-
portant for motivating the participants and their
willingness to work.

Many hands make light work!



STARTING STRONG

The characteristics and abilities which distinguish a
key player are many and varied, and can hardly be
covered by one person alone. Here individual per-
sonalities can complement each other.

These key players:

e preserve their honesty and integrity

e are open to new ideas and drive develop-
ments forward

e recognise marketing potential which is of ad-
vantage

e analyse markets and competitors and draw
conclusions

e can think in a general, strategic and specific
way, at the same time integrating people and
different opinions

e are able to resolve problems and make deci-
sions even in risky, complex and conflict laden
situations

e can convince other people

e can communicate with other business part-
ners and understand their interests

e are well versed in dealing with journalists.

(from SCHMID et al., adapted)

14 Procedure

Step 1

Gather a core group (at the most three to eight
people), approach possible candidates for this di-
rectly.

e First exploratory talks usually take place unof-
ficially: A meets B, a common area of interest
develops during the conversation, they decide
to pursue the intention further.

Roughly stake out common purpose and vision.

e At the first “official” talks (invitation, topic,
place and time) expectations and objectives
must be clarified to avoid possible misunder-
standings. This also applies to a timeframe for
the project as well as the costs for individual
time allowances (Who can spend how many
hours per week on the project?).

Form a working group, which if need be can also
be split into several focus groups.

¢ Open gquestions (see checklist in the appendix)
are collected in the working groups and pri-
oritised according to the urgency with which
they need to be answered. Finally, the partic-
ipants clarify who is responsible for settling
the respective question: Who has access to
data, who knows an expert, who has knowl-
edge of successful examples?

Timetable

The timetable for the project can basically Info
be drawn up in two ways:

1. The time for the market appearance is given
(for instance, the seasonal yield of the product,
Christmas business, set events such as anniversa-
ries). Then work backwards from this time to set
all dates for each individual milestone.

2. The starting point is set, the participants them-
selves decide on the pace and set the milestones.

The individual time allowance for each ally must
be taken into consideration with both methods.
If the participants only have a little time at their
disposal, the preparation time using the second
method is simply prolonged. With the first meth-
od, however, either new allies have to be found
or the regional initiative has, as regards the mar-
ket appearance, to cancel its plans.

Step 2

Bring your subject into the (trade) public arena
through:

e discussions with journalists
® news releases
e appeals for collaboration.

Make use of the personal contacts of individual
participants with representatives of the media.
Supply copy and pictures which communicate your
cause well. Mention contact details in the press for
further prospects.

Decide by this date at the latest, who will repre-
sent the initiative externally.



Step 3

Invitation (public and personal) to a public intro-

duction of the project by the core group.
Content:

e |Inspirational presentation on best practice

e Introduce own vision and purpose

¢ Gauge the intentions of guests

¢ Introduce time frame and details of further
action

Information event

Start only with those who want to be in-
volved, do not talk people into it.
Prepare written handouts which the guests
can take with them.
Don’t rely on written handouts alone, make use
of personal conversation at the event to gain
prospects for collaboration.
Include a reply slip in the handouts for prospects

Tip

Step 4

Frequent working discussions with the extended
circle of active participants, who work on the fol-
lowing points:

e Marketing and brand policy

¢ Product and pricing policy

e Distribution and communication

e Financial framework conditions (who will be
paid for his/her work and from when, who
will invest money in the project)

e Legal form of the regional enterprise

¢ Organisational and decision-making structure
(who makes the strategic decisions, who does
the routine work)

¢ Business plan

In order to organise this work efficiently and to share
it out among many people, it is important to collect
individual competencies and to share out responsibil-
ities. Problems which arise from the open questions

to notify you of their involvement. Mention con-
tact persons (3 max.) for enquiries as well as a
time frame for feedback.

Use the event for press work.

(see Checklist in the annex), are dealt with urgently.

If required, the contacts or expert knowledge of
the participants can be activated or external spe-
cialists consulted.

Example

MainAppelHaus Lohrberg (Orchard center Lohrberg)

The tradition of orchard cultivation is very common around Frankfurt. MainAppelHaus Lohrberg has been
founded to support the conservation of the orchards and work towards an improved marketing of the prod-
ucts. The original project area includes around 380 ha of orchards in Frankfurt — Bergen-Enkheim and the City
of Maintal (east of Frankfurt). To find out about the possibilities of networking and to broaden the product of-
fers a survey was carried out in 2005. The task was to find organisations working with orchards and their prod-

ucts. The range was around

Results — fields of activities: 30km in the surroundings of
yes % no % Not specified % Frankfurt. IIQ initiatives were
— found, of which 82 respond-
A 65 | 7925 | 7 | 854 10 12.19 | ed to the questions.
of orchards
Harvesting 60 | 73.17 | 15 | 18.29 7 8.54 Further plans of co-operation
i incl n exchan f infor-
fe“’"es 38 | 4634 | 19 | 2317 25 30.49 clude an exchange of info
or landowners mation on the practical main-
Marketing 43 | 5244 | 35 | 4268 4 4.88 | tenance of orchards, sources
e of finance, and harvesting and
Certification 20 | 2439 | 34 | 41.46 28 34.15 '
ecological farming - - - marketing the products. The
. area of the network is estima-
Monitoring of relevant ted to be ten ti bi
data for nature 42 | 5122 | 35 | 42.68 5 6.10 | tedtobeten imes asbig as
protection that of the original working
Public relations 72 | 8780 | 6 | 7.32 4 4.88 Zr ea of MainAppelHaus Lohr-
erg.
Only non-profit work 46 | 56.10 | 26 | 31.71 10 12.19
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1.5 Potential stakeholders and supporters

In setting up and developing regional marketing
initiatives further, it is beneficial to cast one’s eyes
over the region to find possible allies. The follow-
ing is a non exhaustive list of groups of people
which includes both stakeholders and supporters.
Some groups of people are listed twice as repre-
sentatives of these groups qualify for both roles.

Stakeholders

e Craftsmen in the food sector: Mills/millers,
brewers, bakers, butchers

e Farmers ...

¢ Direct marketers

e Landlords/young landlords

¢ Retailers

¢ Representatives of the country women, farmer
and conservation guilds

¢ Abattoirs

e Countryside Protection Agencies

e Craftsmen in the non-food sector: carpenters,
builders, fitters ...

e Consumer associations

e Politicians

Supporters

e Conservation agencies
¢ (Local) Politicians

e Church Representatives
e VIPs

1.6 Mofivation

Preparing the brand for the market and establish-
ing it can take a long time. The important thing
here is that the different working groups and mem-
bers of the regional initiative remain motivated.

The key players and later the management of the
regional initiative should encourage the following
factors:

e Minor and major successes, which happen af-
ter a short period of time (such as the test mar-
keting of small quantities, the participation in a
regional market, positive press feedback);

e Visits to an experienced and successful market-
ing initiative;

Experience and commitment are at the heart of every regional
initiative.

® Open and honest relations between partici-
pants;

e Mutual exchanges of experiences by the stake-
holders on other themes as well;

e Stakeholders feel that they are benefiting from
this co-operation:

e |deas and results of the work by the stakehold-
ers are taken seriously;

¢ Recognition of work achieved.

1.7 Neiworking

Effective networking both within and outside the
region is a decisive factor for the success of region-
al initiatives.

Communication plays a key role here. In the first
case it is a matter of connecting to existing net-
works. Each active participant in the regional initi-
ative has contacts which can be used, such as con-
tacts to further suppliers, consumers, processors
and to retailers, to experts, authorities or spon-
sors.

In addition the network needs to be extended and
established. For instance, if products are to be of-
fered to the food retail trade, a trusting relation-
ship with market managers, buyers or logistics
providers enables problems to be flagged quickly
and dealt with efficiently. Opportunities for new
products, customer requests or enquiries about the
availability of additional services also reach the re-
gional initiative sooner when the people concerned
speak to one another on a regular basis.



Rhine-Main Area around Frankfurt Networks can be strengthened through:

Example For several hundred years, orchards in the ¢ Regular meetings in pleasant surroundings (for
Rhine-Main area have been of great inter- instance during company visits to participating
est to the inhabitants of Frankfurt and its sur- businesses)

roundings. They have been planted and taken ¢ Informal get-togethers

care of mainly for growing the fruit used in mak- e Circular letters

ing traditional apple wine. e Events, to which either the whole circle or indi-
Many initiatives have been founded to support vidual groups of involved persons are invited
local orchard owners with advice and practice in e Lectures followed by an exchange of experi-
fruit-growing, some having even been formed ence.

before 1900. Traditionally strong, they often had
several hundred members per village.

In the 1980s nature conservation groups discov-
ered the unique quality of the standard tree or-
chards as wildlife habitat with high biodiversity.
These groups emphasised the value of the amount
of wild and endangered species occurring there.
In the meantime, both directions have moved to-
wards each other: the traditional fruit and horti-
culture organisations realised the lack of interest
in the subject by younger people. The range of
topics has had to be enlarged to attract members.
The nature conservation groups took greater ac-

L -
count of the fact that this habitat would not exist Farmers and direct marketers visit a regional abattoir.

if man had not made and maintained it. There-
fore, there has been a need to know more about

horticultural practice. With the changes in socie- 1.8 (o"e(ﬁng “know-how”

ty and the new value placed on having beautiful

space for recreation, there were new reasons for In the beginning, initiators of regional marketing

conservation. initiatives often only dominate separate areas of

In 2003 a new organisation “MainAppelHaus Lohr- their field of work. They gather knowledge mainly

berg” was formed, which tries to unite the two through “learning by doing”, where they are sup-

movements in parts of the Rhine-Main area. The ported by the shared competences of the network

partners are local horticultural organisations and and external advice.

several conservation groups working on a local to

international level. The shared aim is to conserve This is a tried and tested strategy and does not

the orchards by marketing the landscape and the stand in the way of success, as long as bad mis-

products in a better way and by building up an in- takes do not endanger the whole plan. The deci-

formation centre with shop and catering. sion-makers in the initiative should not be afraid

This aim seems to be rather attractive and wel- to discuss questions openly with external people

come for regional identification, so since 2006 as well.

surrounding towns, cities, counties, the pomologi-

cal society, gardening societies and others have Sources of information and “know-how" are:

become members.

Both movements have enlarged their target pub- e Experienced marketers, also from other re-

lic, the raising of sponsorship has been facilitated, gions

and interest from outside both movements has ¢ Advisory organisations for trade, craftsmen, in-

been raised. dustry which also often offer cost-effective ad-
vice

e Educational establishments such as universities
and academies

e Government offices

e External advisory bureaux.

11
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1.9 Management

A survey by the German Association for Landcare
(DVL) into the reasons for the failure of region-
al initiatives, found that the most frequently men-
tioned factors were poorly motivated personnel
and a lack of co-ordination.

In comparison, a large number of the people, com-
panies and organisations involved reflected posi-
tively, as did the strong motivation of the people
involved, especially the producers (farmers).

These results point to the importance of having a
management team which is as professional and
full-time as possible. This management team has
to mesh the economic and idealistic objectives of
the business. At the same time, it has to motivate
the people involved and deal with them in a solu-
tion-oriented way.

This requires:

e top communication and leadership skills

¢ sound market knowledge

e a talent for organisation and

e controlling and quality management skills.

So that the management of the regional initiative
can meet these challenges, responsibilities must be
clearly sorted out and decision-making channels set
up in the shortest and most efficient way. Moreover
the network should support management effectively.

110 Feasibility study/ Business plan

The first working steps of the core group should
serve to compile facts which allow the feasibility of
the plan to be assessed. This includes a first rough
market analysis (for detail see Chapter 3-5) with
the following factors (compare with Chapter 3-5):

e Framework conditions and objectives

e Size of the region

* Supply

e Demand

e Competition

e Target groups

e Strengths and weaknesses

¢ Opportunities and risks

e Financial requirements

¢ Time requirements (see Info Timetable).

How to deal with these requirements can best be
illustrated by means of a spiral: In the first round,
rough data is gathered and evaluated, which leads
to new starting-points, others are no longer pur-
sued. In the next round more detailed data is as-
certained, new data added and the situation evalu-
ated again, which results in further decisions. Then
the next round follows and so on.

TIME

MARKETING
ORGANIC PRODUCTS

MARKETING
RETAILING

MARKETING
START

DEVELOPMENT

Again and again matters arise along the way for regional marketing
initiatives (here for example Marketing) and often from another or
additional viewpoint.

In each situation the same questions serve to prepare for new
challenges.

If, in the course of this, the plan gradually starts
to look promising, that is it seems to be feasible,
then the same method is used to set up the busi-
ness plan.




A business plan is made up of eight sections:

1:

Summary

: Type of Company

: Product/Service

: Sector/Market

: Marketing/Distribution
: Company Management
: Three-Year-Plan

: Capital requirements

Basic rules for the Business Plan

Info

N

[©))

1. Make an impression through clarity and
objectivity

2. Formulate your business plan so that it can
also be understood by an outsider

. Draw up your document as a unified whole
. Test your draft document again and again
. Rework your business plan as often as

necessary

. Find support for yourself in good time
. Do not let yourself be disheartened

(from: www.startup-Initiative.de)

Signed contracts build a qualified base for co-operation.

Content of the Business Plan for South Downs Lamb

1. 2004 Test outputs:

e Supply chain

¢ Branding and promotion

® Marketing program

¢ Environmental, technical
and assurance protocols

2. Objectives

3. Timetable:
e Outline

4. Technical Aspects
(for 2 scenarios):
 Products

e Markets and outlet types
¢ Capital Expenditure
e Competition Taste

® Production

e Costs

e Slaughtering

e Traceability

° Yield

e Carcass quality, conformation and weight

e The carcass ‘jigsaw’

SouthvDowng Laml-
————

REPORT 2004

5. Marketing and selling:
e Corporate branding

e Product branding

e Pricing

e Personnel and systems

e Economics of the initiative
* Profit and Loss

e Cash flow

e The risks

Example

13
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OBJECTIVES AND VISIONS

Objectives can only be achieved if they are clear-
ly defined. The objectives in marketing the land-
scape are naturally different to those of classical
businesses. Therefore, stakeholders should try to
formulate clear objectives for the whole range of
their plans.

Objectives serve as a point of orientation for the
direction and structure which all planned activities
will take. The more precisely the objectives can be
defined in terms of quantity and quality, the easier
it will be to check success (SCHMID et al. 2005).

2.1 SMART Objectives

A good instrument for formulating objectives in a
capable way is SMART. This is a good description
of the way in which objectives should be defined.
According to SMART objectives are formulated as
follows:

Specific (concrete) — as regards both the objective
and the stakeholder;

Measurable through a clear description of the situ-
ation to be attained,;

Actively influential, attractive and accepted,;
Realistic — highly placed, but still achievable; there-
fore relevant to the organisation;

Timetabled with a schedule and milestones.

In setting objectives, the individual area of business
and the whole initiative should always be kept in
mind. Therefore, the core team and perhaps even
additional participants should formulate the ob-
jectives together. This discussion of objectives also
clarifies the common basis for further plans. One
should be able to keep track of the number of ob-
jectives otherwise it will be too costly, laborious
and time-consuming to measure performance. A
limit of five to eight objectives has proven to be
practicable.

Finally, the people who are involved — it is advisable
to bring together all the people involved — draw
up a list of objectives. This is just as important in-
ternally for the regional initiative as it is externally
for the appearance on the market. Moreover, clear
terms of reference facilitate management decision-
making in the event of a later conflict in objectives.

2.2 Landscape “objectives”

The fundamental goal for all initiatives in branding
a landscape, is the preservation of a type of land-
scape through the economic support of products
derived from it. Extensively farmed areas of space
are frequently those which are to be used further
or again by regional marketing. Cultural landscape
is created by people and offers habitat for a variety
of plants and animals. The objective of “protection
through use” applies above all to the following
forms of cultivation:

Type of landscape

Cultivation needed

Marketable products

Fruit trees scattered on agri- Extensive fruit-growing

cultural land

Fruit products
(juice, fruit wines, dry fruit etc.)

Bocage (land with hedgerows)

Extensive grazing such as sheep flocks, suckler
cow management system, hedge care

Lambs, wool, calves, cows, oxen, milk, cheese,
butter, firewood from hedgerow maintenance

Types of landscape resulting Extensive grazings
from grazing such as juniper

heathland

Lambs, wool

Scattered meadows Mowing

Herb hay (pets, health care and relaxation)

Chalk/sandy infertile grass-
lands

Extensive arable farming,
extensive grazing

Extensive yields of arable farming, such as rye,
lambs, wool, calves, etc.

Mountain pasture

Twice-mown or extensive grazing

Herb hay
(pets, health care and relaxation)

Multi-layered mixed woodland Plenter forest-cultivation

Firewood, woodchips, pellets, furniture etc.

Table 2: Marketable products based on different types of landscape




2.3 Suggestions for quantitative objectives

Once an obijective is defined a strategy must be
chosen to help achieve this objective. In choosing a
strategy, the strategies of fellow competitors should
be taken into consideration alongside the individu-
al objectives of the initiative. Market research, spe-
cialist trade press, a telephone call to prospective
commercial partners or a conversation with an ex-
ternal adviser can help to select the right strategy.

In the following table, suggestions for quantitative
objectives are listed, according to HAINES, 1999,

adapted. Several objectives can be combined with
each other, the main areas of focus are determined
by the regional initiative. It has also proven not to
be manageable if an objective is formulated for
each one of the following points.

Suggestions for qualitative objectives:

e active shepherd finds a successor

e company from the region develops a prefabri-
cated house made of wood from the region

e tourist operators participate actively.

Objectives regarding the landscape

Protection

of the landscape | e Biodiversity (animal and plant life)

e Cultivated areas, which will be used to produce goods for the regional brand

measured by:

o Effect on valuable parts of the cultural landscape, such as the number of replenished fruit trees (types, size...)
e Keeping livestock under natural conditions

¢ No use of genetically modified organisms

e Use of resource-friendly methods of working

e Proportion of biologically farmed space to usable agricultural area

Economic objectives

Position
in the market
measured by:

e Position compared to competitors
¢ Degree of innovation
e Technological lead

Breadth
of market
measured by:

e Number of products on the market
e Size of customer base
e Size/number of regions (states/counties perhaps) supplied to

Customer
service
measured by:

e Usefulness and quality of the product
e “Reliability of the product”
e Availability of product (number of points of sale)

Growth
measured by:

e Net profits of sales

e Quantity of sales, such as lambs marketed under the regional label in the first, second, ... fifth season;
e Additional earnings of market participants through higher market prices

® Market share

Profitability
measured by:

e Profit margin
e Profit
e Share in the profit of turnover

Customer
satisfaction
measured by:

e Number of repeat purchasers, that is repeat sales (or “once and never again” buyers)
e Number of complaints
e Results of customer surveys

Effectiveness
measured by:

¢ Net profit of sales
e Period of time for outside financing

¢ Movement of goods
e Liquidity

Personnel
measured by:

o Staff attitudes to the business
¢ Net profits of sales per employee

e Number of employees
e Average wage of the employees

Social objectives

Social
responsibility
measured by:

¢ Image of the business

e Capacity of resources

e Public activities

e Contribution to the common good

e Number of jobs created

e Contribution to regional development

Table 3: Types of objectives regarding regional marketing activities
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OBJECTIVES AND VISIONS

Last but not least: Example of objectives: South Downs Lamb

Set down regular dates (such as the last meeting The objectives remain the same for the Example
in the year) to take stock of successes and failures. future of SDL as they were for 2004:

Then develop your objectives further together. This

might involve drawing up new objectives or taking 1. To safequard and sustainably manage the deli-

your leave of old ones. cate environmental balance of the South Downs

by promoting grazing of sheep.

2. To increase the number of sheep flocks as more
arable is put back to grass.

3. To help the farmer/suppliers become more pro-
fitable within SDL than hither to.

4. To set up a marketing company that will give
farmer/suppliers access to retail outlets and
prices.

5. To help farmers become less dependent on the
commodity price for lamb.

6. To build an enterprise capable of directing meat
down an added value route with a focus initially
on whole lamb.

Bee-keepers also contribute to regional development.

People are willing to support causes which are important to them in their free time:
Grassland management campaign "A day for the mountain” at the Hesselberg, Middle-Franconia, Germany.
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Example

Alimiihltaler Lamm (Altmihl valley lamb)

The Altmuhl valley in Bavaria distinguishes it-

self through valuable juniper heathland, which

is constantly under threat from shrub encroach-
ment. In order to be able to sustain shepherding,
the “Altmihltaler Lamm” regional brand was in-
troduced in seven rural districts. For many years
around 3,500 lambs have been marketed under
the brand each year. The following extract from the
guidelines shows the requirements on landscape
conservation and regionality.

A) Professional conservation criteria

o At least 50% of grassland surface area (according
to the list of the surface areas of the lots) is rele-
vant to conservation. Relevant to conservation in
this sense means surface areas which have been
concluded by contract according to the Bavarian
contractual conservation programe or the Bavar-
ian cultural landscape programe or surface areas
which in habitat maps are recorded as 13d-surface
areas or classified as equivalent (confirmed by the
lower conservation authorities). Only surface areas
cultivated without the use of pesticides, mineral
fertilisers and liquid manure are considered.

e The working proprietor must rear sheep in flocks.
Temporary grasslands are only tolerated if extensive

grazing is guaranteed under appropriate contrac-
tual conditions within the context of the Bavarian
conservation program.

e Livestock is limited to a maximum of 1.4 GV/ha
usable agricultural area.

e A minimum density for grazing for optimal pas-
ture quality is to be assured.

B) Criteria for regional production

e The business must have part of its surface area
which is grazed by sheep in the “Naturpark Alt-
mduhltal” project area.

® Bought animal feed must originate exclusively
from the rural districts of the project area.

e Albuminous animal feed as a protein supplement
(lequmes, colza cake...) is only allowed to come
from the rural districts of the project area. This
applies after an initial period of adjustment from
01.01.2000.

e Transport of live animals is not permitted to ex-
ceed a journey time of one hour.

e Transparency and traceability of product routes
must be quaranteed by the business.

e Marketing initiatives must comply with the objec-
tives of the project.

e Purchase of lambs is only permitted from business-
es involved in the "Altmuhltaler Lamm” project.

The juniper heathland in the valley of the Bavarian "Altmdhl”, Germany,
is old cultural landscape which can only be preserved through grazing.
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SUPPLY

3.1 Analysis of supply

Product safety and delivery represent a challenge
for regional initiatives.

A fluctuation in quality can vex even the most tol-
erant of consumers. Alternatively, seasonal availa-
bility of goods often enhances the attractiveness of
the product, but not if it is out of stock in a couple
of days and unavailable again for months on end.
Therefore, at the very start of marketing, an ex-
act record is needed of when the product can be
brought onto the market and at what price, quality
and in which quantities.

Key questions:

e Which products/services are there in our re-
gion that might be marketable because of
their regional origin?

e Which products/services is our region tradi-
tionally well-known for?

e Which products/services have the greatest
need for regionally based marketing (from
the point of view of the region or the view of
initiators)?

Seasonality

The fact that most regional products are available
on a seasonal basis is not only justifiable to the
customer, it is seen in many cases to be a mat-
ter of product credibility. Moreover, it increases the
appeal of the offer if it is only available from time
to time. Therefore, seasonality is not an obstacle,
rather it encourages commercial success (if com-
municated well see Chapter 7, Communication).

For this, the following questions have to be an-
swered:

e |s it a purely seasonally available product?

e |s it possible to extend the season and at the
same time ensure that quality remains con-
stant?

e Are there products in the range that comple-
ment each other in seasonal sequence?

3.2 How will the region be determined?

The borders of the region should be chosen with the
utmost care — if they can be chosen at all. Regional
borders are often already established by the initia-
tor, management or sponsors beforehand.

Criteria

Advantages

Disadvantages

Administrative or political borders:
administrative district, region, depart-
ment, communal alliance

e Co-operation with authorities is easier
due to clearer responsibilities

e Borders are often perceived to be artificial
o Little changeability, for instance in the
event of expansion

Historic borders
See example: Rhine-Main area around
Frankfurt, Germany

e Strong identification of the population
with the region

e Harnessing of positive image for mar-
keting

e Possibly too small

e Possibly a negative concept or old-fash-
ioned image

e Possibly several authorities are responsible

Geographic borders

e Utilisable for marketing with well-known
regions (e.g. The Black Forest)
e Strong identification by the population

e Smaller units hardly known nation wide

e Possibly several authorities responsible

e New artificial names hardly accepted and
need a higher level of marketing effort

Amalgamation for a specific purpose,
for instance Nature Parks (EU), Na-
tional Parks (EU), National Landscape
(NLD)

e Positive connection through proximity to
nature and product quality

e In part very large areas

e Often several authorities responsible

e Own place of administration often weakly
equipped financially

Processing or retailing structures, for in-
stance the catchment area of a dairy or
an authorised slaughtering business
See example:

Beemsterkaas, Netherlands

e Shorter transportation channels

e Traceability of products and transparency
are easier to administer

e Value created remains in the region

e Retailing supports marketing

© Requires decentralised processing structures
¢ Tied to single food businesses

Table 4: Decision support regarding the determination of the region




Example

Traditional market gardening in the Parc naturel
régional des Caps et Marais d’Opale (France)

The Audomarois marshland is a specific wet-

land, covering 3700 ha with a water course
network of 700 km. It is one of the last areas of
marshland still cultivated using traditional agri-
cultural practices in France. These practices have
created a typical landscape of inland polders with
a rich natural and cultural heritage.
The Parc naturel régional supported a group of
local farmers in setting up a direct sale shop.
Most of the produce sold there is produced on
the marshland (beef and vegetables mainly). The
project helps farmers to widen their activity and
promote traditional agricultural practices, and it
also aims to link urban people to the countryside;
in the shop consumers and producers can meet
in person.
Initially, the seasonality of the production, espe-
cially vegetables (cauliflower, chicory etc.), ap-
peared to be an obstacle. The farmers decided
not to extend the season of production (which
would have been nonsense compared with the
traditional practices they are promoting), but
rather to place a greater emphasis on communi-
cating this specifically.
It was a big challenge to take on, but direct con-
tact with consumers helped them a lot in their
task.
By communicating well about the product, its
origin, its method of production, its seasonal-
ity, positive health aspects, farm visits ..., they
reached their aim.

National Landscapes in the Netherlands

Borders of the region in which

branding can take place

The borders of the National Landscape het
Groene Woud (the Green Forest) in the Nether-
lands are not used for the Groene Woud brand.
The borders of the National Landscape are used
as an indication, but if an entrepreneur from just
outside of it feels part of it and contributes with
his production to the quality of the landscape,
then he can join in the branding scheme.

Source: Innovatieplatform Duurzame Meierij,

and Het Groene Woud:
http:/lwww.duurzamemeierij.nl/

http://www. hetgroenewoud.com/

Traditional market gardening brings added values to rural areas
(Merkendorf near Nuremberg, Germany).

Defining a core or buffer zone has proven to be
worthwhile in many regions. This facilitates deal-
ings with producers and processors on the out-
skirts of the region.

3.3 Range

At the start of the branding initiative a registration
of all available and marketable products in the re-
gion is to be made. Existing catalogues from di-
rect marketers or other businesses for instance can
be used as a basis for analysis. Public information
meetings for potential marketers can be used in
order to give full particulars of the range through
short questionnaires. Experience shows that the
variety of goods supplied is mostly considerably
larger than expected.

The following facts should be checked:

e Type of product and methods of processing

e Available quantity

e Type of availability: seasonal, permanent

e Participation in programs, for instance state
branding programs, bio-certificates, quality as-
surance programs

® Services offered

e Other product ideas.

The evaluation of the results of the questionnaire
clarify the prerequisites for regional supply:

¢ Which products/services can be marketed?

¢ In what form should the products be offered
(raw, processed, household or bulk-purchasing
packages?)

¢ Which products/services should come on the
market and at what time (timetable for extend-
ing the range)?

¢ Which processing systems are available for this?

Example
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34 Analysis of quantity

An analysis of quantities to be made available at
short- and medium-term notice creates a further
basis for decision-making about methods of mar-
keting for instance.

The following should be assessed:

¢ What quantities are to be obtained?

¢ Are the quantities also available in the years to
follow?

¢ Do the quantities available justify a public ap-
pearance on the market?

e Are there producers who would, in the event of

low supply, switch over production to this prod-
uct?
Note: The provisos in offering new products are
not to be underestimated. The demands placed
on regional products by caterers are a good ex-
ample of this. For example upmarket catering
businesses are by all means interested in a pre-
mium, varied offer of different sorts of poultry
(such as guinea fowl, pasture-fed goose, free-
range turkey hens). However in many cases it
was difficult to find a farmer prepared to rear
poultry.

e |s it possible to even out fluctuations in the

guantities of products offered?
Note: It is not just the weather which influenc-
es harvest quantities. Especially in regions with
a high proportion of surface area for one sin-
gle fruit there is the danger that an attack by
pests can destroy the whole harvest. Examples
of this are vegetable gardening (asparagus) or
meadow orchards (Rhine-Main area).

A further aspect is long-term sustainability: If a re-
gional initiative markets products which need a
long time to yield income, the initiative has to take
care to plant again in good time.

3.5 Quality

Traditional, regional or local food is generally
thought of as food associated with a specific area
or locale: the climate and geology of that area de-
termining soil type and fertility, hence giving rise
to specific flora and fauna suited to the physical
conditions. The use of indigenous raw materials
is essential in giving traditional, local and region-
al foods their defining characteristics. Yet the use
of locally produced raw materials constitutes only

a part of the food’s definition. The methods and
processes in producing food can be just as impor-
tant.”

In measuring quality it is important to assess the
quality available at the time and the quality de-
sired. The formulation of guidelines plays an im-
portant role in this.

' Good Food on the Public Plate, 2003

Keeping livestock under natural conditions is prerequisite for the
highest quality of meat, as shown here by the “Bunten Benthei-
mer” meadow-reared pig.

Key questions:

¢ \What qualities differentiate the products from
others (freshness, taste and appearance, deliv-
ery service, degree of processing, speciality?)

¢ Does the quality of the product comply with
the average or rather with that of a premium
product?

® How can consistent quality of the original
product be assured (advice to producers,
quality criteria for deliveries)?

e How can consistent quality of the finished
product/service be assured?

e How can quality assurance be organised cost-
effectively (use of existing systems)?

e Which ecological, economic, ethical or social
sales arguments do the products/services offer?

In many cases it has proven to be beneficial using
the guidelines of a national branding program as
a basis and to supplement these with criteria spe-
cific to the region.




Example

The state branding programs are monitored by in-
dependent controlling committees at moderate
costs. The regional initiative only has to check the
additional criteria. The situation is the same if the
regional initiative chooses the EU guidelines for or-
ganic products as a basis. In this case the base cri-
teria are checked and safe guarded by a nation-
al standardised control procedure (Reference: see
Chapter 8, Organisation and Finances).

3.6 Guidelines

A regional initiative should set guidelines for the
production and processing of its products. On the
one hand they should reflect the objectives of the
initiative. On the other, the guidelines should not
be too detailed as controlling them will prove more
costly, laborious and time-consuming accordingly.

Innovative-traditional ways
of keeping animals with regional identity

“Die Rottaler Strohsau” (The Rott valley

straw pig), Bavaria, Germany.
The “Rottaler Strohsau” (Rott valley straw pig) is
kept under natural conditions on rural farmyards
in the Rottal area. The pigs are reared in accord-
ance with special guidelines on feed and surround-
ings. The farmers involved provide opportunities
for a visit to the farm. The pigs can root, play and
chew just like animals in natural surroundings do.
This keeps them energetic and healthy. Movement,
a lot of fresh air and optimal food and surround-
ings — this is the basis for the excellent quality and
special taste of the meat.

“The Rhén brown trout returns”

A distinctive brown trout is being bred today in
the biosphere reservation of Rhén (on the borders
of Bavaria, Hesse and Thuringia) in traditional but
extensive pond farming to protect an indigenous
type of fish. The native brown trout had up until
then almost been driven out by the North Ameri-
can Rainbow Trout. Supply has become established
in the local catering trade and because damage
to the environment has been minimised (through
extensive pond management) the situation in the
streams has improved and the Rhén has developed
into an upmarket region for fishing.

Both examples:
danner & partner, Ruhstorf, Germany

A combination of state branding programs, in
which the suppliers have to take part, coupled
with other criteria has proven worthwhile. Tempor-
ary deadlines can be laid down for this. A possible
list of criteria see at table 5 at the following page.

3.7 Packaging and labelling

The supply of regional goods has to be labelled in
accordance with national and EU guidelines. In the
EU-Member States the EU guidelines are comple-
mented by national regulations. Added to this are
the requirements of quality programs as well as
the guidelines for the regional initiative which us-
es packaging and labelling to distinguish its prod-
ucts from market competitors. The regional initia-
tive should clarify the following:

Key questions:

e How will the products be labelled (logo, Cl,
lettering and marking)?

e What distinguishes regional products from
the products of competitors?

¢ |s the packaging coherent/credible with the
message you want to convey (protection of
the landscape, sustainable development)?

e How will the products be packaged (form,
material, degree of processing, packaging
company)?

¢ How can packaging be optimised for advertis-
ing and information purposes?

Firewood from hedgerow maintenance can be marketed well on a
regional basis (Bocage, France).
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Product group

Possible criteria (choice)

Cattle for milk and meat production

e Origin (birth, rearing) in the region

e Duration of transport to the abattoir

e Certain way of keeping cattle

¢ Duration of grazing cattle during the period of vegetation

e Prohibition of certain types of food (silage, GMO, soya etc.)

e Use of certain types of food (regionally grown protein/legumes)
¢ Method of processing meat or milk

* Maturity of meat

Pigs

e Origin (birth, rearing) in the region

¢ Certain way of keeping pigs (outdoors, on straw etc.)
¢ Combination of feed

e Duration of transport to the abattoir

e Processing of meat

Lambs

e Origin (birth, rearing) in the region

e Certain way of keeping lambs (sheep flocks)

e Share of areas committed to grazing (for instance proportion of areas with
nature conservation contract)

Fruit trees scattered on agricultural land

e Certain selection of varieties
e Stem size
e Care of undergrowth

Vegetables, grains and other plant products

e Cultivation of certain kinds and varieties

¢ Method of processing

e Type of fertiliser and quantity

e Cultivation of the soil

e Agreement on cultivation plans with regional initiative

Animal welfare

e Grazing (duration, type)

o Stall area per animal

¢ Daylight

e Floor (bedding, material, arrangement)
e Group size etc.

Landscape maintenance

¢ Measures which contribute to the conservation of the respective type of
landscape, such as tree-cut with fruit orchards, care of stone walls and
hedges, grazing, removing shrub encroachment

e Special protective measures for outstanding kinds of animal and plant life
which are associated with the respective type of landscape such as leaving
dead wood in meadow orchards and woods

Education and awareness

o Offers of environmental education for children and adults
e Joint campaigns for conserving the landscape
(Example: “A day for the mountain”, Hesselberg region, Bavaria)

Changes to the farming method of production

e Increasing the proportion of ecologically cultivated surface areas

e Certification of production according to EU guidelines for biological farming

e Extension or change to crop rotation (intercrops, perennial crops)

¢ Expansion of extensive use of surface areas, such as suckler cow
management system

e Measures to reduce soil erosion

Table 5: Possible production criteria for regional products




Example

Packaging and labelling
in the Parc naturel régional de IAvesnois

The marking or labelling laws in France and
in Europe have to be respected:
France: Consommation code (April 1993) — L214-
1,1214-2, L112-1
Europe: (CE) n°1760/2000 for beef and beef
products. For beef, if we want to provide infor-
mation about one region, we have to respect this
law. It means that there has to be:
e 1 lead partner: owner of the brand
e 1 charter in existence
® monitoring to ensure requirements are being
met and are validated by the state-owned com-
pany (in France it is Direction Générale de la
Concurrence, la Consommation et la répression
des fraudes)
(precision: the regional nature park of Avesnois,
chose to adhere to one existing approach —
INTERBEV).

Label of the Nature Park of Avesnois

The logo is present on the packaging of the product
(ex. plastic bag with the logo printed, or sticker).
Beef is wrapped in butchers paper and put in a
plastic bag or a box. The logo is present on the
bag or the box with a sticker.

Additionally, there is a poster at the point of sale
which communicates brand specifics.

3.8 Traditional offer or new product?

Commercial activity usually starts with foods which
have been traditionally produced in the region
such as beef or milk products from grassland re-
gions. How should the regional initiative now deal
with “new” products, the targeted production of
food external to production so far? Should it mar-
ket ostrich meat or lavender, even though neither
the keeping of ostriches nor the growing of laven-
der has been usual up to now? What about pro-
ducing “regional energy” such as wind energy or
growing wood for energy?

These issues cannot be decided on a general level,
rather they have to be decided on an individual ba-
sis. A steering group should take on responsibility
for this, comprising regional representatives from
the fields of nature conservation, agriculture, tour-
ism and/or food trade. This steering group can call
in experts, such as historians, to deal with special

questions. They should take into account the fol-
lowing criteria:

¢ Does the new product fit in with our regional
identity?

¢ How is it compatible with the image of the re-
gion?

¢ \What images does the product itself have?

e |s production compatible with an existing mod-
el perhaps or with the guidelines and objectives
of the regional initiative?

e Does production influence the natural scenery
for instance (and how relevant is this to the ini-
tiative)?

® Does the new product support or undermine
our credibility?

e Is the product of economic use commercially?

Experiences from other regions can also be exploit-
ed, for instance existing contacts of the initiative or
through research on the internet.

The decision regarding diversification of produc-
tion to new products is in each case for the re-
gional initiative itself to decide. However the au-
thors recommend orienting oneself as closely as
possible to traditional production especially in des-
ignated protected areas. Their view is that in pro-
tected areas it is particularly a question of integrity
and credibility as brand values are based on honest
attributes of your region.

Do zebus enrich the landscape or look out of place?
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DEMAND

Two current factors offer very favourable condi-
tions for regional strategies:

1. Private demand in particular (and partly cor-
porate — owner-run businesses above all!) for
a regional supply of products/services is cur-
rently growing (especially if it is a product typi-
cal to the region). There are various reasons for
this — ranging from newly awoken strong emo-
tional ties with one’s homeland to an ecologi-
cally-based wish to minimise transportation up
to the view that regional produce always guar-
antees quality.

2. Moreover, market transparency quite frank-
ly leaves a lot to be desired. In many cases it
is not known what offers, products, possibili-
ties and/or channels of distribution are avail-
able within a region or can be used. In case of
doubt (for example, if prices/costs/services are
the same) regional structures still have the ad-
vantage today — it is just a matter of making
them well-known.

The consumer, whether bulk purchaser (canteens,
food trade) or family households, associates sev-
eral expectations with regional produce. These ex-
pectations are more or less the opening filter for
analysing the demand of all target groups; special
target group filters are added on top of this.

In general, consumers associate the following with
regional products:

¢ a particular quality of product (fresher, keeps
longer)

e small, clear “friendly” structures

e proximity creates trust: trust in the offer
through physical proximity to the place of pro-
duction

The Orchard Centre “MainAppelHaus Lohrberg’s” Marketing
Mobile captures the attention.

e |oyalty to one’s own region and its producers
and

e environmental conservation aspect (less traffic,
less pollution of the environment).

4.1 Statistical analysis of demand

There are several methods for analysing demand.
Past experience can be evaluated using statisti-
cal sources. This includes studies on consumption,
parts of the agrarian report issued by the ministry
responsible and other sources regarding growth
per capita and food consumption trends. These
can be converted according to a defined target re-
gion (such as the producing region and its adja-
cent conurbation) and an estimated market share
of regional products. In this way, the figures calcu-
lated simply stake out the pitch.

From a survey on food consumption it follows
that: every person eats on average 700 g of
lamb per year. Taking a population of 200,000
people in the region, this means a statistical
consumption of 140,000 kg of lamb per year.
If a market share of 2-5 % is added for lamb certi-
fied as regional, this means a potential market of
2,800 to 7,000 kg lamb in the region each year.

4.2 Trends in demand

A further method used for analysing demand is
an evaluation of emerging trends. This allows for
more of a qualitative estimation: which values are
more important to the consumer, what quality and
service do they expect, which solutions to prob-
lems should the provider be able to offer? Sug-
gestions for the choice of product and its devel-
opment or for the communication strategy can be
gathered from this.

Questions of demand
Own surveys are an effective way to complement
statistical evaluation.

Methods for this are:
e Interviews with the representatives of the cho-
sen target groups
¢ Interviews with opinion leaders and representa-
tives of associations (landlords, hoteliers, retail,
canteen kitchens)
e Consumer marketing tests, such as sampling
sessions with a short questionnaire.

Example



Co-operation with higher education establish-
ments or training colleges also provides opportu-
nities whereby students could carry out surveys as
part of their final work. Existing final work or pub-
lications by higher education establishments could
also be studied carefully.

Consumers accept sustainable agriculture; but are they disposed
to pay more money for the products?

Before the survey, it is important to clarify:

¢ Obijectives:
What should be ascertained? What information
is really important?

* Target group:
From whom - i.e. which target group — is infor-
mation needed?

¢ Method:
Which method should be used? How will the
data be recorded so that it can be used well
again?

* Processing:
How should the data be processed and used?
To whom should it be accessible?

¢ Costs:
How high are the costs and are these fair? Is
there a “leaner” form, which might be cheaper?
e Time:
When are the results needed?

4.3 Main questions in drawing
up the survey

4.3.1 Range

e Which products (and to what degree of
processing)/services does the consumer/do cer-
tain consumer groups want?

e Are there other products/services in addition
to the existing offer from the region which the
consumer would like to take advantage of?

People enjoy shopping regional products in a traditional
ambience.

Sources of information:

Means
Info

Use

For statistical analysis

e Agrarian report (per capita consumption of indi-
vidual products, trends)

e National studies on consumption

e Final work at higher education establishments

e Published market studies (via Google)

Staking out the whole area: how many regional goods
are sold in my target market

No basis for strategic decision-making

For a qualitative assessment of the whole develop-

ment:

e Special trade press

e Interviews with market experts, such as landlords,
chefs, managers in the food trade

e Shelf checks in food markets

e Market observation in other regions

e Consumer surveys

e Final work at higher education establishments

® Internet

Suggestions for product and service offers and further
developments

Often valuable tips for developing the marketing
process
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4.3.2 Quantities

¢ What quantities will be bought by possible buy-
ers and at what point in time?
o Will quantities be fixed by contract?

4.3.3 Quality and price

e What quality do buyers expect and at what
price?

¢ What level of service do buyers expect?

¢ To what extent are they prepared to pay more
for more service?

Consumer survey of the Parc naturel régional d'Avesnois

Regional Nature Parks Survey:
Example Image in France.
“Added value of park products and compa-
nies using the Regional Nature Park brand”,
Institut d’études LAMCO (octobre 1995).

The federation and the park wanted to survey con-

sumers with regard to the existence and the na-

ture of the demand for the park’s products:

e to measure the awareness and image of the brand

e to identify the contents of the brand

e to know the elements of “added value”, credi-
bility and attraction brought by the brand to the
products

e to measure the degree of awareness and the spe-
cifics of the park in the eyes of the consumer

e to appreciate the relevance of a system of distri-
bution to urban centres.

This study leads to the discussion of favourable

and unfavourable elements of using the park’s

brand as a way of evaluating products and services

in the park. This analysis relates also to the valid-

ity of the criteria selected up to now of whether or

not to grant the brand to the products.

The survey: all France

1650 surveyed 900 people (tourists) from large

built-up areas — outside and far from a Regional

Nature Park — 750 people (locals) from a built-up

area — outside and near a Regional Nature Park.

Contents: meeting with groups of consumers, con-
sumer surveys, conclusion and recommendations.
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Objectives of surveys

Surveys can be implemented, in order to:

o filter out certain target groups for regional
products

e put in concrete form the desires of chosen tar-
get groups

¢ reduce the number of complaints

¢ make the product familiar or to draw attention
to a new offer.

4.4 Drawbacks of surveys

Answers to questions which record the view of
the consumer should be seen as just that: declara-
tions of intent. Examples do exist of later demand
correlating with the results of the assessment of
the questionnaire or even superseding it, as well
as of real demand being considerably lower than
expected by these results. It is frequently the case
that consumer intentions to buy regional prod-
ucts hardly tally with the actual goods purchased.
Therefore beware of an all too optimistic assess-
ment of the results of surveys (See example at the
following page).

Conclusion:

Questionnaires do not always give correct insight
into the situation! The sales strategy of “Bergwin-
kellamm” had to be changed, so that the main
guantity was sold through local farmers markets.

4.5 Requirements of special target groups

In considering which target groups to serve, it is
helpful for the regional initiative to know about
the needs of even very diverse special target
groups. These include groups with special dietary
requirements based on their religious beliefs, eth-
nicity, health or ethical background.

The religious groups include: Buddhists, Christians,
Hindus, Jews, Muslims, Rastafarians and Sikhs. The
people with different diets for ethical or health rea-
sons include vegetarians, whilst some are vegans,
or even fruitarians.

A differentiated list of the requirements of the re-
spective groups is given in the appendix.



“Bergwinkellamm” Questionnaire

A lamb initiative in the 1990s around Schliichtern
— east of Frankfurt in Germany — wanted to create
added value on local products, so that it would be
easier for local farmers to maintain their business.
Part of the strategy was to sell lamb to local caterers.

Initially, a survey of 10 selected local inns and res-
taurants was conducted to find out the selling po-
tential and the preferred offers for selling.

The main questions concerned the parts of the
lamb used and the preferred degree of processed
food. The restaurants were asked whether they
would be able to use the whole lamb or preferred
cuts only (loin, joint), and if they wanted processed
products such as lamb sausages. Another question
concerned the frequency and quantity of the de-
sired delivery.

The results of the questioning:
e 9 restaurants wanted to buy local lamb, even at a
higher price to support the farmers.

e 4 of these had used only cuts up to then, but

were willing to buy a whole lamb and process Example

the different cuts themselves, as the meat
was cheaper that way.

¢ 5 already used the whole lamb and would con-
tinue to do so.

* 3 restaurants were interested in buying extra lamb
sausages.

® 6 restaurants gave estimations of the price they
would be prepared to pay (whole lamb) — about
double the price of new Zealand lamb (10 to
14.50 DM, i.e. around 5 to 7.25 Euro).

The reality after one year:

None of the restaurants surveyed used the whole
lamb, 5 regularly took "Bergwinkellamms” meat,
but only premium cuts such as loin or joint, none
bought sausages. The reasons given were “too ex-

i

pensive”, “no staff for processing”.

The reality after 10 years:
Only one restaurant remained with “Bergwinkel-
lamm™” on a regular basis.

4.6 Catering trade

The catering trade makes other demands on re-
gional products than retailers or the end user:
larger packaging units or sizes of flower arrange-
ments, returnable containers, constant supplying,

direct delivery to the buyer’s address. To determine
needs, the landlords who are interested should be
surveyed directly. Experience shows that this main-
ly concerns landlords with a qualitatively higher
value offer. Landlords may be interested in:

Meat (beef, meat, lamb):

Sucking calf, young beef

Oxen reared in meadows

Cattle in general reared in meadows

Pigs reared in meadows, pigs reared on straw
Old country breeds

Sucking lambs, lambs

Vegetables:

Tomatoes, peppers, various green lettuces

kohlrabi, cauliflower, Brussel sprouts, radish, celeriac, spin-
ach, sauerkraut

Poultry:
Ducks, geese, chickens, guinea fowl, pheasant, partridges,
turkeys...reared in special ways, such as free range or spe-
cial feeds

Herbs:
Parsley, chives, chervil, dill, borage, sage, basil, ...

Game:
Hares, rabbits kept in hutches, fallow or red deer reared in
reserves

Berries:
Raspberries, strawberries, red currants and black currants,
blackberries

Milk products:
Milk (pasteurised), yoghurt, sour milk, cream, special sorts
of cheese, butter

Fruit:

Apples, pears (each particular kind!), plums, small yellow
plums, cherries, cornelian cherries, ...

Juice, champagne, liqueurs

Table 6: Products for catering trade
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4.7 Marketing of non-foodstuffs

In many regions not only regional foodstuffs but
also increasingly services or products from the non-
food area play a role in regional marketing. This in-
cludes on the one hand the whole area of renew-
able primary products as well as parts of inanimate
nature such as stone, shale, granite, chalk, pebble,
fossilisation.

The third area which is currently registering strong
growth is the provision of energy, be it by photo-
voltaics, photo- or geothermics, biogas, plant oil,
esterified plant oils or alcohol.

In expanding this sector the same requirements as
in the food area apply in principle, if it is to do
with the introduction or the expansion of certain
field crops or with big changes to the natural scen-
ery such as the construction or expansion of quar-
ries, quarry ponds.

For decision-making the authors refer you to Ch.
3.8 “Traditional product or new offer?”

The red heartwood of beech trees is no longer a flaw, it is an
eye-catcher.

Red heartwood beech frees
and wood refinement

Red heartwood in beech trees sets in as
beech tree trunks start to age. Technically,
red beech wood is completely usable, but red
heartwood counts as a wood defect, the wood
has a flaw, it loses its value. Therefore, red heart-
wood endangered beech trees often have to be
used long before the stock reaches maturity.

In the Rhén, a low mountain range on the bor-
ders of Bavaria, Thuringia and Hessen, bio-car-
penters, wood retailers, sawmills, forest and re-
gional authorities and nature conservationists
have joined together in defiance of this trend.
The wood ‘blemishes” are worked in such a way
as to create furniture and components where the
red heartwood displays impressive patterns and
designs. This strategy has also been applied in
other regions, e. g. in the county of Reutlingen,
Baden-Wurttemberg, Germany.

A high level of mastery has turned an alleged
weakness into a strength. The result is benefi-
cial to all. Beautiful furniture, added value for the
creative woodworkers, avoidance of losses for
forest owners and plenty of ecologically valuable
mature beech forest in the Rhén. The following
pictures refer to a similar project near Reutlingen,
Baden-Wiirttemberg.

A representative portal or ...




Example

“Herb hay” in Hunsriick (Rheinland-Pfalz) Germany

In meadows of natural cultural landscapes up to

400 animal species and over 40 types of plant

can be found. Meadows rich in herbs, whose
biodiversity can be ascribed to traditional mowing
practices over the generations, are the result of ag-
ricultural usage.

Valuable herbs and regional origin are plus factors for Hunsrtick
herb hay (Germany).

Farming can only be sustained if farmers can man-
age the meadows cost-effectively. In the rural dis-
trict of Birkenfeld, which encompasses parts of
Hunsrtick, a low mountain range, co-operation be-
tween nature conservation and farming led, on the
one side, to the marketing of “herb hay” as special
feed for rabbits and horses and, on the other, to
“fragrance hay” for the health market, such as that
used in “hay baths”.

The result: For the same amount of mown surface
area, the costs to the local authorities for mowing
during the same period were halved as farmers re-
gained interest in reqular cultivation.

... a comfortable bed made from red heartwood beech and crafted by local artisans (Reutlingen, Germany).
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By marketing we understand a series of consider-
ations, measures and actions which should serve
to guarantee the commercial success of a prod-
uct, brand and/or a company. So that a central
theme weaves its way through the activities and
these measures are effective and efficient, a mar-
keting concept is developed.

The foundations of a marketing concept are:
1. Definition of strategic objectives

2. Selection of target groups

3. Collection of information
to compare performance

4. Resources, knowledge and skills
5. Budget
6. Selection of marketing instruments

7. Timetable and plan of action

51 Marketing strategy

The marketing strategy is the basis for all the
measures which are to be taken for marketing. It
lays down the objective which marketing should
achieve, the way to proceed and the image which
the initiative wants to communicate to customers
about itself.

The strategy is derived from the objectives and vi-
sions which the regional initiative has defined for
itself (see Chapter 2). It makes statements on the
following points:

Key questions:

¢ \What image does the initiative want to con-
vey externally?

¢ \What image should the products convey?

¢ What is the key marketing message?

Here are a few examples:

e our products offer a zest for life and pure en-
joyment

e our products will keep you healthy

e the earth is only on loan to us from our children

e we in our region stick together.

Choosing a marketing strategy is dependent upon
the results of the SWOT analysis (strengths, weak-
nesses, opportunities, threats). It must be noted
that every strategy consists of various elements
which have to be brought together into one uni-
form direction. For this reason, the following four
guestions should always remain at the forefront in
choosing a suitable strategy.

Beemsterkaas, Netherlands |
Until 1995 the medium sized dairy coopera- < Example
tive CONO supplied Gouda cheese to whole-

salers and supermarkets which sold it under

their own store-brand. As a result they were oper-
ating in a market driven by price competition and
the continuous need to reduce costs. In 1995 CO-
NO changed its marketing strategy shifting from
a production-led focus towards a market-led one
and competing on quality rather than price. In
so doing they made Beemsterkaas their flagship
product. Selling to the 5—10% of the population
that is willing to buy a high quality product.

The factory is based in the Beemsterpolder, one of
the oldest areas of reclaimed land in the Nether-
lands, dating from the early 17th century. Brand-
ing the cheese involves a variety of labels making
use of specific claims and images, such as grazing
cows and an association with the Beemsterpolder
UNESCO world heritage site since 1999.

The dairy provides economic incentives for the
farmers to maintain traditional practices of out-
door grazing and not feeding their cows maize.
Building a direct relationship with supermarkets
also had consequences for logistical manage-
ment. Supermarkets require supplies to be avail-
able at short notice (‘just in time’ delivery) and
for the cheese to be pre-packed. This necessitat-
ed changes in CONO’s logistical arrangements.
CONO has been obliged to contract a company
to pack the cheese in fresh packs that meet su-
permarket requirements.
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¢ Which product should move into which mar-
ket?

e How should this market be tapped into —
through a special quality of product or through
price incentives?

¢ Who are the target groups for the products?
(segmentation of market)

And last but not least it is about the story behind
the brand or the products. For customers, the story
is often a major factor in the purchasing decision
— provided that the quality is right too of course!

Further elements of the marketing strategy devel-
oped are strategic objectives for target groups, dis-
tribution, pricing policy and communication.

5.1.1 Formulation of strategic objectives

It is helpful to formulate objectives as far as possi-
ble along the lines of SMART (see Ch.2: Objectives
and Visions). If the objectives are defined precisely

and exactly, evaluation of their performance will
be relatively easy. Experience shows, however, that
strategic objectives especially are very general and
do not give anything other than the pitch. In this
case it is even more important that action objec-
tives are clearly defined.

Customers value pleasant surroundings and good advice.

Milestones derived from strategic objectives of South Downs Lamb

Fixed items Explanation Assumption Comment
Scenario Scenario
1 2

1+t Year Estimate of lamb 4000 4000 | 4000 is probably the smallest volume of lambs
Lamb Sales sales in year 2 that will work with anything like

logistic and sales efficiency. 4000 lambs over

26 weeks equates to 150 lambs per week to be

delivered.
2" Year Estimate of lamb 7000 7000 | An estimate of what should be achievable if
Lamb Sales sales in year 2 2005 goes well.
3 Year Estimate of lamb 11000 11000 | An estimate of what should be achievable if
Lamb Sales sales in year 3 2006 goes well.

Lamb sales start: 7
Month 1 = January

Season Start
Month (1 to 12)

7 | The season is unlikely to begin much before the
end of June.

Lamb sales finish: 12
Month 1 = January

Season End
Month (1 to 12)

12| Season should end in December.

Average Lamb Cold weight 19.0 19.0 | The average for 2004 has been approx. just un-

dw KG der 19.0 kg.

Lamb Selling Payment by butchers 3.30 3.30| £3.30 has been the target 2004 price and we

Price (£/KG) do not anticipate that changing next year. To
help achieve the maximum price there must be
consistent volumes and quality.

Lamb Buying Payment to farmers 2.70 2.70 | £2.70 has been the target 2004 price; the aver-

Price (£/KG) age has been £2.65. For SDL to be successful

60p spread (£3.30 less £2.70) is essential.

Table 7: Milestones derived from strategic objectives of South Downs Lamb
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5.1.2 Formulation of action objectives

Action objectives must be based on strategic ob-
jectives and must translate these into everyday
work. They should be understood as milestones,
which have to be passed on the way to achieving
the strategic objectives. They not only make ref-
erence to economic parameters such as turnover,
profit, market share, but also to indirect economic
parameters such as degree of fame, proportion of
regular customers, number of editorial publications
in various media etc.

5.1.3 Price

Discussions about the right price for products are
often not easy and are often managed very super-
ficially by the producers as well as the buyers. The
initiators should above all try to bring in more-val-
ue arguments such as particular qualities, fresh-
ness, origin from the region or special recipes and
practices.

Although establishing price is a decisive factor for
successfully marketing the landscape, two factors
are all-important here:

1. Supply: What price do the producers need for
their product, when the additional criteria they
have to comply with are taken into consideration?

2. Demand: What price is the customer prepared
to pay for such a product, that is, what price is
it possible to enforce on the market?

A compromise has to be found between both fac-
tors to enable the commercial initiative to cover
the costs of processing, marketing, logistics and
administration and to create reserves for further
development.

Transportation vehicles also can deliver publicity.

In establishing the price, therefore, the following
guestions have to be clarified:

Key questions:

e At what price are the original products avail-
able?

e How is the price established for the producers
(pegged to a fluctuating market price, per-
haps with a surcharge, at a fixed price)?

e With a fixed price: what do the producers
do when the market price exceeds the fixed
price?

e \What are the competitors’ prices?

5.2 Selection of target groups and
adjustment

The marketing initiative should pay great atten-
tion to choosing target groups. This should also
be done on a regular basis once the regional initia-
tive is up and running. In this way the assessment
which the regional initiative has made of the target
groups can be adjusted to the reality. This makes it
easier to tap into potential new target groups di-
rectly, to improve the offer for regular customers
or to adjust the range exactly to the target group.

In considering which target groups to serve, it is
helpful for the regional initiative to know about
the needs of even very diverse special target
groups. These include groups with special dietary
requirements based on their religious beliefs, eth-
nicity or ethical background.

A differentiated list regarding the requirements of
the respective groups is given in the appendix.
Key questions
for the selection of target groups:
¢ Which market do | want to serve?

¢ What are the possible target groups?

e \Which target groups are not being dealt with?
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e \What are the wishes, desires and visions of
each target group?

¢ What is the main bottleneck of these target
groups?

e How do the individual target groups expect
problems to be solved?

As a double check:
¢ Why don't the non-customers buy?

* How can non-customers be made into cus-
tomers?

A very specific contemplation of the target groups
is recommended and through regular reworking
approaching them even more specifically on the
basis of experience. Example: first step: people on
holiday in our region; second step: people on holi-
day in our region who still have room in the trunk
of their car on the day of their departure.

Target groups for Parc naturel régional de IAvesnois

Target groups:
a) Beef brand: The product is sold at the
farm’s point of sale. The selling is done once
or twice a month. The target group is people
from the region (local people). The objective is
to quarantee one economic activity in the village
for the village.
b) Local sweets (Chique de Bavay):
The product is sold at different points of sale:
* Producers points of sale: people from the region.
e [ocal products points of sale: people from the
region who are looking for a wide choice of local
products. People on holiday looking for local
products and specialities, easy to carry.
e Supermarkets: people from the region.

Terms of reference:

Regional Nature Park of Avesnois: this park has a
defined hiking/rambling area. The limits of a re-
gional nature park are negotiated between differ-
ent partners, but the definitive area corresponds
to those of the local counties, which voluntarily
adhere to the park’s charter. These limits are there-
fore not fixed with respect to administrative limits:
they may overlap in several counties or regions.

5.3 Collecting information
to compare performance

Before the regional initiative starts to market its
products, the market should be tested. This in-
volves the initiative obtaining an overview of how
the products which it wants to market are present-
ly offered on the market.

Procedure:

e Check offer, perhaps even test purchasing, at
various sales locations: in supermarkets, bev-
erage shops, at farmers and weekly markets,
in farm shops, subscription boxes for house-
holds.

e Conduct discussions with processors, market
managers, landlords and resellers.

e Visit trade fairs for the food craft industry, for
certain target groups of end users, such as
gourmet trade fairs.

e Survey other regional initiatives from other re-
gions.

Foodmiles: The kilometres needed for transportation illustrate
the advantage of regional products (Rhén, Germany).
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In addition to this a checklist should be developed
to evaluate the results of surveys. The following
factors should be assessed:

¢ What product is offered at which sales location
and at what price?

e How are the goods presented?

¢ Which stages of processing are offered (fresh
goods, frozen goods, pre-processed, dried
etc.)

e How are the goods packed (size of packaging,
packaging material)?

¢ How is the packaging designed?

¢ What service is offered (delivery to end custom-
ers, dispatch, regular customer bonus, informa-
tion material for customers)?

54 Resources, knowledge and skills

Marketing measures have to be planned, designed,
implemented and evaluated. For this the regional
initiative needs resources, knowledge and skills.
These help it to decide on the amount of effort
needed, what they can accomplish by themselves
and where they have to buy in knowledge or time
from the outside.

Procedure

The employees of the regional initiative from the
different areas say what they can make available to
marketing in terms of know-how and time (graph-
ic design, printing, surveying, market research,
evaluation). This overview is taken into considera-
tion in determining the marketing instruments, as
is the budget available, when each separate mar-
keting instrument is set up.

5.5 Budget

As a rule, regional initiatives have a very low mar-
keting budget to work with. Yet, even with this
small budget they often attain a surprisingly high
level of awareness.

So that the strategic objectives can be efficiently
pursued, the size of the budget and where it is com-
ing from has to be clarified. License fees can flow
into this as well as a share of turnover or a start-
ing investment from the commercial partner. State
programs for the marketing of regional products

support marketing campaigns and/or the produc-
tion of information and promotional material.

5.6 Choice of markefing instruments:
The Marketing Mix

The regional initiative has a broad range of instru-
ments for marketing at its disposal. It is made up
of the classic building blocks of the marketing mix.
The usually tight marketing budget and the partic-
ular intentions of the regional initiative very much
determine their selection. According to experience,
regional initiatives are very imaginative in ensuring
they remain in the public eye and in introducing
products to male and female customers.

Once the strategy is fixed, the instruments appro-
priate to it are chosen. By marketing mix we un-
derstand a mixture of different instruments used
to guarantee the commercial success of a product,
a brand and/or a business. The typical marketing
mix consists of product policy, pricing policy, pro-
motional policy and distribution policy. A host of
further instruments exist behind these factors.

As logistics and communication policy represent a
special challenge for regional initiatives they are
taken separately as a main theme. Product and
pricing policy are dealt with as follows with exam-
ples for clarification.

5.6.1 Product policy

Customers place very particular requirements on
products. The product must first fulfil its function
(such as nutritional value, a certain consistency or
appearance, taste, ingredients and additives (i.e.
lack of), packaging, degree of processing). Further-
more, customers expect an additional use such as
an emotional value associated with the product,
specialities or particular recipes, product novelties,
craftsmanship, special social or environmental as-
pects in rearing or traditional methods of produc-
tion.

Customers have very specific expectations when
they buy regional products.

They expect:

e transparency and credibility of production and
processing (monitoring)



e freshness

¢ medium to high quality of product

e craftsmanship in terms of processing
e specialities or traditional recipes

e regional origin of original products.

They will also pay a higher price for this, as long as
the basic conditions are met, which include:

e clean, sorted and in part also processed prod-
ucts can be bought

e the quality of the product is relatively constant,
standards are maintained

e the products are relatively easily available

¢ the range of products embraces several prod-
ucts.

Processors and resellers expect a standardised qual-
ity, as this can be prepared, processed, packaged
and resold more easily. Standardisation of products
is necessary for both national and international
sales.

5.7 Time and action plan

The instruments chosen for marketing are struc-
tured in a time and action schedule. This applies
to the strategic, mostly medium- and long-term,
as well as the short-term action objectives. This
should include regular checks to see if the meas-
ures have achieved their objective. If needed the
measures can then be strengthened, changed or
replaced with others. In the medium term, a re-
working of the formulated objectives may be nec-
essary.

The financial and temporal resources which the
participants bring into the marketing campaign
also influence the time and action plan. An exam-
ple of a time and action plan can be found in the
appendix.

5.8 Development of a regional brand

A regional umbrella brand conveys values such as
origin, guarantee and goodness, trust, identifica-
tion. It represents the backbone of the marketing
strategy. Therefore, the considerations about how
the brand is to be designed and organised are of
great importance for the long term.

Key questions:

¢ Who initiates the introduction of a regional
brand?

e \What are the aims of the initiators? (Of rele-
vance here is the viewpoint of the “key play-
ers"”)

¢ \What roles do the individual stakeholders
play?

¢ What are the advantages to them of being in-
volved?

¢ \Who must/should be involved and how?
¢ What form can participation take?

¢ Who has the power to make decisions? Who
wants to, can or should have this?

¢ Which region does the brand apply to? Here
it is better to choose the larger area, but be
discerning.

¢ Which products should be included? (Food,
non-food, skilled trade services)

e |s the brand designed to be an individual
brand or an additional brand?

Beemsterkaas — a successful regional brand in the Netherlands.
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5.8.1 Purpose of a regional brand

The regional brand has to fulfil the following re-
quirements:

e [t signalises and guarantees the regional origin
and the “typical” nature of the products

e |t stands for consistent quality

¢ Those products branded with it offer the cus-
tomer functional or emotional advantages

e [t communicates specific values to specific
groups of customers

e |t is associated with a specific lifestyle

e [t supports the recognition of the regional initi-
ative’s offers.

Attention: A brand loses credibility if it is used
carelessly on too many products.

Whether a new product is sold under an exist-
ing umbrella/regional brand label or if efforts are
made to establish a new brand, depends first of
all on the requirements of the existing regional
brand.

¢ Does the existing brand stand for the same or
at least similar values, as intended for the new
product line?

e Are these in line with the objectives for the pro-
tection of the countryside which the regional
initiative supports and can they be associated
with objectives which have already been for-
mulated?

As a final point:

e |s it more useful for the regional initiative in
the long-term to develop an own profile and
to take the effort to establish it?

e |s it more advantageous to integrate its own
features into channels which have already been
broken in?

5.8.2 Suggestions for using the brand

The best way forward for the regional initiative has
to be decided on an individual basis and strongly
depends on conditions in the region. The following
suggestions help round off these considerations.

1. Concept of singularity: The essence of the
marketing process is building a brand in the
minds of consumers. A successful branding
program is based on the concept of singularity.
It creates in the mind of the prospect the per-
ception that there is no product on the mar-
ket quite like your product. When you put your
brand name on everything, that name loses its
powers. Line extension, megabranding, vari-
able pricing, and a host of other sophisticated
marketing techniques are being used to milk
brands rather than build them. While milking
may bring in easy money in the short term, in
the long term it wears down the brand until it
no longer stands for anything.

2. Contract your brand: While extending the line
might bring added sales in the short term, it
runs counter to the notion of branding. If you
want to build a powerful brand in the minds of
consumers, you need to contract your brand,
not expand it. In the long term, expanding your
brand will diminish your power and weaken
your power and your image.

3. Establishing with publicity: The birth of a
brand is achieved with publicity, not advertis-
ing. When your brand can make news, it has a
chance to generate publicity. And the best way
to make news is to announce a new category,
not a new product. What others say about your
brand is so much more powerful than what you
can say about it yourself. That's why publicity in
general is more powerful than advertising.

Procedure Advantages

Disadvantages

Develop own brand e Autonomy

¢ Not dependent on other
brands or their fate

e Clear image

¢ Novelty value

e Building up an image and establishing it is expensive
e A lot of marketing effort

e Brand has to be managed

¢ Rules for brand management have to be developed

¢ No recognition value ( at least not in the beginning)

o Less marketing effort
o Cost effective

Slip under the umbrella of an
established brand

ready exist
e Recognition value exists
e Brand image exists

o Rules for the use of brands al-

e No own image

e “one of many”

¢ No decision-making powers

¢ Products share same brand fate

Table 8: Different ways of branding, advantages and disadvantages




Example

4. Keeping alive with advertising: Once born a
brand needs advertising to stay healthy. If you
want to build a powerful brand, you have to
build a powerful perception of quality in the
mind. You become a specialist rather than a
generalist. And a specialist is generally per-
ceived to know more, in other words to have
“higher quality”, than a generalist.

5. Strict quality level: The essence of a brand is
some idea or attribute or market segment you
can win in the mind. Subbranding (inventing
a cheaper product line) is a concept that takes
the brand in exactly the opposite direction.
Subbranding destroys what branding builds.

Source: AL and LAURA RIES:
The 22 Immutable Laws of Branding

The use of the brand, its rules, costs and imple-
mentation have to be contractually agreed be-
tween the brand owner and the brand user. This

type of agreement is shown in the following exam-
ple from the north of France.

Introducing new products which go beyond the
traditional area is by all means manageable if done
sensibly. Decision-making guidance is in Ch. 3.10.
“Traditional offer or new product?”.

The high quality of meat from the “Bleue du Nord” breed of cattle
is marketed as a premium product (Nature Park Avesnois, France).

(ontractual regulations: Parc naturel régional de I'Avesnois:

There are two kinds of contractual requlation:

1. The charter: where the specifics of the brand

are defined

e agreement on the product to be branded.

e identification of the product specifics

e Jocal product — the animal is born in the park’s
hiking/rambling area, the farm is in the park’s
hiking/rambling area

e protected environment — a product from the lo-
cal landscape, the Bocage, which will be protect-
ed; the farmer will respect the local agro-environ-
mental measures

e authentic product — the farmer participates in
maintaining the landscape identity; extensive sys-
tem (grazing system) with cattle feeding system
based essentially on grass

e non-industrial production: man’s work is the pri-
ority (artisan product); the product is prepared
and sold on the farm

e legal Policy: French and European laws respected

e identification and traceability system

e the reception and welcome

e access to the point of sale

e informing the public about the specifics of the re-
gional nature park

® monitoring

e the evolution of the charter.

2. The convention: the contract between the park

and the beneficiary (person taking advantage of the

brand).

Content:

e product’s identification and definition

e beneficiary of the brand

e brand usage (graphic charter, logo, ways of pro-
moting the brand and branded products’ points
of sale)

e the monitoring of the brand

e quality of the products

e information exchange between the regional na-
ture park and the beneficiary of the brand

e regional nature park’s obligations

e advice and guidance

® marketing

e conditions for participation (e.g. worked in this
activity one year ago and sells a minimum of six
animals per year)

e economic participation of each member and con-
tract period

e cancellation requirements or terms.
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| Marketing concept for South Downs Lamb

2004 Test outputs
Supply chain
This phase has involved testing the practicality
and progress of the following:
e How and where to source lambs with the right
genotype
e Slaughtering facilities
e [ikely processors
e Likely retailers; including butchers
® Monitoring milestones and financial budgets

Branding and promotion

How the SDL logo is perceived by the retailer and
the consumer, the relationship between these two
elements of the supply chain and the affiliation
with the other elements of the chain is now un-
derstood.

Marketing program

A considerable amount of time has been spent un-
derstanding the link between the value of the SDL
proposition, the price paid to the farmer and the
price charged to the butcher. The result is a series of
robust financial computations that give confidence,
providing that sufficient volumes of lamb are avail-
able, that appropriate sales targets are achievable.

The computations that form part of the financial
model include:

o 15t 2nd and 3" year lamb sales

e Season month start and end

e Average lamb dead-weight

e Lamb selling price and buying price
e Slaughter charge and fleece price

e Credit and payment periods

o Staff pay

e Distribution costs

® fixed costs

There are nearly 400 (source: EBLEX %) butchers
within the proposed National Park boundary with
more outside that will also be potential targets. In
the first year SDL will need approximately 25 butch-
ers, in the second 45 and in the third 70. This rep-
resents 6%, 11% and 18% respectively of butchers
within the National Park.

Environmental, technical and assurance protocols
Most of the protocols have been completed al-
though no SDL monitoring has taken place. Proto-
cols are based on FABBL?, with additional SDL cri-
teria, including environmental standards, based on
the Environmental Stewardship Scheme. Discussions
with the monitoring body are still continuing.

2 English Beef & Lamb Executive # The FABBL Farm Assurance
Scheme was set up in 1992 to provide a farm assurance scheme,
to give retailers and consumers confidence in British livestock
production standards.

5.8.3 Using additional markings at an EU level

The European Union offers additional protection
for regional foodstuffs. These three labels have dif-
ferent main points of emphasis:

A PDO (Protected Designation of Origin) cov-
ers the term used to describe foodstuffs which are
produced, processed and prepared in a given geo-
graphical area using recognised know-how.

In the case of the PGI (Protected Geographical
Indication) the geographical link must occur in at
least one of the stages of production, processing
or preparation. Furthermore, the product can ben-
efit from a good reputation.

A TSG (Traditional Speciality Guaranteed) does
not refer to the origin but highlights traditional
character, either in the composition or means of
production.

What types of products are involved?

A list with products, ranging from hay to beer to
mineral water to fish, fruit, vegetables and pas-
tries, can be found on the following website: http:
//ec.europa.eu/agriculture/foodqual/protec/types/
index_en.htm

How do producers and processors go about regis-
tering a product name?

¢ A group of producers must define the product
according to precise specifications.

e The application, including the specifications,
must be sent to the relevant national authority.
This relevant authority can be found on the fol-
lowing website: http://ec.europa.eu/agriculture
/foodqual/protec/national/index_en.htm

e The relevant authority will study the applications
first and thereafter transmits it to the Commission.

e Here the application will undergo a number of con-
trol procedures. See for the list of applications the
following website: http://ec.europa.eu/agriculture
/foodqual/protec/applications/index_en.htm



e If it meets the requirements, a first publication
in the Official Journal of the European Commu-
nities will inform those in the Union who are
interested.

o If there are no objections, the European Com-
mission publishes the protected product name
in the Official Journal of the European Commu-
nities.

Source: http://ec.europa.eu/agriculture/qual/en/
1bbab_en.htm is the official EU website for pro-
tected products.

Another European label concerns the production
of organic farm products. See for more informa-
tion: http://ec.europa.eu/agriculture/qual/organic/
index_en.htm

Time and effort

According to present experiences the application
process takes from between one and a half and
three years to definite registration. According to
statements from various regional initiatives the ac-
cumulated costs amount to around 2,000 to 4,000
Euro. The application procedure is presently be-
ing revised, with the aim of simplifying the proce-
dure. What is more, many (federal) states encour-
age the registration of products from their states
at present, by advising regional initiatives and sup-
porting the filing of the application.

Benefits

At present the advantages to regional initiatives
can still be measured only slightly, as on the one
hand the advertising impact of the seal — already
on account of the low level of awareness — is zero.
On the other hand, they are of little use within the
region as more regionally well-known logos make
identification easier here.

The seal is targeted at the national and internation-
al market. Many regional initiatives, however, do
not have the quantities at their disposal to market
themselves in great style outside their own region.

Nevertheless, regional initiatives should keep this
segment in mind as at present the appearance of
the seal as well as the administration at an EU level
is being revised. This is to achieve a better advertis-
ing effect for smaller marketers as well.

5.8.4 Combining regional brands with national brands

Likewise there are quality programs that exist at a
national level which have been set up with a lot of
marketing effort. A regional brand can definitely
profit from an affiliation with a known national
marketing program. What is decisive here is that
the program and the logo associated with it are
known and used positively. If this is not the case,
then the disadvantage to the regional initiative is
far greater than its use. This additional marking will
only confuse the customer rather than strengthen
their product purchasing decision.

A further argument for participating in national
quality programs are the relatively cost-effective
and independent monitoring, with which a part
of the criteria and production guidelines of the re-
gional initiative can be checked and documented.
This reduces the effort needed for monitoring and
the costs to the regional initiative.

In this case decisions have to be taken on an indi-
vidual basis according to the region and the brand
program offered.

Regional liqueur made of rye as a typical field crop of sand
habitats around Nuremberg, Germany.
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Quantities, products and qualities are now clear.
It now has to be decided who to sell the products
to, in what way to distribute them (establishing
channels of distribution) and how they are to be
bought and paid for (organisation of selling).

6.1 Defining channels of distribution

In determining channels of distribution it first has
to be decided who specifically to sell to. This in-
volves thinking strategically with regard to the spa-
tial distribution of marketing as well as the selec-
tion of commercial partners. The decisive question
here is where can the most potential customers be
reached? After commercial partners have been se-
lected, the most logical channel is set up.

As the regions have very different operations, mar-
kets and structures for distribution, a very individ-
ual solution has to be found for each regional in-
itiative. Opportunities for co-operation often ex-
ist between members of regional initiatives. The
following key questions can help establish a good
method of distribution:

Key questions:

¢ What channels of distribution for which prod-
ucts are already available?

* Do these channels of distribution reach the
target group particularly well?

e What effort in terms of time and money can
and does the regional initiative want to expend?

¢ Which markets can be reached by this?

¢ Can the existing contacts of members of the
regional initiative to new partners be used for
distribution purposes?

6.1.1 Spatial distribution

Depending on the quantity of the products, re-
gional marketing initiatives have to decide wheth-
er local or regional distribution is sought. Here the
following rule applies: more people who buy re-
gional products can be reached in larger more dis-
tant towns, in nearer smaller towns the sense of

regional belonging is stronger. What is important
is that goods are sold where there are sufficient
potential customers e.g. in the area of town where
teachers, higher earners or people with alternative
lifestyles live.

6.1.2 Choice of commercial partners/resellers

The decision about which distribution channel to
use mainly depends on the quantity and quality of
the products.

With small quantities, the end customer can be
sold to directly. This creates personal contact and
increases the willingness of the customer to pur-
chase these products on a regular basis. The fewer
steps that exist between the producer and the cus-
tomer, the less dependent the regional initiative’s
success will usually be on the decisions of other
stakeholders on the market.

Retailers expect a professional appearance, but often help get
over teething troubles.

Regional initiatives should find resellers, who are
well disposed to the initiative and who, best of all,
are themselves involved in regional marketing. This
is because they are in contact with the customer
and have to communicate the advantages of re-
gional products to them. Around 5% of purchas-
ers are interested in regional products, but only
5% of resellers too, and it is a matter of finding
them. Is the regional initiative more likely to have
smaller quantities which are to be marketed to in-
dividual retailers or rather larger quantities of prod-
ucts which will have to be marketed to middlemen
or bulk buyers?

The number of partners depends on regional cir-
cumstances and can rarely be influenced. Depend-
ency on the sales organisation is greater with few-
er partners, with more partners the expenditure
is higher.



Smaller quantities

Smaller quantities are more likely to be sold through
direct marketing or to smaller bulk purchasers such
as caterers or individual food retailers.

Specialities of a much higher or more unique qual-
ity and higher price should, in addition to direct
marketing, rather be sold to speciality and gour-
met businesses, health food shops or organic food
shops.

Distribution channels for smaller quantities:

¢ Direct marketing (markets, farm shops, sub-
scription packages etc.)

e Catering trade

e Processing businesses, such as butchers or bak-
ers

¢ Individual food shops, health food shops or or-
ganic food shops

e Speciality or gourmet businesses.

Larger quantities

Larger quantities demand a higher degree of or-
ganisation in distribution, a uniform and constant
quality of product and packaging appropriate to
the channel of distribution.

To ensure uniform and constant quality an initia-
tive has to make agreements with many suppli-
ers in good time, which extend into production
and processing. With meat for example, breeds,
weight at time of slaughter and feed have to be
laid down, determining the use of permitted and
non permitted additives in processing etc. Written
agreements have to be reached, which must also
be checked.

Distribution channels for larger quantities:

¢ Many organic food shops, health food shops
and speciality businesses

¢ Individual regional shops

e Many processing businesses, such as butchers
or bakers

¢ Food retailers and regional chains of stores

e Catering trade, canteens

® Wholesale trade.

6.1.3 Different channels of distribution —
different expectations

Skilled trade businesses such as butchers or ba-
kers

Expectations of product quality are high, the busi-
nesses often struggle to survive and stand out
against other retailers.

For this reason, arguments such as safety and
health play a big role (e.g. own feed, no additives
or even the skilled trade of processing itself). In
the food retail trade, around 90 per cent of food
is marketed, this leaves little room for manoeuvre
for skilled trade businesses. They usually accept the
goods quite simply from the producers.

Organic food shops, health food shops, specia-
lity businesses

Customers of organic food shops, health food
shops and speciality businesses are connoisseurs
and very discriminating. They place value on a par-
ticularly high quality product, a sophisticated am-
bience and moving stories on the production or
region. Packaging does not have to be lavish, but
should be tasteful with information/recipes or nar-
rative accounts. There are no high expectations of
logistics, but it should be reliable.

Individual food retailers

Marketing to the food retail trade requires a lot
of organisation skill. In the food retail trade dis-
tribution is optimised to be “just-in-time”, this
means that supermarket staff are only available
to unpack and stack shelves with the products at

Whether prepared traditionally or highly imaginatively — regional
recipes go down well!
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certain times. The retailers expect reliable deliv-
ery of goods from the initiative and a qualitatively
high-value product. In marketing to the food retail
trade, products must stand out positively against
the other products. The creation of the packaging
is therefore the deciding factor and should be de-
signed professionally.

On the one hand it serves as a signal for locating
the product, on the other hand it serves as a con-
veyor of information for the initiative. Legally pre-
scribed information such as a description of con-
tents and information expected by the trade, such
as the EAN line code, should be featured on the
packaging.

Catering trade/canteens

It is sensible to pre-process the products when
marketing to the catering trade and canteens. On-
ly very few canteen kitchens have enough staff
to wash vegetables, clean and chop them. With
meat, often only the most choice pieces are taken
in large quantities, which is dissatisfying for the
producers who are left with the rest. In consul-
tations with the cook, suggestions for recipes us-
ing the remaining pieces of meat (with possible
price reductions) can lead to an increased use of
the slaughtered animals.

If co-operation with a canteen kitchen runs well,
plans for cultivating vegetables and keeping ani-
mals can be planned the year before in accordance
with menu requirements.

Wholesale

In the wholesale trade, selling is usually a matter of
price. Products which are on average more expen-
sive than popular goods need a good sales policy
to stand out in the central market. Wholesale cus-
tomers do not have the time to inform themselves
about regional marketing. They have to want re-
gional products right from the start.

If the regional marketing initiative has customers
from many different areas, who purchase in the
central market (resellers, heads of canteens etc.),
then marketing via the wholesale trade can be a
very favourable solution for distribution. Contacts
of regional producers who successfully market their
wares via the wholesale trade really should be used.

6.1.4 Logistics

There are many different ways to bring products to
the commercial partners and direct marketing cus-
tomers. The logistics chosen depend on the quan-
tity, amount, distances and the place of sale and
sometimes also on the commercial partners them-
selves. Initially, a marketing initiative can operate
logistics via the producers. However, if the product
range is extended or if the quantities increase in
size other solutions have to be considered.

The first concept is usually to establish an own
logistics operation. However, this is only worth-
while if the quantities are so large, or the custom-
ers so near to each other or the financial support
high enough, that sufficient capacity means that a
member of staff and vehicle can be financed.

Many commercial partners are supplied through
regional logistics providers and regional produc-
ers. For a charge these channels of distribution
can often be used more cheaply than own logis-
tics. Commercial partners know their suppliers and
can normally offer good advice about such possi-
bilities.

Possible logistics solutions:

e [ogistics of the producer Info
e Logistics of the trading partner

 Regional logistics providers

e Own logistics

When setting up logistics it is important to keep
to a set rhythm of delivery (in the retail food trade
just-in-time can even mean at exact times of the
day). The retailers themselves know which quanti-
ties are to be sold. Experience should be used here
and delivery quantities should be jointly agreed.

Making additional goods available following
boosts in demand due to, for example, food scan-
dals, sales campaigns or news reports, should be
clarified with the producers, otherwise new cus-
tomers could possibly be put off by empty shelves.
Producers know only too well the seasonal fluctu-
ations in demand, e.g. school holidays or product
specific seasonal demand (eggs at Easter, poultry
at Christmas) and this should be planned for to-
gether with the commercial partners.

Care of shelves is important in retailing. Filling
shelves according to demand of certain products
should always be carried out by the retailer himself,




as it will be too costly, laborious and time-consum-
ing otherwise. The initiative can organise or take
on shelf care if it has a regional shelf with its own
logistics.

In addition the exchange of spoiled goods and a
simple returns procedure have to be settled, these
can also be demanded in the contract.

All in all, clear rules should exist about the dis-
tribution of responsibilities for all partners in the
distribution channel and from the start it should
be made clear what is to happen in the event of a
problem occurring at any point in the chain.

Recommendation for rhythm of delivery:

Tip Fresh goods such as meat, fruit and vegeta-
bles three times a week to daily

Dry products at least twice a month to weekly

6.2 Organisation of selling

The selling of products starts with their storage,
sorting and packing; then the transport has to be
accompanied and the costs processed, the ordering
and accounting procedures have to be organised.

Key questions:

e How much effort is needed, who will do the
work (storage, sorting, packing, transport,
ordering and accounting, handling com-
plaints)?

e Which work will the individual members take
on and which tasks will be passed on?

e How can the remaining work be shared out
in a sensible and professional way? (e.g. Tasks
are evenly distributed among all members or
one member sets up a kind of office for a fee
or someone is employed...)

¢ Are complaints or customer requests referred
back to the group and if necessary taken into
account; if not, how can this be organised?

6.2.1 Storage, sorting and packing

At the start of regional co-operation the quantities
or range are still easily manageable and are stored
with the producers. For larger quantities and rang-
es or with joint processing, sorting and packaging
(e.g. with potatoes and vegetables), it is worth-
while having joint storage, sorting and packing fa-
cilities.

The size of packaging depends on the point of
sale, which has standard packaging sizes that the
regional initiative also has to keep to. Discussions
with several representatives of the customer group
concerned offer the regional initiative the oppor-
tunity to tailor packaging to meet individual re-
quirements.

Supplies must be regularly checked to avoid dif-
ficulties in delivery. Regular contact between the
warehouse, office for orders and accounts, and
the producers is necessary.

Customers enjoy attractive presentation of regional products
(MainAppelHaus, Frankfurt, Germany).
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Channel of distribution

Investment(s) for the initiative

Considerations

Door to door

e Transport*
¢ Orders, route planning, accounting

e Sales pitch only in certain areas in order to guaran-
tee effective planning of route

Market stall

e Transport*

e Possibly additional sales staff
e Sales stand

e Possibly standardised crates

e Markets usually have a very low price threshold
e Sales stand has to stand out against the others
e Calls for a broad range of goods

Farm- regional shops

e Sales space

e Storage space

e Shop fittings

e Possibly standardised
crates/baskets

¢ Shop rental charge

o Sales staff

e Parking spaces

e |s the location near enough to the conurbation
(sufficient customers)?

e |s the range attractive enough?

e Offer an experience as an incentive: e.g. an addi-
tional café, petting zoo, exhibition

e-marketing/post

Direct marketing to end customer

® Appropriate computer
(regular upkeep of data)

e Internet with Selling-Provider

e Packing space

e Possibly packing staff

¢ Packaging materials

e Transport*

e Dry products and durable goods

Canteen kitchens/hotels/
caterers

e Transport*

e Orders, route planning,
accounting

e Possibly sorting

o Facilities for pre-processing

o Especially pre-processed products (peeled potatoes,
washed and chopped vegetables or pieces of meat)
— offer ideas, e.g. through co-operation with butch-
ers, peeling and cleaning businesses or setting up
own facilities

* \Weekday accessibility

o Effective route planning with smaller quantities

e Presentation of the initiative in the dining room/on
the menu

Wholesale trade

Marketing to major customers

e Crates (perhaps special crates
are necessary)
e Possibly transport*

e Ensure guaranteed quantities of consistent quality
e Logistics must be absolutely reliable and on time

Own distribution

e Possibly standardised crates
are necessary

e Transport* and shelf care

o Storage space

o Professional and positively attrac-
tive untreated packaging materials

¢ |AN codes

¢ Product folders

o Office and office staff for orders,
route planning and accounting

e |s there sufficient capacity for the transport net-
work?

o \Weekday accessibility

e Just-in-time!

e Professional and positively attractive untreated
packaging materials

® EAN codes

e Product folders (Sizes of packaging materials, ar-
rangements, appearance, address for orders, infor-
mation flyer about the initiative and co-operation
partners)

Nation wide distributors
or food retail trade dis-
tribution

Marketing to food retail trade

e Possibly special crates are necessary

o Professional and positively attrac-
tive untreated packaging

¢ |AN codes

¢ Product folders

¢ Office and office staff for orders
and accounting

e With food retail trade demand e.g. poultry, fruit and
vegetable producers, beverages wholesale trade

Table 9: Channels of distribution and its requirements

* Vehicle and driver




6.2.2 Transport

Depending on what form of logistics is chosen,
the external output, the output of the produc-
ers or that of one’s own employees must be su-
pervised and paid for. The important thing here is
not to get bogged down, but rather to stick to a
set rhythm for delivery and set route plan. Initial-
ly, a surplus in demand or supply might occur, yet
after a short space of time one should find out
how high the actual quantity of sales are at each
location. Customers who have waited once for a
product might buy a competitor's product straight-
away the next time.

The carrier is responsible for communicating im-
portant information:

¢ whether sufficient, too much or too little is de-
livered

¢ whether shelf care is good

¢ whether the commercial partner is satisfied and,
if not, what is wrong etc.

He is the only person who has contact with the com-
mercial partners and can specifically see what the
position is like on site. It is important for the initi-
ative to recognise discontent immediately and put it
right, as otherwise valuable customers may be lost.

The regional marketing initiative should declare a
clear policy on how to deal with a surplus in de-
mand.

6.2.3 Ordering and accounting

Ordering and dealing with payments is time con-
suming — and the amount of time needed for
this greatly increases with a growth in customer
base. It is not always necessary to employ person-
nel for this. If cooperating partners deal with this
work, they have to be recompensed. The follow-
ing descriptions apply to larger marketing initia-
tives which also function as middlemen. Yet from
the start the system should be set up to cope with
growth and development.

6.2.3.1 Care of data

¢ About producers: Addresses (when and how
to reach them in the best way), kinds of prod-
uct and sorts of product (e.g. potatoes of spe-
cial varieties), sizes of packaging, prices, delivery

guantities, delivery date, where to be delivered
etc. (only details of products which are to be
marketed via the marketing initiative)

¢ About products: sorts and kinds, quantities, sizes
of packaging, producers, delivery times, if avail-
able article numbers, EAN codes etc.

¢ About suppliers: Addresses (when and how
to reach them in the best way), route plan,
rhythm for delivery etc.

e About customers: Addresses (when and how
to reach them in the best way), which prod-
ucts (kinds, sorts, quantities), who he delivers
to, when and where etc.

6.2.3.2 Orders

On taking orders details should be stored in an ac-
counts system, in preparation for the invoice. Set
office hours are necessary for the taking of or-
ders, dealing with customer enquiries and resolving
problems. It should also be possible to order by fax
or e-mail, so that customers do not have to wait
until office opening hours to place their order.

Good office organisation is a factor for the success of regional
initiatives.

6.2.3.3 Invoicing

With joint marketing and logistics arrangements,
the marketing initiative should process invoicing
together. It can also be carried out by the produc-
ers themselves. With a joint arrangement the fol-
lowing tasks are involved:

The invoice, which has been prepared for by the
order, has to be checked with the help of the de-
livery notes.
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The invoice is drawn up on the basis of the agree-
ments made regarding:

e cash discounts

e quantity discounts

e authorisation of collection

e terms of payment (e.g. 14 days).

For joint accounts the receipts and outgoings are
checked, unpaid invoices are sent a reminder note
and if need be also prosecuted under law.

Every region is different and has various channels
of distribution and organisational solutions to of-
fer. It is up to the initiative to find the best solu-
tion in terms of cost-effectiveness and customer
satisfaction!

“Brucker Land Solidargemeinschaft”
(Brucker County (ollective)

The “Brucker Land Solidargemeinschaft” was
founded in 1994 comprising a broad alliance of
farmers and craftsmen, as well as representa-
tives of the church, environmental and conserva-
tion organisations. Today the initiative has a very
successful regional marketing trade to over 90
supermarket branches, bakers, and butchers in
the region with an established product range of
more than 60 items.

The aim of the involved participants was the
preservation and creation of regional econom-
ic structures, “the preservation of basic needs
for humans, animals and plants in the area”
(SEILZ 2002) and with it environmentally agree-
able farming with a spin-off in craft businesses.
In order to involve as many farmers, processors
and consumers in the process as possible, strong
ecological criteria were not held onto, rather a
middle way was chosen in this respect. Above all
commercial success with the regional food retail
trade is attributable to a successful communica-
tions policy, professional logistics and “neat cal-
culation” (SEILZ 2002).

Instead of listing charges, business partners
were offered a comprehensive public relations
service, for instance numerous information and
sampling session campaigns (between 1994 and
1998 alone around 1,400 campaigns were imple-
mented) and, since 1998, a free customer news-
paper “Brucker Land Post” with a circulation of
25,000. Personal contact plays a key role in the
communications policy of Brucker Land, which is
why the sampling sessions were carried out by
promoters and farmers dressed in Bavarian na-
tional costume to create more rapport with the
consumers. Innovative ideas such as the Brucker
Land Gift Basket for example, the “Brucker Land

Example

Adventure Game”, a program of events for
visitors, or school and environmental events
also support sales. From the very beginning pub-
lic relations work involved approaching key re-
gional players who support the project. Research
by the Technical University of Munich in 1996
showed that Brucker Land is known to over 92
per cent of the population in the Flrstenfeld-
bruck district.

The first Brucker Land limited company was
founded in 1995 (with the aid of subsidies) to
meet the growing needs of the business. Today
the Brucker Land initiative comprises four compa-
nies and a BRUCKER Ltd. abattoir. Brucker Land
Ltd. has established its own distribution system
which ensures orders are processed, invoicing is
centralised via the umbrella brand and delivery
made to Rewe, Tengelmann, Edeka, Neukauf or
Spar supermarkets in the region. With its own
logistics system, around 140 points of sale are
served. These include in addition to the 45 super-
markets, bakeries, butchers, beverage business-
es and restaurants, the district hospital and an
old people’s home. The selling prices of Bruck-
er Land products are around 30 per cent higher
than conventional goods.

Expansion shapes the development of Brucker
Land. And so the marketing concept of the initi-
ative has spread to nine other districts around
Munich, the umbrella brand for all districts be-
ing UNSER LAND (OUR LAND). (www.unserland.
info).

Source: GOTHE/SCHONE 2002, adapted




6.2.4 Make an offer

Do you have resellers in mind, on whose lists you
would like to be placed, or a purchaser in a can-
teen, then offer your goods!

Retailers or buyers usually do not have much time,
therefore reckon on no longer than 10 to 15 min-
utes for the talk; make sure that perhaps an hour
might be possible.

For this it is advisable to have the following docu-
ments with you:

all the information in writing, e.g. a folder, with
the products, packaging materials and packing siz-
es, the initiative and suppliers, contact details and
an address for orders.

The following facts can be relevant during the con-
versation:

¢ Retailer: Reliable delivery, how expensive the
products are, if he can negotiate, whether the
product is attractive for his location. Possibility
of promotional measures, this increases the at-
tractiveness of your offer.

¢ Canteen kitchen: The freshness of product,
pre-processing, the quality and quality assur-
ance, whether a display for the dining room or
a logo for advertising or on the menu is avail-
able.

If interest is expressed or even an order placed,
then the dates and deadlines have to be clear,
namely:

e date of delivery

e quantities

e price

® payment agreements

e returns organisation etc. ...

A supplier contract can be requested by the retail-
er but can also be offered by the regional initiative.
The contract makes it clear when, and under what
conditions and how delivery is to be made.

Should the person you are talking to reject your
proposal, then ask for the reasons. This can help
to make future offers more suitable and more at-
tractive for customer requirements.

In delivering to canteens the following difficulties
frequently occur:

¢ Short-term contracts: Most supply contracts
with canteens are agreed for such short peri-
ods (one to five years), that planting new cul-
tures (eg. Fruit trees, vines, asparagus), or in-
vesting in a new infrastructure, a quality assur-
ance system or a catering service for producers
is not worthwhile or is too risky. If it becomes
apparent in the supplier contract that there are
difficulties with short terms, then draw this to
the attention of the contractual partner and
explain why longer contracts are necessary.
You will not be able to achieve terms of sev-
eral years with retailers. They are geared up for
just-in-time and make decisions from week to
week as to what quantities to purchase.

e Limited budgets: Canteens in public facilities
normally only have a very limited budget avail-
able, with which no qualitatively high-value
products can be bought or staff trained. The
additional financial expenditure has to either be
carried by the canteen customers themselves or
be made available from other budget sources.
Therefore, local decision-makers must set to
work and be convincing. With canteens which
are obliged to put out to tender, the decision-
makers can call for a regional and sustained
production of raw materials in the tender.

Lack of consciousness: The canteen’s custom-
ers, the buyers or even the decision-makers of-
ten lack consciousness about regionally sus-
tained nutrition. Everyone has to be convinced
about the arguments to be put forward for
a regional menu and then campaign for this
themselves. An initiative cannot do this alone
as it is not on the spot.

Lack of incentive: The success of the offer de-
pends on how competitive it is, and whether
it is worth the canteen offering the regional
product. Canteen customers have to demand
the product and they will not do this if there
is no incentive to change their diet. Again and
again incentives have to be found for buying
the regional product, as otherwise the custom-
ers will fall back into the same old pattern
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71 External communications

Without a communications policy, even the very
best product or service will be overlooked in the
multitude of offers which the consumer receives
every day.

In a prevailing market in which customers find it
difficult choosing between the various brands, on-
ly the product which is backed up by a “good sto-
ry” will get noticed and survive. Not all consumers
buy regional products. There are on average only
five out of every hundred who are prepared to pay
more money for regional and qualitatively high-val-
ue products. These consumers constitute the target
group and have to be appealed to specifically.

1.1.1 Target groups

Key questions:

e Which customers do the members of the
marketing initiative know and according to
which socio-economic groups can they be
classified?

e Can more customers in this group be ap-
proached in the region?

e Which newspapers do these potential cus-
tomers read, which events do they attend?

¢ What best appeals to these customers for the
least effort?

Target groups depend on the product and the re-
gion. Therefore, before implementing each meas-
ure it is important to decide where exactly to place
it, in order to reach as many customers as pos-
sible. An advertisement should for instance only
be placed by a business in the newspaper which
is read by its own customers, expensive speciali-
ties should not be placed in a free sheet. Sampling
sessions should only take place where the custom-
ers are who would buy the product, that is not in
popular discount shops, rather perhaps at not so
popular, but committed, independent retailers.

Leaflets should not be handed out to every passer-
by in a pedestrian zone, rather only to those who
are interested, such as at a high school event, at a
popular farmers’ market or at an alternative event.

Markets at nice locations attract a lot of people
(Klaffenbach, Saxony, Germany).

7.1.2 Focus on measures

The use of separate measures fails if no strategic
direction has been developed beforehand.

One-off use of an instrument, e.g. newspaper adver-
tisement, promises little success. The purchasing of
food is determined by habits more than ever, which
can only be broken into when long-term stimuli are
sent on a regular basis. Stimuli include big special
promotions, reports in the newspapers, advertise-
ments, announcements, statements to the press.

In a regional initiative where various businesses
work together, each one has developed its own
strategies and measures for communication (Leaf-
lets, newspaper advertisements, farm events, sam-
pling sessions, etc.). In communication it especial-
ly makes sense to combine different methods and
instruments with each other, in order to attain a
higher advertising effect for one’s own business.
Every measure pursued by one member involved in
the initiative is promotion for all members. In this
way more opinion-leaders, customers and prospec-
tive customers can be specifically targeted at dif-
ferent times and through different measures, than
a single business could manage.

Good PR is an absolute ‘must’ for regional initiatives
(Streekfestival, The Netherlands).



The stakeholders have to develop a concept that
can on the one hand be financed and on the other
be specifically geared to the target groups.

7.1.3 Communication fargets

The first step is the collation of the individual
measures already being undertaken by each mar-
keter of the regional initiative. For instance these
can be extended or consolidated in order to in-
crease their effectiveness.

Key questions:
e What objectives does the regional initiative
hope to achieve through its communication

measures?

e How can the success of these measures be
determined?

¢ \Who makes the decisions regarding commu-
nication measures?

- o bt .. S o L ;A’M
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Communication should achieve measurable ob-
jectives which will have to be monitored regular-
ly. Only in this way can it be seen which measures
have been worthwhile and which have not, and
which are worth consolidating and which are not.

Objectives are for example:

* raising the degree of awareness (e.g. every year
ask 100 passers-by, in a popular pedestrian pre-
cinct on a Saturday, if they know of your initia-
tive)

® increasing sales or

® gaining new customers or new market share.

Communication has to deliver:

Reducing the inhibition threshold: Consumers
often have stronger inhibitions about trying out
new ecological or regional products. The objec-
tive should therefore be to reduce the inhibition
threshold and to intensify information and mobi-
lise emotions (e.g. food tasting stands).

Taking up and cultivating contact personally: This
is the basis for establishing trust. By taking up and
cultivating contact personally, the chances increase

N B e T
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“Protection through use” — economic success supports the preservation of many types of landscape (hedgerow landscape in Thuringia, Germany).
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that word-of-mouth advertising will be set in ac-
tion. If the consumer is already in the town of pur-
chase the first inhibition threshold is already sur-
mounted, and the chances of taking up a rela-
tionship directly exist. Therefore, it is absolutely
necessary to ensure that sales staff are sufficiently
qualified.

Contents and labelling: The prospective customer
is interested in the kinds of advantages which re-
gional products have to offer. This involves state-
ments of origin as well as logos/brand names as
an assessment of quality.

7.1.4 Image / corporate design

All communication measures by the regional initi-
ative develop a particular image of the regional in-
itiative from the view of the consumer, which in-
fluences demand for the products.

However, consumers are particularly interested in
the special benefits of the products.

¢ Why should they buy these particular products
and decide against the products they have pre-
ferred previously?

e Are the products healthier, tastier, processed
according to a certain recipe or by a special
process or do they have a longer shelf life?

e Why is the regional initiative’s product better,
cheaper or more expensive than a competitor’s
product?

Especially when the price for the product is above
average, consumers want to know whether the
higher price will also give them more benefits per-
sonally.

An apple queen is a positive image factor for every orchard
initiative.

Tell a good story!

If the advantage of the product itself is difficult
to explain or too complex for consumer “speak”
then a good story about the product is important.
Customers are interested in reading or hearing
about the story of a product, e.g. about the re-
gion, about the farmers and their work or about
the animals. Above all, personal contact with the
producers at, for instance, sampling sessions or
farm events, remains in the memory of the visitors
for a long time and creates a strong personal bond
with the product.

The story should be positive or original, this is
something which inspires consumers. This could
be special procedures as for example the man-
ufacture of a regional type of bread in a stone
oven, as done 100 years ago, or very special sto-
ries about a regional product e.g. the discovery of
Serrano ham. Regional dialects, expressions, tradi-
tional dress, buildings, elements of the landscape
or traditions in the region which one is proud of
should definitely be used for communication pur-
poses. Yet even good communication cannot re-
place the quality of a product.

Corporate Design

There are many ways and methods for commu-
nicating the performance of a regional initiative.
What is important is that the measures are always
identifiable with the initiative. For this purpose a
kind of corporate design has to be created. Initial-
ly it is probably enough to just place the logo or
the brand name in central position when using
each measure. If one wants to attract the high-
est attention possible, the packaging of products,
leaflets, banners, signage, internet pages, market
and information stands, decorations at, for exam-
ple, sales, promotions and statements to the press
should guarantee a uniform appearance and thus
the effect of recognition.

Message

Also statements about the regional product and
about the initiative on product packaging, in
statements to the press, in leaflets and speech-
es should remain the same, to impress the main
sales arguments in the minds of consumers. These
statements should agree with the desires of the



target group. So, for example, a high product
quality through the regional craftsmanship of
butchers and bakers, securing high regional diver-
sity through the enjoyment of a robust product or
natural production processes without additives,
pesticides or genetic modification.

Key questions:

e Which central messages will be selected for
products/services?

¢ Which messages reach the target group in
the most effective way?

® Do the messages chosen correspond with tar-
get group preferences?

¢ What are the standards for communicating
with the public (reaction to complaints, en-
quiries, offers etc)?

¢ How is the marketing initiative to react in the
event of public crises (food scandals etc.)?

* \What instruments are available?

7.1.5 Instruments for communications policy

Communication measures can be divided into indi-
rect and direct measures (see Table 10)

The right combination of individual instruments
depends on the area of business, the product, the
message, the competitors, the most important
purchasing groups and last but not least on the
available budget also.

In regional marketing it is first of all a matter of us-
ing communication instruments to reduce the in-
hibition threshold, take up personal contact with
the consumer and identify the products in a clear
and credible way.

Children have fun doing practical work and learning how things
are connected (Birkenfeld, Germany).

Advertising/Sales support | PR work

® Regional newspaper e Campaigns

e Posters e Participation in trade fairs
e Signboards e Open farm days

e Local radio e Training programs

o Stickers e Village event

¢ Product information e Local radio

e Samples o Site visits

¢ Place-name signs
e Shopping bags

¢ Vouchers

¢ Promotional teams

Table 11: Regular and target group-oriented use of instruments

Direct measures:

Sales support and advertising

Indirect measures:
Public Relations (PR)

High cost communication ¢ Media advertising
e Sales support

¢ Merchandising

¢ Information leaflets
o Telesales

Medium cost communication

e Direct contact with multipliers (e.g. teachers, doctors, re-
gional managers, consultants, etc.)

e Trade fairs
e Exhibitions
* News conferences
* Open days

Low cost communication e Posters

* News releases
e News reports (articles)
o Newsletters

Table 10: Measures for communication
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7.1.5.1 Press work

Targeted and effective press and public relations
(PR) work is necessary in order to make the re-
gional initiative, its core competency as well as the
services it offers known to as wide a circle as pos-
sible.

It should look at:

e setting up a timetable for press activities in or-
der to ensure that the regional initiative and its
activities are regularly featured in the press

e arranging events relevant to the press

supplying editorial contributions to the media

cultivating personal contact with media people
regularly providing the press with information

e.g. press get-together.

7.1.5.2 Public Relations work

Public Relations is the cheapest form of communi-
cation. Many farmers and regional initiatives use
this way of communication to, for instance, make
their farm and its products known by e.g. host-
ing an open day. In addition to providing potential
and existing customers with information it is also
important to engage the interest of local news
reporters. New innovative products can be made
even more attractive to the press by the regional
initiative at a later stage of development.

The chief aim of every activity within the PR frame-
work should be raising the degree of public aware-
ness and improving the image of the regional in-
itiative. Above all in doing so, the regional initia-
tive itself, and not the individual products, must
be brought to the fore. These activities are not as
cost-intensive as advertisements and contribute to
improving the relationship between the regional
initiative and the local and regional networks.

It is important to include associates and opinion-
leaders in PR work. An invitation to commercial
partners or also to the sales staff of the chains of
retailers (e.g. every second or third year) can con-
tribute to a better general mutual understanding.
Also direct contact with the so-called multipliers
(teachers, doctors, nutritionists, owners of health
food shops, etc.) can be very helpful. This circle of
people is in the position to pass on its own opinion
about the regional initiative to a wide spectrum of
consumers.

Key questions:

¢ Which public events do the members of the
regional initiative host anyway?

e When do the public events take place — can
they be integrated into a set timetable so that
PR work is achieved on a regular basis?

¢ Which campaigns can be used to attract the
target group?

¢ Which signs of identification can be used,
such as a banner of the brand symbol, a cer-
tain type of decoration, market or informa-
tion stands with products or information bro-
chures about the regional initiative?

7.1.5.3 Advertising

The main purpose of advertising is to make prod-
ucts known and to build up a positive image for
these among customers. At a later stage of de-
velopment, it makes a lot more sense to use ad-
vertising rather than PR measures, as the regional
initiative no longer stimulates public interest that
strongly (see Branding rules, p. 36, Chapter 5.8.2).
At this stage it is often very difficult to convince
the local media to report on the regional initiative
or about its new products. Through advertising the
regional initiative has a greater influence on the
image projected to the outside.

The more consumers are to be reached through
advertising, the more effort is needed. Media such
as television or radio reach millions of consumers,
but cost a lot more than, for instance, magazine
advertising. A cheaper alternative is adverts in lo-
cal newspapers or mail box advertising. In view of
their regional orientation and their relatively limit-
ed advertising budget, regional initiatives primarily
use these forms.

A further more efficient method of communica-
tion is the use of synergy potential when cooper-
ating with networks. Regional initiatives can, for
instance, advertise in tourist information brochures
or run a sales stand at regional exhibitions or trade
fairs.



Key questions:

¢ What is the advertising objective (awareness
in the region or outside, a good image, con-
sumer information etc.)?

e How much time, money and manpower is
available for advertising?

¢ Which methods of advertising reach the target
group in the most effective way? (Flyers, bro-
chures, sign-boards, shelf signage, posters, etc)?

e Which measures will be used to promote
sales (food sampling, presence of the provider
at the point of sale, training employees, dis-
tribution of information material, etc)?

7.1.5.4 Sales support

Sales support campaigns lead to direct contact
with the consumers or resellers and serve to cre-
ate a lasting impression and liking for the prod-
uct. What applies here: always be friendly and re-
ply to all questions in a polite and interested man-
ner, even if the same question has been asked for
the 1000th time!

By having contact directly, the consumers or re-
tailers have the chance to gain an estimation of
the product and its performance from a consum-
er point of view. Previously unspotted deficiencies
or optimising potential or even the origination of
a new product idea can arise from conversations
with consumers as a positive by-product of sales
support.

Retailers are very positive about sales support cam-
paigns which are devised and implemented by the
regional initiative itself, as they carry no finan-
cial effort or risk at all and the sales figures of the
product advertised increases as a result.

Through them they also hope to achieve a positive
effect on their own image.

Regional Platform Meetjesland (LEADER +)

The regional platform “Meetjesland” is locat-

ed in Northern Belgium. It started 10 years
ago and acts as a server for all organisations
that work in the region “het Meetjesland”. 12
municipalities are situated in this region. The re-
gional platform Meetjesland has broad objectives:
they organise municipality consultations/discus-
sions, welfare consultations/discussions and the
LEADER Program. The platform uses the follow-
ing communication instruments:

Message

“you have taste” or “you are fashionable” if you
are enjoying the regional products of the Groene
Gordel in 2005

Creation of the website

e /s part of the general website of the regional
products Flemish-Brabant

e Database with products, producers and part-
ners

e Info forum for related activities

Publishing a book

e Living illustration of regional products

e Product and producer info

e Fating habits and historical backgrounds
e /llustrations, pictures and recipes

Training of guides

e In close co-operation with the various touristic
VZW's

e Information exchange

® Development of a total packet for tourists (for
example finish a walk in a restaurant where re-
gional products are served)

Promotional material

e Uniformity of the Groene Gordel

e Strengthen recognisability

e for the producers and the shop keepers

e Link with development in the tourism sector

Publication in magazines for tourists
e Participation in events

e Tourism: commodity exchange Leuven
e (Cultural) heritage day Castle Gaasbeek

Example

53




COMMUNICATION

7.1.6 Effective communication with a limited budget

Even if only a very small budget is available, the
communications policy must not be allowed to be
neglected. Especially through articles in regional
newspapers (background reports, introduction of
cooperating producers, home stories or reports on
campaigns and press conferences) one achieves a
high degree of attention without having to pay
for it.

It is worthwhile cultivating links to journalists, be-
ing available for their queries and offering them
something for them to write about. Every regional
initiative should, in this respect, carry out a mini-
mum number of as many different campaigns as
possible. The Brucker Land initiative, for example,
implemented over 1,000 campaigns in the first
three years (sampling sessions, information stands,
farm events etc.) and through these activities
achieved a level of awareness of over 90% in their
county.

Normally a regional initiative cannot afford this
alone, rather it needs voluntary supporters e.g.
friends, children and committed acquaintances
from church or social circles or from a sports,
dance or local history society.

F o

Recommendations:

¢ At least once a year, a major PR campaign for
the regional initiative should take place e.g.
Open Day, or a farm event to which customers
are invited.

¢ At least once a month, an advertising measure
or sales support as, for example, a report or an
advert in the newspaper, a stand on the market
place. Sales support campaigns can be organ-
ised by the regional initiative itself.

More direct contact with customers — Markets provide the best opportunity (Streekfestival, The Netherlands).



1.1.7 Structure

Key questions:
¢ Who is the spokesperson for the press?

¢ In the event of urgent press enquiries, what is
the contingency plan?

¢ Who has contact with the press, radio and TV?

¢ Which topics could be of interest to the media
and to customers?

¢ Launch event: What form should the posi-
tioning of the initiative and its products take
(quest list, place, timetable)?

¢ Drawing up a plan of action for the media re-
lations campaign: Time frame of 12 months
for all media activities such as editorial contri-
butions, product launch, press briefings, com-
pany visits, open days).

7.2 Internal communication

Internal communication is necessary for the ex-
change of information and to motivate the indi-
vidual members. This exchange should therefore
also take place within a pleasant framework. It
makes sense to chair the meetings, so that they
do not drag on.

A regional initiative should gather together at least
once a year to exchange information and to make
important strategic decisions. Important items for
the agenda could be:

¢ Exchange of information (e.g. regarding legal or
practical matters, sales of quantities using various
distribution channels, production quantities for the
next year, buyer and producer satisfaction etc.)

¢ Exchange of goods at production peaks or sales
peaks

e Co-ordination and collaboration in the use of
facilities (slaughter, cutting, cooling and stor-
age capacities)

e Timing of joint campaigns (open days, campaign
weeks in co-operation with landlords etc.)

e Clearing up conflicts, rumours, hearsay

¢ Co-operation with procurement (signs with lo-
go, printing T-shirts).

1.2.1 Strategy

What is decisive for effectiveness, motivation and
so the continued existence of the regional initiative
in the longterm is the

Key question:

¢ \Who makes the decisions?

This has to be clearly agreed on and preferably
confirmed at the general meeting of members
(see Chapter 8, Organisation and Finance).

1.2.2 Structure

Just as important as resolving the decision on strat-
egy is the question of how internal communication
is to be translated into practice. Clear rules support
the exchange.

Key questions:
¢ Who is responsible and for what?

¢ How frequently does the core group
and other helpers meet?

* How does news reach the helpers?

e How are urgent enquiries dealt with
(arranging cover)?

¢ What happens when things go wrong?

To give all members of the regional initiative a
sense of belonging, internal communication is
of fundamental importance. A yearly report on a
general meeting is not sufficient to cultivate a re-
lationship with all members. A simple newsletter
(at least four times per year) is considerably bet-
ter, but it does not replace a personal meeting in
the group.
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8.1 Legal form

The legal form of the organisation to be marketed
is of great significance. In order to make a decision
here, possible forms should be checked against the
following aspects:

The legal form defines the legal framework con-
ditions of a company which is economically active
in some form. It is often set down by businesses
in the articles of association, which in exceptional
cases may also be agreed verbally.

The legal form affects among other things the is-
sues of liability for the associates and their right
to manage the business. Moreover it determines
whether the company has its own legal character
(e.g. public limited company) or whether its asso-
ciates act as natural persons/individuals/sole pro-
prietors.

Depending on the type of legal form, the law al-
lows for different rules concerning its establish-
ment, operation or liquidation. In contrast to part-
nerships where at least one associate also has to
personally vouch for the liabilities of the business
with his own assets (exceptions are Ltd., SARL or
Co. K@), liability with joint stock companies is lim-
ited (e.g. to the respective investments of the as-
sociates).

A
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Clear legal framework conditions are a good basis for success.

Key questions:

¢ How clearly can lean decision-making struc-
tures be defined?

¢ How high is the financial risk in the event of
failure? For whom?

e Who is liable? Is the liability terminable?

¢ Who can/is allowed to represent the company?

¢ What is the tax classification? Is a preferential
tax rate possible, what is the limit (e.g. non-
profit making, small firm, agrarian produc-
tion)?

e Is the organisation eligible for funding?

e What contractual policies are required be-
tween the members?

¢ How difficult is it to change existing members
or take on new members?

e How complex are the responsibilities as de-
fined by law?

e How much own capital is required from the
members?

They do not, however, replace experience and enthusiasm (South Downs, England).



Example

The type of organisation chosen should:

¢ be able to do business without limits

e |imit liability to the wealth of the organisation
and not reach through to private assets

e permit clear decision-making structures and
channels, and at the same time

® be manageable in accordance with the ideal
purpose of the regional initiative.

The regional initiative should take the advice of
specialists (tax advisers, lawyers) as to which le-
gal form is the most favourable form commercially.
Talking to experienced commercial organisations
can be helpful.

Experience shows that regional initiatives which
are very active in business are split into two legal
areas: whereas the idealistic objectives mainly re-
main as a legal form of private law (Society, Asso-
ciation) the business arm is usually organised as a
legal form of business law (GmbH, SARL, Ltd.).

8.2 Decision-making structure

Experience shows that regional marketing initia-
tives are usually small businesses in the beginning,
which do not need any complicated business struc-
tures. Above all, simple and pragmatic solutions
should be at the forefront of any considerations to
do with management.

Key questions:

¢ Who will lead the organisation (Board of Di-
rectors, Chairperson, Managing Director)?

¢ Who is responsible for which area?

¢ How can decisions be reached swiftly?

¢ Who has access to finances and how?
These questions can be sorted out within the
framework of rules of procedure which the initiative
sets for itself. The initiative usually has experi-

enced managerial personalities who can give ad-
vice. Also, sharing experiences with other initiatives

UNSER LAND (OUR LAND)

“UNSER LAND” is the name given to a network

of nine regional initiatives around Munich,

which offer regional products in and around
Munich. The individual regional initiatives are ideal-
istically supported by so-called supportive societies,
in which the “five pillars” of the movement, crafts-
manship and trade, agriculture, environmental and
conservation protection, as well as churches and
consumers represent a common interest. The sup-
portive societies are networked in the sponsoring
organisation “Unser Land”.

Idealistic sponsorship:

UNSER LAND - The Association

As “custodians” of the idea, the society represents
the idealistic interests of the network externally and
internally. It lives off the commitment of the people
in each supportive society and as a countermove
creates the infrastructure to guarantee this commit-
ment “on site” in the long term.

Function of the umbrella organisation
The umbrella organisation UNSER LAND e. V. sup-
ports and co-ordinates the work of the supportive

societies, building up and extending the network.
It looks after nationwide affairs, concepts for new
projects and for obtaining the necessary financial
sponsorship. It is one of the business associates of
UNSER LAND GmbH (Ltd.) which has the task of
safequarding the idealistic interests of the network
and as it has the right to use the brand symbol (the
logo) it also has vetoing powers.

Commercial business:

UNSER LAND - Limited Company (GmbH)

Just as the umbrella organisation uses the commit-
ment of many people to carry the idealistic part
of the network over to the outside, it also needs
a common organisation to build up and regulate
business by co-ordinating production, craftsman-
ship and trade.

The responsibilities

of the Limited Company (GmbH)

UNSER LAND GmbH (Ltd.) is responsible for the es-
tablishment and co-ordination of pricing and prod-
uct policy, marketing and logistics for all the partici-
pating districts.

info: www.unserland.info
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Example

SDL: Structure and Rules

SDL Supply Group, the Supply Group Board
and the Marketing/Management Company

South Downs Lamb Supply Group

An organisation that incorporates co-operative prin-
ciples within its constitution (e.g. one person — one
vote, surplus allocated according to throughput —
not to investment etc).

The Supply Group would have Mutual Ownership,
in that the people who use the services of the com-
pany (the members) are its owners.

The members would supply the Supply Group with
their product under the terms of the members’
agreement and the Supply Group would market
members’ product on their behalf — as agent i.e.
would not take ownership of the product.

Supply Group (S/G) Board

Board constituents.

The board is elected from amongst the farmer mem-
bers but with provision within the Rules or Memo-
randum and Articles for usually up to two non-farm-
er directors. The Management Company through
a nominated person would report to the Supply
Group Board but would not have voting rights.

South Downs Lamb Marketing/Management
Company

Funding requirements and therefore investment will
be determined to a great degree upon the terms
and condlitions relating to payment for produce to
the Supply Group i.e. working capital and also the
extent to which the Supply Group members them-
selves are prepared to fund their own organisation.
The company will own the brands and protocols
and will act as management/marketing agent for
the Supply Group under the terms of the Market-
ing/Management agreement. Fees would be agreed
on an annual basis by negotiation. The company
would also be bound by the terms of the Supply
Group’s members’ marketing agreement.

Management

Management of the Marketing/Management Com-
pany could be through its own employed staff or
through contract with a third party contracted to
provide a service. The appointed manager or third
party company would report directly to the Board
but have no voting right.

The management would not be permitted to invest
in the company but remuneration should be linked
at least in part to performance.

| Member | | Member | | Member | | Member | | Member |
| Member Agreement |
/6 BOARD

age
N
oy

Farmer Members
1-2 nonarmer directors
Management reports but non voting

Markefing Agreement

Management

Employed directly?
Third party?

ags
- -
RN

M/ M BOARD

Farmer Members
Stakeholders /investors
SDCB/investor
1-2 independent directors

aiin

SDCB

| Investor | | Investor

| Investor |
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is to be recommended. Gaps in “know-how"” can
be filled with the help of external experts.

“Learning by doing” is certainly a widespread pro-
cedure for regional initiatives which can be suc-
cessful. In questions of law and organisation, how-
ever, the financial risk is too great for the initiative
to rely on handmade solutions.

8.3 Organisation structure

Many regional initiatives elect a board of direc-
tors when setting up the commercial organisation
which then appoints or employs a manager/man-
ageress. In smaller organisations, the board of di-
rectors takes on certain management duties or
rather is responsible for certain tasks.

The necessary capacity for personnel follows on
from the strategy chosen, which in turn results in
the organisation structure. The organisation set up
during the starting phase should not be so rigid as
to constrain the growth of the business. It must be
flexible enough to be able to be developed further.

Experience has shown that many regional initiatives
find it difficult developing a structure in which de-
cisions can be made efficiently. Some of them have
changed from a co-operative style in the begin-
ning into a classical directive style of organisation
again.

Alternatively, there are co-operatives which still
work very effectively. What can be learnt from
this? The legal structure of the organisation for
the regional initiative is not the decisive factor.
More important is the fact that responsibilities
both within and between levels of management
are laid down precisely.

Rules for members

South Downs Lamb

Members

Members are farmers who have a written con-
tract (Member Agreement) to produce and mar-
ket produce through the ‘Supply Group’ and are
therefore entitled to hold a voting share in the
organisation.

Members, depending on the funding require-
ments of the ‘Supply Group’, may be required to
pay a one-off joining fee or provide a qualifica-
tion loan based on throughput.

Member Agreement
The members’ agreement is vital to the viability of
this initiative. It can be summarised as follows:

e To ensure that members are committed to using
the facilities and services of the Supply Group
for a minimum period of time.

e 70 set out the quantity or percentage of mem-
bers’ produce that will be committed to the
Supply Group for marketing.

e To set out the protocols that committed pro-
duce has to adhere to to be marketed through
the Supply Group.

e 7o ensure that any investment and/or charges
paid by members to the Supply Group relate to
both commitment and actual usage.

e To set out how the operational activities of the
Supply Group are to be administered.

e 70 bind the Supply Group to the marketing of
committed produce.

e To ensure the stability of the Supply Group,
and to give confidence to members, custom-
ers, suppliers and bankers.

e 7o ensure continuity of supply to customers.

e To ensure the protection of the member in his
relationship with the Supply Group and the
protection of members between themselves.

Who? Responsible for?

Board of directors

Mission, strategic objectives, development of main working themes or main leadership
themes, controlling, investments, special working groups with regard to leadership

President

Supports Manager, network, controlling

Manager

Operational objectives and implementation of marketing plan, general management, finance

Employees with responsibility

Special duties, (specified in the job description)

General assembly

Budget, election of board of directors, strategic orientation (leading principles)

Table 12: Who is responsible for what? Source: SCHMID, OTTO et al. (2005)

Example
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8.4 Organisation of daily work

Key questions:

e How many employees does the organisation
have (full-time, voluntary, financed for what
length of time)?

¢ Who represents the organisation externally?

e |s there a customer service point and/or a
head office?

® How is it manned?

e |s there direct access for customers?

8.5 Administration of the brand

A chief task for management is the administration of
the brand because it embodies the credibility, quality
and also the financial basis of the commercial organ-
isation. On the one hand it needs to be decided how
the brand will be allocated, how it is to be used and
how it should appear in different areas of business.

On the other hand, management has to organise
quality assurance and controls. It proves to be the
case that company own labels appear less credible
than independently controlled labels. This dilem-
ma can be solved by participating in independent
quality assurance programs (see Ch. 5, Marketing).
The share of criteria to be tested through voluntary
own monitoring should be kept as low as possible;
own monitoring always has a whiff of flawed ob-
jectivity. Mode of allocation, mode of criteria and
the guidelines to be adhered to must be transpar-
ent to the customer.

Key questions:

¢ Which procedure is necessary for the alloca-
tion of the brand?

¢ \Who controls the use of the brand?

¢ Who creates and manages licensing arrange-
ments?

® \Who sets sanctions and by what means?

West Cork Handbook of Brand Identity Guidelines

A handbook should be produced on the im-
plementation of the brand which describes

the exact colours to be used, the size and
other design quidelines for the brand identity.
This is important for ensuring that the logo al-
ways has the same appearance, regardless of
where it is printed (posters, stickers, packaging
labels etc.).

The following example shows an extract from the
handbook of brand identity guidelines used by
the West Cork regional initiative in the Republic
of Ireland, www.fuchsiabrands.org.

BRAND IDENTITY GUIDELINES 2

PROPORTIONS PROPORTIONS
3 The propartion of the height to width is 1:1.2 and must
never be adjusted

MINIMUM DIMENSION
At no time shoubd the helght of the brand mark be less.
than 15mem.

Minimum size of mark
mark height
= 15mm

Minimum size of mark

mark height
4 = 15mm

Minimum area of clear
space on white background

CLEAR SURROUND

clear

o mark eight
=1.25H

Minimum area of dear
space on white background

mark height
=H

Example




8.6 Financing and profitability

The avowed goal of all participants has to be es-
tablishing the commercial organisation and operat-
ing it in such a way so as to make it self-financing.
In doing so, start-up financing by public means
should definitely be made use of.

There are several possibilities for independent fi-
nancing. Which of these ways is used depends on
the objectives set by the participants. The different
means of financing are introduced and evaluated
here below.

8.6.1 Funds

Funds are pots of finance which come from differ-
ent sources to achieve special objectives. They are
also suitable for setting up regional marketing as
a personal connection between the inhabitants of
or visitors to a region and the aim of the fund can
be drawn. This personal connection is prerequisite
for money flowing into the funds.

Definition of funds
(adapted from Gabler Wirtschaftslexikon):

General: Cash for specific purposes

Special: Separate property of an association,
that is invested in accordance with special con-
ditions in the terms of contract of the fund.

Experience shows that the connection between
the depositor and the regional marketing initiative
goes beyond that of a purely customer relation-
ship. Therefore, the setting-up of a fund is also a
good means of acquiring commitment, know-how
and contact opportunities for production, process-
ing and selling products. For this reason, the estab-
lishment of a fund should always be understood as
an instrument for public relations and for retaining
customer loyalty.

Types

e Open-end funds: The number of certificates for
issue is not limited, shares can be sold freely.

e Closed-end funds: The number of certificates
for issue is fixed.

Advantages

¢ Short channel of reaction

e Short time of reaction

e Financial basis without the owner of the fund
being able to exert direct influence.

Possible forms
There are several possible ways to set up a fund:

® On one hand, the fund can be accessible to
everyone; on the other, access can be restricted
to one target group only, such as the potential
sellers of regional products and services.

e Shares can entitle holders to the use of certain
services (such as promoting the goods of share
participants) or also be their prerequisite (only
those who own share contributions can offer
their products and services through the region-
al initiative).

¢ The proceeds of the share contributions can be
certain services which the commercial organisa-
tion offers share owners, or money payments.

Important: Share owners do not have any influ-
ence on business decisions of the agency’s manage-
ment solely on the basis of being share owners.

8.6.2 Minimal fixed costs

High fixed costs endanger the continued existence
of the commercial organisation in the long term
because in times of low returns, a mountain of
debts can accrue very quickly or ready sponsorship
money can be used up.

Apart from this, high fixed costs restrict the flex-
ibility of the commercial organisation, as obtaining
profits through careful management has to remain
the top priority. Because of this it would be unable
to carry out other tasks, which although not prof-
itable at first, would contribute a lot to the devel-
opment of the region.

The intention has to be to keep fixed costs to the
minimum possible, even with guaranteed start-up
financing.
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Therefore:

e start off with as few staff as possible (one man-
ager, one secretary)

¢ hire reasonable office space

e try to gain start-up financing for refurbishment

e do not sign any expensive maintenance con-
tracts

e try to get sponsors with long-term formal ob-
ligations for certain blocks of fixed costs ( e.g.
telephone costs, car, energy costs)

Setting up and establishment

of a cost-effective structure

Example . .
Parc naturel régional de I’Avesnois

Employees: The regional Nature Park of Avesnois,
employs 2 people part-time. The park ensures the
co-ordination and the development of the brand.
It ensures the rules are complied with and devel-
ops the marketing work.

Monitoring is done by an external provider.

There is no official customer service point. Each
producer deals with his products and customers
independently. The regional Nature Park house is
the head office, for communicating about the
brand only.

8.7 Current income
8.7.1 Payment for agency acfivity

Goods, services and information are brokered as
well as packages with elements of these three ar-
eas. The basis for these is the agency agreement.

There are various possibilities available for levying
remuneration:

e Only the potential seller concerned makes a
payment for business which comes about;

¢ Only the buyer pays a charge for brokering goods,
services or information;

e The potential seller and the prospective cus-
tomer pay for this service;

e Payment is calculated in the selling price; how-
ever, this can lower competitiveness.
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Definition
(adapted from Gabler Wirtschaftslexikon)

Commission: fee for services rendered, calcu-
lated on a regular basis as a percentage of
the value an object.

Brokerage: Broker’s fees for business or agree-
ments which are brokered by an agent. Usual in
stock transactions and the insurance industry.

8.7.2 Own business acfivity

The regional initiative should be legally and eco-
nomically in a position to carry out its own busi-
ness with regional products. This is especially to
be recommended in setting up new product lines,
in order to obtain a presence on the market more
swiftly.

8.7.3 Payment for use

The regional initiative levies payments for use:

e for taking on the company image or offer in its
files and

e for the use of information by the prospective
customer.

8.7.4 Allocation of licenses

For certain procedures and forms of business ac-
tivity the regional initiative can develop concepts
which are legally protected under law and which
they can provide for a charge within the frame-
work of franchise agreements. One-off charges are
usually incurred on signing the contract and then
on an ongoing basis as a share of the turnover.

This method can be used for example with

¢ shop-in-shop forms with regional products such
as regional shelves

* mobile stands (see “Tyrolean farmers’ market
stands” p. 63)

These chains of franchises all work with the logo
which the regional initiative represents.



Tyrolean farmers’ market stands

Concept

The sale of delicacies at Tyrolean farmers’ mar-

ket stands safequards the production-oriented
existence of Tyrolean mountain farming. This small-
structured rural culture built up over the centuries has
become synonymous with ecologically sustainable
farming and the conservation of human values.

Stands sell rural specialities from Tyrol (hard moun-
tain cheese, bacon, Kaminwurz [a special type of
sausaqge], bread, jam, “Zelten" [gingerbread)], spirits,
eggs, wine, mountain honey) at weekly and special
markets in shopping and specialist trade centres, at
trade fairs, festivals and events of all kinds.

Development
First franchisee in 1994, 2006 more than 100 fran-
chisees in Central Europe.

Turnover forecast

Full-time management (from the 2" complete year
of business) turnover forecast of around 150,000
Euros per annum.

Franchise offer

Selected, partially exclusive Tyrolean specialities.

® Optimum logistics solutions.

¢ Know-how handbook, training, start-up help, in-
formation (up-to-date e-Mail service, weekly logis-
tics newsletter, monthly information package), ex-
tranet, exchange of experiences, controlling, com-
pany visits, further development and grand annu-
al general meeting.

e [asting, strong and individual support (combined
selling, advice in all matters and personal discus-
sions) — established standard of support service.

e Professional marketing, strategic PR work and cus-
tomer newspaper.

e Strong original brand.

Franchise requirements

e Start-up fee 3,600 Euro + VAT

e Total investment volume from 25,000 Euro + VAT.

® Running charge: c. 5% of your turnover (payment
by product delivery).

e Marketing pool: Already included in the turnover.

Source: http://www.dertiroler.com
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8.7.5 Allocation of logos

The allocation of logos is based on production and
quality guidelines which the commercial organ-
isation of the regional initiative has worked out
and established in co-operation with specialist
committees and working circles.

The prerequisite for a financial rule regarding the
award of logo is a clear regulation on right of own-
ership concerning logo, slogan and name. The re-
gional initiative should inform itself about suitable
protective mechanisms at state and EU levels to
make a sound decision here. Exchanging experi-
ences with other businesses from different sectors
can help with decision-making.

CCP : PRODUCT CONFORMITY CERTIFICATION

L1

PRESH BALMON, LOWG EMALLDTE, DRARNY AFPLIN, BSAXTED GOPFEL, CRAFT-ALADE BRLAD,
CERARRR, AN 0 0N

Thés Is the mast recent quality sign. It was instituted in 1988 [by the law
of 30 Decomber 1988).

CLPs applying to animal p on goed husbandry practices.
SOME STATISTICS

Production subject to conformity accounts foe 21% of
pigmeat businieas (2.700 pig farmers), 13% in the case of poultry and 11%.
for fruit and ogetables.

Seals of quality require guidelines and controls — here for fine
French tomatoes.

Potential sellers obtain the logo most suitable for
them when they have proved that they have kept to
these criteria. The logo is then allocated for a fee.

The logos are closely connected to the concept of
an umbrella and subsidiary brand label.

8.7.6 Quality controls

Observance of the production and quality guide-
lines for each of the product lines is a key require-
ment for all who want to use the logos.

Checks to see if these norms are being observed
are undertaken by the commercial organisation for
a fee.

8.7.7 Promotional measures

The commercial organisation plans, designs and
implements promotional measures also in co-op-
eration with external specialists. Potential sellers
may participate in these promotional measures for
a fee; this is calculated on the basis of costs arising
as well as a payment to the regional initiative.

To avoid problems in financing these promotional
measures, they should not be initiated by the com-
mercial organisation, but rather as the groups of
potential sellers wish.

Nonetheless, the society can make suggestions to
the groups of potential sellers.

8.7.8 Development of marketing proposals

The commercial organisation develops marketing
proposals on behalf of the potential sellers and
groups; costs incurred in setting them up are cal-
culated cost-effectively.

8.7.9 Membership subscriptions /sponsors

Firms, organisations, businesses and individuals
make a one-off payment or pay a certain amount
regularly.

This includes:

¢ Members of regional committees, such as the
advisory committee of the nature park, LEAD-
ER-steering groups

e Towns and communities in the region

e Banks

® Employers

e Associations

® Business partners

e Societies/Associations

e Citizens’ action groups

e Citizens.

What can be a problem is that the supporting
members want to influence the work of the com-
mercial organisation and that looking after them



Example

can be very time-consuming for the management
of the company.

[t might be worth considering using the connec-
tions of a patron to gain sponsors and to look af-
ter them.

8.7.10 Subsidies

Support programs co-financed by the EU or means
of EU structural funding (ESF, ERDF, EFF) are usually
available for rural areas (LEADER), which are often
allocated through business development.

However, the time limits for subsidies pose a prob-
lem, i.e. structures could be set up with subsidies
which cannot be maintained once the support pro-
gram has expired.

Support programs also often leave very little room
for manoeuvre in their use and so restrict the flex-
ibility of the commercial organisation.

8.7.11 Events offered

The commercial organisation can organise exhi-
bitions, trade fairs and seminars in co-operation
with established educational establishments (IHK,
Chamber of Commerce, County Council, Adult Ed-
ucation Centres etc.). They are financed by mem-
bership fees, entrance fees and stand costs.

8.8 Business plan

The business plan gives an estimate of how the
commercial organisation’s profit, turnover, profit-
ability etc. can be developed. As ever increasing
details clarify the work of the marketing organi-
sation, the persons in charge should take on the
business plan once more, and specify and adjust it
(see Chapter 1, graphic p. 12).

The structural foundations for a business plan may
be taken from Chapter 1.10.

Business plan: SDL Profit and Loss Account projections
Profit & Loss Account Projections

YEAR 1 YEAR 2 YEAR 3
Sales 250,800 438,900 689,700
Cost of Goods Sold 224,200 392,350 616,550
Gross Margin 26,600 46,550 73,150
Fixed Costs 12,000 12,000 12,000
Transport Costs 15,640 11,800 18,400
Other Costs 0 150 300
Salaries 18,000 19,800 21,780
Finance Charges 1,600 2,800 3,200
Total Costs 47,240 46,550 55,680
Profit before Tax -20,640 0 17,470

SCENARIO 2

GROSS MARGIN YR 3 10.5%
Profit as a percentage of turnover YR 3 2.5%
Cash equity £40,000
YR 1 overdraft £20,000
YR 2 overdraft £35,000
YR 3 overdraft £40,000
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8.9 Budget planning

e Where have developments been wrongly es-

The instrument used for daily work is the budget timated?
plan. It covers a shorter time frame than the busi-
ness plan, namely the current budget year. e How can we react better to these develop-

ments in the future?

How a budget plan is set up is shown in the fol-

lowing example: ¢ Which measures were (were not) helpful in
attaining the objectives?

Non-Profit Organisation Information Centre XYZ

Example Bu_dget Function f'md Bydget ) Annual Bydget ] Estimated
Title explanation Starting point Accounts Starting point Forecast
2005 / Euro 2005 / Piece 2006 / Euro 2007 / Euro
1. | Membership contributions 5,000 8,880.00 10,000 10,000
2. | Sponsorship contributions 500,000 324,218.15 250,000 300,000
3. | Donations contributions 10,000 28,345.23 15,000 15,000
4. | Project specific subsidies 23,600 22,567.34 100,000 100,000
“E’ 5. | Government programs 16,300 10,267.40 10,000 10,000
° 6. | Interreg 50,000 39,478.22 80,000 30,000
E 7. | Farm shops 20,000 18,105.00 18,000 18,000
8. | Guided tours and seminars 3,000 4,480.00 4,000 4,000
9. | Catering 2,500 2,600.80 2,500 2,500
10. | Interest 500 1,959.43 1,500 1,000
Total income 630,900 460,901.57 491,000 490,500
11. | Development, construction 180,000 134,090.74 145,000 175,000
12. | Design of external facility 20,000 12,678.32 30,000 7,000
° 13. | Staff 150,000 137,242.49 150,000 150,000
; 14. | Office items and travel costs 10,000 12,438.04 17,000 17,000
% 15. | Concepts 30,000 12,450.00 14,000 0
S 16. | Projects 125,000 104,115.57 110,000 108,000
oy 17. | PR work and training 20,000 17,862.25 20,000 30,000
= 18. | Taxes 2,000 1,837.30 2,000 3,000
19. | Reserves 93,900 28,186.86 3,000 500
Total expenditure 630,900 460,901.57 491,000 490,500
The findings integrate into further planning in
8.10 Controlling which measures are more refined, more effective
instruments are chosen, negative trends are tar-
Planning is only sensible when the nominal con- geted specifically.
dition is compared to the current status once the
measures have been carried out. This comparison The areas in which nominal and actual conditions
reveals various findings: should be compared with each other and reasons
for the divergence researched are as varied as the
tasks of the business.
Key questions:

They include:
¢ How realistic was the planning, what needs
to be corrected in future planning? e Supplier management (support, supplying, ac-
quisitions, processing complaints and returns)
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¢ Marketing measures (Selection of instruments,
effectiveness)

e Communications measures, internal and external

¢ Product policy (range, quality, new develop-
ments, market opportunities)

e Price design

e Financial management (accounting, liquidity,
profitability)

¢ Personnel policy (motivation, qualification)

e Work efficiency and time management

¢ Information management (who should receive
what information and when).

The Controlling effort has to fit the size of the busi-
ness. Controlling is not an end in itself, rather its
purpose is for the business to get better and better.

8.11 Quality assurance

General quality assurance and quality assurance in
connection with the regional brand is the basis for
the credibility and with it the long-term success of
the brand. It is a compulsory standard for the re-
gional initiative.

EU or national programs can be used as a basis for
quality assurance, as these are independently vali-
dated at relatively reasonable prices.

Seals of quality require guidelines and controls — this is given
with EU seals of approval and French markings.

EMAS

(EMAS) is a way to help all types of organisa-
tions, large and small, make a commitment

to continual improvement, measure their progress
and produce an independently validated public re-
port about their performance. Since March 2001
when the scheme was revised, EMAS has been
open to organisations in all economic sectors, in-
cluding public services. Now local authorities have
the opportunity to register for EMAS in the same
way as all other organisations.

See http.//www.emas.orqg.uk/

Documentation/Quality Management of the

Parc naturel régional de I'Avesnois

e.g. Regional Nature Park’s beef brand:

This brand is not a quality sign, so, this
means that this brand cannot communicate in-
formation about the quality of the product.

But there are some obligatory requirements
which have to be respected. details about the
park’s brand specifics (local product, environ-
mentally respected, authenticity and hand-made),
have to be controlled and verified. For that, a
control per year is done by an external expert.
And also, for each animal sold, there is a trace-
ability slip.

8.12 Control of the criteria

The control of the criteria needs to be established
too. This cannot only be done by entrepreneurs
who are using the brand. An external party is nec-
essary. The idea is to form a platform with stake-
holders from nature conservation and manage-
ment organisations (like the State Forestry Serv-
ice), users of the landscape, consumers, and policy
representatives. This platform still needs to be es-
tablished.

Setting up quality criteria and introducing a qual-
ity assurance program only makes sense if regular
checks can be made to see if the objectives regard-
ing quality have been achieved. This evaluation is
prerequisite for correction and supplementing
which should continuously improve the offer of
the regional initiative in the end.

The EU-Eco Management and Audit Scheme Info

Example
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LEGAL REQUIREMENTS

9.1 Product design and equipment

The regulations for product design and equip-
ment are very detailed and are based on world-
wide agreements such as the Codex Alimentarius
and various EU regulations, which are translated or
supplemented in national, state or county law.

Key questions:

¢ \What are the legal regulations concerning the
manufacture and quality for each group of
products and services?

¢ What are the obligatory requirements for la-
belling the product?

e How can the products be labelled acceptably
further?

¢ What policy will be coming into force in the
future?

e What is the simplest way of observing the
rules?

¢ Who can advise the organisation on these
matters?

What is relevant for the potential European seller
are the basic regulations of the European Union.

9.2 Product labelling and packaging

Labelling, presentation and advertising of food-
stuffs

Pre-packaged foodstuffs must comply with com-
pulsory harmonised standards on labelling and ad-
vertising. The details that must appear on packag-
ing include the name under which the product is
sold, a list of ingredients and quantities, potential
allergens (products which may cause allergies), the
minimum durability date and conditions for keep-
ing (Directive 2000/13/EC of 20 March 2000).

The Directive applies to pre-packaged foodstuffs
to be delivered to the final consumer or to restau-
rants, hospitals, canteens and other similar mass
caterers.

It does not apply to products intended for export
outside the Community.

The labelling, presentation and advertising of food-
stuffs must not: mislead the consumer as to the
foodstuffs characteristics or effects; attribute to a
foodstuff (except for natural mineral waters and
foodstuffs intended for special diets, which are
covered by specific Community provisions) proper-
ties for the prevention, treatment or cure of a hu-
man illness.

9.3 Compulsory labelling particulars

The labelling of foodstuffs must include the fol-
lowing:

e Name under which the product is sold

e List of ingredients

¢ Quantity of ingredients or categories of ingre-

dients expressed as a percentage

e Allergens: Directive 2003/89/EC

¢ Foods containing meat: Directive 2001/101/EC

e Net quantity

¢ Date of minimum durability.

See more details:

Codex Alimentarius Commission of the Food and
Agriculture Organisation (FAO):
www.codexalimentarius.net/web/index_en.jsp

Europe

¢ Health and Consumer Protection Directorate
General of the European Commission http:/
ec.europa.eu/dgs/health_consumer/index_
de.htm

e Directorate-General for Agriculture and Ru-
ral Development of the European Commis-
sion http://ec.europa.eu/dgs/agriculture/index_
de.htm

e SCADPIlus data base of the EU: http://europa.
eu/scadplus/leg/en/lvb/121090.htm

e TransGen: http://www.transgen.de/home/

94 Transport and warehousing

Since January 2006, a package of five regulations
on food hygiene came into force across the EU,
which sets down clear and harmonised rules on
“the hygiene of foodstuffs, specific hygiene rules
for food of animal origin, and specific rules for



controls on products of animal origin intended for
human consumption” and which replaces 14 dif-
ferent directives that were applicable in the past.

These rules are translated into national, state and
county law. Here too it is recommendable to en-
gage in talks with experienced marketers and ad-
visers. The organisation which monitors that rules
are being observed usually has comprehensive in-
formation material available and supports the firms
with practical advice.

Key questions:

¢ How are the products to be stored (tempera-
ture, packaging, separating individual groups
of products from each other)?

¢ How are the products to be transported (tem-
perature, packaging, separation of individual
groups of products from each other)?

¢ What is the simplest way to observe the rules?
¢ \What needs to be documented and how?

o How will this be monitored?

9.5 Food safety

There are numerous pieces of legislation and regu-
lations concerned with food safety, which place as
much of the onus on producers and suppliers as
on caterers and retailers. It is very important to be
aware of, and follow the guidelines provided by
the relevant authorities.

Europe

A magazine “Food hygiene and safety” has been
published by the Commission, to inform the pub-
lic and Member States about the new legislation.
It is very useful!

See: http://ec.europa.eu/food/food/biosafety/
hygienelegislation/dvd/index.html

A CD-ROM with this information can be ordered
as well at: http://ec.europa.eu/food/food/biosafety/
hygienelegislation/index_en.htm

See more details at: http://www.foodqualitynews.
com/news/ng.asp?id=68941

Great Britain

The major pieces of legislation are
¢ The Food Safety Act, 1990
¢ The Food Safety (General Food Hygiene) Regu-
lations, 1995
¢ The Food Standards Act, 1999.

Consulting organisations:

The Local Authorities Co-ordinators of Regulatory
Services (LACORS) oversees trading standards and
food law enforcement by local authorities (food
hygiene inspectors or environmental health offic-
ers). In addition, the Food Standards Agency over-
sees the food chain to improve safety and reduce
the incidence of food poisoning.

Contact:
www.lacors.gov.uk
www.food.gov.uk

Germany

Access to the legal regulations on product safety
and legal standards for each federal state (Bundes-
land) as well as national and European-wide appli-
cable framework regulations are to be found on
the internet pages of the Ministry of Agriculture
for the respective states or on the sites of the indi-
vidual State Farmers” Associations.

Information brochures and flyers are available for
specific and current regulations regarding mark-
ings for individual products. They can be obtained
from the advisory organisations of the ministries,
professional associations and consumer organisa-
tions.

What is feasible for regional initiatives are own
market checks and conversations with experienced
marketers and advisers.

Contact: www.vzbv.de, www.reginet.de,

as well as all the home pages for the agricultural
ministries.
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LEGAL REQUIREMENTS

France

Ex. Regional nature park’s beef brand sold by the
farmer:

Exact rules have to be respected.

¢ Production (contact — Chambre d’Agriculture)

e Sanitary (contact DSV — Direction des Services
Vétérinaires):

e AM. 9th May 1995 Food Hygiene
(application, locals, equipment, water, staff, dis-
tribution, ...)

e AM 8th September 1994 — exempt of sanitary
agreement

e AM 17th March 1992 - locals conditions which
prepare butchered meat die cut, boned or not.

e Commercialisation (contact DGCCRF — Direc-
tion Générale de la Concurrence, la Consom-
mation et la Répression des Fraudes)

e Consumption code

The Netherlands

The "Voedsel en waren autoriteit” is the govern-
mental organisation that guards the safety of food
and consumer products (http:/www2.vwa.nl). A
direct link to VWA can be found on the website of
the Ministry of Agriculture, Nature and Food Qual-
ity (www.minlnv.nl). On the site of the VWA, much
information can be found on regulations, controls,
hygiene, and information per branch (sector, e.g.
animal food, eggs, primary sector etc).

The following laws, applicable to food, its produc-
tion and consumption, can be found:

¢ Warenwet (general law on goods)

e Destructiewet (law on destruction of animals)

e Bestrijdingsmiddelenwet 1962 (on the use of
pesticides)

¢ Drank- en horecawet (on alcohol)

e Diergeneesmiddelenwet (on animal medica-
tion)

¢ Gezondheids- en welzijnswet voor dieren (on
health and welfare of animals)

¢ \Wetgeving algemene productveiligheid (on
general product safety).

Also a lot of information can be found on food
safety here (on a variety of products and what rules
they need to observe e.g. for organic agriculture;
on labelling; on illnesses; on chemical substances

OF : ORGANIC FnRMING (

RICULTURE BIOLOGIQUE - AB)

The indication “Agriculture Biologique™ or “Organic
Farming” certifies that the product Is the result of a
natural mode of prod frea from
chemicals and protective of natural balances and
animal welfare.

@ Most Iresh and processed farm and food products am avaiable in an
@ CTganic version In specialist stores or supormarket chains. In France,
@ [hese products are designated by the “AB" mark

® The first officisl recogrition of onganic (arming dates back to the
® agricultural reform low of 1980, and lator, at Europoan fevel, in a
@ regulation adopted in 1991 and supplemented in 1999, The Ageice Bic, a
@ Public Interost rouping. was 5ot up in 2001 with the tisk of developing
@ 0nd promoting this approach la production.

AGRICULTURE
BIOLOGIQUE

: SOME STATISTICS (") 1w FRANCE

® o Orgainic farrming invobees over 11,350 growsrs and ivestock farmars.
@ ¢ Land devoted 1o this farm of production now covers 550,000 hectares
@ [or 1.9% of France's Ulilised Agricultural Area).

@ * 4860 oparatces are subject bo controls for the preparstion of products
@ Complying with the arganic maode of production,

. # In the EV, arganic farming accounts for 3.5 % of total agricultueal area.

® |} figures for 2003

o] FARMING, N LOGO:
There is also a logo at Eurcpean kevel fo oliow produsts from ceganic
farming Lo be mcognisod,

L
TEmalaNARY “When t 20 into o fisks o o aroanhauss, 1 wont o be sbie o ast a o

“Consumers of organic _ without having o wash it first™

products see food as a .h-hhw , 37,  vegetable provat i diemee region,
justifias hia choion of crganic production, Farmiag 7 heetares wilh & partner and thres

priority™ ‘mmmmummamuwmmm

® tomates, green pappers, Sirmetarties, wic.) which e then sl on Sirtet makets o o
.lnuﬁmM&awmmmmmmMu
indwiduals every

@ My aim i 3 iy o heop thigs as clean a3 | can b avoid pacarating podtion. Organic
® arming i pore agronoinics. mmnnﬂkmmﬂ“immm
B parming it and e nexr ye
[ mmmdumn&mmmm

of Lz

L] mmwhumwwﬁwn—mmwum H

i fonpe. They are mof pacols who ave “roling i it", they heve just decided 0 make food |
ity 8 prik

AamouTm
BISLOTIOVY

Seals of quality require guidelines and controls — here for
organic farming in France.

Branding Avesnois

The regional nature park’s brand is not a
quality sign, so the brand cannot commu-
nicate information about the quality of the
product. In France, if we want to communicate
information about the high quality of one prod-
uct, we have to use a national official quality sign
“label rouge”.

The regional nature park’s branding communi-
cates information about a system of production
which has to respect the charter. Generally it is
traditional production, respecting the environ-
ment and giving added value to the landscape
and local know-how.

The products will be labelled if they respect the
charter (the minimum requirements of the charter).
Branding has to respect all the policies but it has
to go further than these policies, especially in
protecting the landscape.

The Park does not monitor observance of the le-
gal policy, it just verifies that it is respected. It is
not the technician of the beef industry. It is just
responsible for brand co-ordination. The farmers
using the brand do not form a company, each
one is independent in his system of production
and selling.




and in general on producing foods safely. The last
law in particular contains information on HACCP,
animal pests, hygiene laws, canalisation of animal
by-products [what to do with them], reporting
and tracing, packaging, and food at fairs). There-
fore, http://www2.vwa.nl is a very good site for
information! On http://europa.eu/pol/food/index_
nl.htm information on food safety from Europe
can be found.

9.6 Documentation/Quality Management

Regional initiatives are forced to comply with Eu-
ropean standards of documentation and quali-
ty management. This is particularly the case when
they supply to the catering, pre-processing and re-
tail trade.

Key questions:

* \What are the minimum standards set for the
organisation?

¢ From phase to phase: what should be docu-
mented and how?

¢ What is the simplest way of meeting the obli-
gatory requirements regarding documentation?

¢ What is the responsibility of the initiative and
where does customer responsibility begin?

The following rules are to be observed here:

9.7 HACCP

As a legal requirement any steps that are critical to
food safety have to be identified and it has to be
ensured that adequate controls are in place. The
potential hazards facing producers and suppliers
include microbiological, physical and chemical con-
tamination.

The Hazards Analysis and Critical Control Point
(HACCP) system provides a method of highlight-
ing and controlling basic food safety practices.
There are three points to consider in the HACCP
method:

1. Basic hygiene principles

e Control of contamination: by good cleaning,
separation of raw and ready to eat foods and
by good personal hygiene of food handlers

e Good temperature control to limit growth of
harmful bacteria

e Stock rotation and control of storage life to lim-
it growth of harmful bacteria

e Good heat processing to destroy microbial con-
tamination

2. The concept of control

¢ Businesses must control and monitor critical
points

¢ A system that identifies all the hazards but fails
to implement control is not satisfactory

3. Training and supervision

¢ All food handlers must be supervised and in-
structed and/or trained

e Industry guides explain what this is likely to
mean for different jobs in different sectors

The hazard considered under a HACCP system will
depend on the type of food being produced and
supplied. For example, there is a specific manual
for HACCP methods in meat plants. Local food hy-
giene inspectors will be able to advise on introduc-
ing a HACCP in a business.

(Source: Good Food on the Public Plate, adapted)

To make the start of marketing easier for re-
gional initiatives it seems to make sense to
co-operate with established processors and
logistics providers in processing, packaging and
delivering regional products, especially where
sensitive products such as meat are concerned.
Not only does this reduce investment at the start,
it also distributes legal responsibility for various
areas of work over several shoulders.

Rules for members |

Tip

/1
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CONSOLIDATION / THE NEXT ROUND

10.1 Strategic turning points

At a certain time many regional initiatives reach
the limits of the strategy they have followed up
to that point. Just as each product goes through
different stages of market interest and has to be
“reinvented”, the regional initiative too arrives at
a point in which it has to be “reinvigorated”. This
means that the decision-makers have to develop
new concepts and translate them into action in or-
der to attain a new period of growth.

Present concepts, objectives and strategies have to
be checked.

The basis for a rework is the “life cycle” of a strat-
egy. After the initial phase there follows a period
of consolidation. Towards the end of this a review
takes place with the aim of reaching a decision as
to whether an adjustment of the strategy used up
to now is sufficient or whether a strategic turning
point has been reached.

On the basis of this review an adjustment or re-
orientation of the objectives should be possible
without serious problems occurring. It can make
sense to involve external consultants in the deci-
sion-making process as these offer an external per-
spective of the initiative and so can help to avoid
corporate myopia.

Step 1: recognition of joint success: What have
we achieved?

The basis for this are the defined objectives as well
as achievements in areas for which no objectives
have been set up to now. These achievements
should not be taken for granted. Without joint ef-
forts, the many considerations, decisions and ac-
tivities of the regional initiative, these would not
have come about. This is to be recognised and
even celebrated!

Areas which the regional initiative can assess are

¢ Assessment of the landscape objectives
e Establishment on the market

e Public recognition and perception

e Co-operation as a team

e Contacts in the region

e Profit for each individual

Step 2: What is the next step for our regional
initiative in accordance with our vision and our
resources?

¢ What brings additional benefit for the cultural
landscape?

¢ What raises our credibility?

¢ What makes sense strategically?

¢ What is profitable?

¢ What can we provide in terms of personnel?

¢ What offer is available and at what time?

Step 3: Development of innovations

Concepts and strategies can be further developed
by introducing product innovations, innovations in
their physical appearance or in communication, in
the service or in the system of distribution. This is
often enough to make the offer of the regional in-
itiative more attractive again or to bind the cus-
tomer tighter to the initiative. For this the individ-
ual main themes of this manual can be reworked
once more from another viewpoint, in order to
have an innovative effect here. All ideas which
promise to be successful should be pursued fur-
ther.

Alternatively
Step 3: Development of new strategies

Should no consensus be reached in discussions re-
garding innovations, an adjustment of the con-
cepts or strategies will probably not be sufficient,
rather the initiative is on the threshold of a turn-
ing point.

This can also make itself noticed by participants no
longer being motivated, not having any ideas any-
more or innovations appearing to them to be just
more of the same. Then it is time to delve into the
whole process of developing objectives and strate-
gies once more (see Chapter 2).

Using an external moderator during this new pro-
cess can be a sensible idea if:

e |asting conflicts exist

e the participants cannot easily break free from
the limitations of the previous system, or

e work carried out up to now is interpreted as
being unsuccessful.



10.2 Product range

¢ Should new products be offered?

e Extend existing product lines or add extra prod-
uct lines?

¢ Another degree of processing?

¢ What additional services could be offered, who
would provide these?

¢ Which people and/or processing companies have
to be integrated?

Product design, integration in the present market-
ing strategy, corporate design:
e |s a test run possible?
e When will the “official” start take place (tim-
ing, subject to the results of the test run)?

Public Relations for new regional products and
services:

¢ Timing of events

e Campaigns

e Responsibility.

10.3 Distribution

Which marketing channels should be extended?
e Catering trade
e Community catering (canteens, schools etc.)
e Food retail trade
e Delivery service for private customers
e Dispatch

Are the existing working mechanisms sufficient?
If not, who can take on the new tasks?

104 Training and development of
“know-how" and preparation for
making decisions

There are various sources which the participants of
the regional initiative can draw on for further de-
cision-making. This applies not only to these fun-
damental strategic decisions, but also here espe-
cially.

¢ What knowledge is required?
¢ Who can provide us with this?

Sources of knowledge

¢ Exchange of experience

e Tours of companies

¢ Experienced stakeholders from the home region
e Experienced stakeholders from other regions
e Seminars

e Lectures

e Trips

e Specialist knowledge

e External consultants

¢ Representatives of Associations

Sparkling pear wine and wood from fruit trees

—a new revival for orchards
in the Hesselberg region, Germany. Example

Apple juice from meadow orchards is a clas-
sical product for preserving stocks from tradition-
al orchards. This was not enough for the allfra
Regionalmarkt Franken GmbH marketing associ-
ation. They supplemented their range of goods
with attractive products such as authentic dry ap-
ple wine, a sparkling pear wine made using tradi-
tional fermentation in the bottle processes and a
fine dry summer elderflower wine.

Not only are fruit products to be offered in the
“Hesselberger” range, an extension is planned for
honey, obtained from the orchards. At the same
time owners are obligated to plant a new tree for
each fruit tree felled.

Further information: www.hesselberger.com

Everyone who has worked on this manual hopes
that the suggestions, examples and tips mentioned
here will help you in your work. Please use the
contact addresses given for queries, good exam-
ples or for exchanging experiences. Your com-
ments are always very welcome!
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11.1 Ethical and religious beliefs

The offer of products and services (e. g. recipes)
should also take account of the consumers’ ethics
and religious beliefs.

Buddhists

There are many variations of practice in Buddhism
depending on which school the follower is associat-
ed with. Many are vegetarian or vegan.

See www.Buddhismtoday.com

Christians

Some periods of fasting e.g. Lent

Hindus

No beef. Mostly vegetarian. Fish rarely eaten.
Periods of fasting common.

See www.Hindu.org

Jews

No pork. Meat must be “Kosher” (specific slaugh-
tering techniques). Only fish with fins and scales
eaten. Meat and dairy food must not be consumed
together.

See www.jewish.co.uk

Muslims

No pork. Meat must be “Halal”. No shell fish.
Regular fasting, including Ramadan.

See www.eat-halal.com

Rastafarians

No animal products except milk. Foods must be
“I-tal” or alive, so no canned or processed food,
no added salt, no coffee. Food should be organic.

See www.rastafarian.net

Sikhs

No beef. Animal must be killed by one blow to the
head.

See www.sikhs.org

Table 13: Special diets for religious reasons (Source: Good Food on the Public Plate)

Note:

Be aware of the content of some processed meat
products. For example turkey burgers sometimes
contain pork, chicken nuggets sometimes contain
beef. If in doubt, avoid these products.

Vegetarians

No meat or animal fat. Some vegetarians will eat
fish.

The Vegetarian Society approves recipes and
promotes vegetarian foods. See. www.vegsoc.org

Vegans No meat, dairy products, honey, or other products Various vegan alternatives are used as substitutes in
from animal sources. Also, no products which do not | certain foods, such as Soya milk as a substitute for
contain animal products but where animal products cow’s milk. The Vegan Society promotes and advises
have been used in their processing. on veganism. See www. Vegansociety.com

Fruitarians The fruitarian diet consists of ray fruit and seeds only. | See www. Fruitarian.com

Table 14: Special diets for ethical reasons (Source: Good Food on the Public Plate)




11.2 Time and action plan

October November December

September

2007

Plan collection days:
Dates, place (weighing, con-
veyor belt, ramps)

transport (containers)

Handling:
clarify excess quantities

Organise storage space for bags and bottles (logistics centre)

Brand development: Name, layout for means
of advertising, Corporate Identity

Start-up
financing (?)

Designation of Manager

Project outline _

Prepare shareholder contract

Clarify struc- | How many litres of juice etc. is produced in
ture of sales Hohenlohe, how many in Beyerberg?

(200 people
drink 100 li-
tres juice per
year ...)
Graphic Management Bags, boxes, | Raw materials Fruit pressing
designer pallets (6000.- EUR) facilities
Printing Container for
transport
Warehouse
Collection
staff

Table 15: Time and action plan of an orchard project (Source: allfra GmbH, Hesselberg, Germany)
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11.3 Checklist (List of key questions)

Starting strong

e What products/services are there in our region
which might be marketable because of their re-
gional origin?

e Which products/services is our region tradition-
ally well-known for?

* Which products/services have the greatest need
for regionally based marketing (from the point
of view of the region or the view of initiators)?

Seasonality

e |s it a purely seasonally available product?

e |s it possible to extend the season and at the
same time ensure that quality remains con-
stant?

e Are there products in the range that comple-
ment each other in seasonal sequence?

Quantity

¢ What quantities are to be obtained?

¢ Are the quantities also available in the years to
follow?

¢ Do the quantities available justify an public ap-
pearance on the market?

e Are there producers who would, in the event of low
supply, switch over production to this product?

e |s it possible to even out fluctuations in the
quantities of products offered?

Quality

¢ What qualities differentiate the products from
others (freshness, taste and appearance, deliv-
ery service, degree of processing, speciality)?

¢ Does the quality of the product comply with
the average or rather with that of a premium
product?

¢ How can consistent quality of the original prod-
uct be assured (advice to producers, quality cri-
teria for deliveries)?

e How can consistent quality of the finished
product/service be assured?

e How can quality assurance be organised cost-
effectively (use of existing systems)?

e Which ecological, economic, ethical or social
sales arguments do the products/services offer?
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Packaging and Labelling

¢ How will the products be labelled (logo, Corpo-
rate Identity, inscription)?

¢ What distinguishes regional products from the
products of competitors?

¢ How will the products be packaged (form, ma-
terial, degree of processing, packaging compa-
ny)?

e How can packaging be optimised for advertis-
ing and information purposes?

Traditional product or new offer?

¢ Does the new product fit in with our regional
identity?

e How is it compatible with the image of the re-
gion?

¢ \What images does the product itself have?

e |s production compatible with an existing mod-
el perhaps or with the guidelines and objectives
of the regional initiative?

¢ Does production influence the natural scenery
for instance (and how relevant is this to the in-
itiative)?

¢ Does the new product support or undermine
our credibility?

¢ |s the product of economic use commercially?

Marketing strategy

¢ \What image does the initiative want to convey
externally?

¢ \What image should the products convey?

¢ What is the key marketing message?

¢ Which product should move into which mar-
ket?

e How should this market be tapped into -
through a special quality of product or through
price incentives?

¢ Who are the target groups for the products
(segmentation of market)?



Price

e Supply: What price do the producers need for
their product, when the additional criteria they
have to comply with are taken into considera-
tion?

e Demand: What price is the customer prepared
to pay for such a product, that is, what price is
it possible to enforce on the market?

e At what price are the original products avail-
able?

e How is the price established for the producers
(pegged to a fluctuating market price, perhaps
with a surcharge, at a fixed price)?

e With a fixed price: what do the producers do
when the market price exceeds the fixed price?

e \What are the competitors’ prices?

Target groups

e Which market do we want to serve?

¢ What are the possible target groups?

¢ Which target groups are not being dealt with?

e What are the wishes, desires and visions of
each target group?

¢ What is the main bottleneck of these target
groups?

e How do the individual target groups expect
problems to be solved?

¢ Which customers do the members of the mar-
keting initiative know and according to which
socio-economic groups can they be classified?

e Can more customers in this group be ap-
proached in the region?

¢ Which newspapers do these potential custom-
ers read, which events do they attend?

¢ What best appeals to these customers for the
least effort?

Development of a regional brand

¢ Who initiates the introduction of a regional
brand?

¢ \What are the aims of the initiators? (Of rele-
vance here is the viewpoint of the “key play-
ers”)

e What roles do the individual stakeholders
play?

¢ What are the advantages to them for being in-
volved?

¢ \WWho must/should be involved and how?

¢ What form can participation take?

¢ Who has the power to make decisions? Who
wants to, can or should have this?

e Which region does the brand apply to? Here it
is better to choose the larger area, but be dis-
cerning.

e Which products should be included (Food, non-
food, skilled trade services)?

¢ |s the brand designed to be an individual brand
or an additional brand?

Distribution

¢ Which channels of distribution for which prod-
ucts are already available?

¢ Do these channels of distribution reach the tar-
get group particularly well?

¢ What effort in terms of time and money can
and does the regional initiative want to spend?

¢ Which markets can be reached by this?

e Can the existing contacts of members of the
regional initiative to new partners be used for
distribution purposes?

Organisation of selling

e How much effort is needed, who will do the
work (storage, sorting, packing, transport, or-
dering and accounting, handling complaints)?

e Which work will the individual members take
on and which tasks will be passed on?

e How can the remaining work be shared out in
a sensible and professional way? (e.g. Tasks are
evenly distributed among all members or one
member sets up a kind of office for a fee or
someone is employed ...)

e Are complaints or customer requests referred
back to the group and if necessary taken into
account; if not, how can this be organised?

17
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Communication targets

¢ What objectives does the regional initiative
hope to achieve through its communication
measures?

e How can the success of these measures be de-
termined?

¢ \WWho makes the decisions regarding communi-
cation measures?

Communication

e Which central messages will be selected for
products/services?

e Which messages reach the target group in the
most effective way?

e Do the messages chosen correspond with tar-
get group preferences?

e What are the standards for communicating
with the public (reaction to complaints, enquir-
ies, offers etc)?

e How is the marketing initiative to react in the
event of public crises (food scandals etc.)?

¢ What instruments are available?

Public relations

¢ Which public events do the members of the re-
gional initiative host anyway?

e When do the public events take place — can
they be integrated into a set timetable so that
PR work is achieved on a regular basis?

e Which campaigns can be used to attract the
target group?

¢ Which signs of identification can be used, such

as a banner of the brand symbol, a certain type

of decoration, market or information stands
with products or information brochures about
the regional initiative?

What is the advertising objective (awareness in

the region or outside, a good image, consumer

information etc.)?

e How much time, money and manpower are

available for advertising?

Which methods of advertising reach the target

group in the most effective way (Flyers, bro-

chures, sign-boards, shelf signage, posters,
etc)?

What measures will be used to promote sales

(food sampling, presence of the provider at the

point of sale, training employees, distribution

of information material, etc)?

Structures for communication

External communication:

¢ Who is the spokesperson for the press?

¢ In the event of urgent press enquiries, what is
the contingency plan?

* Who has contact to the press, radio and TV?

¢ Which topics could be of interest to the media
and to customers?

e Launch event: What form should the position-
ing of the initiative and its products take (guest
list, place, timetable)?

e Drawing up a plan of action for the media rela-
tions campaign: Time frame of 12 months for
all media activities such as editorial contribu-
tions, product launch, press briefings, company
visits, open days).

Internal communication:

* \Who makes the decisions?

¢ \Who is responsible and for what?

e How frequently do the core group and other
helpers meet?

e How does news reach the helpers?

¢ How are urgent enquiries dealt with (arranging
cover)?

¢ What happens when things go wrong?

Organisation and finance

e How clearly can lean decision-making struc-
tures be defined?

e How high is the financial risk in the event of
failure? For whom?

e Who is liable? Is the liability terminable?

* Who can/is allowed to represent the company?

e What is the tax classification? Is a preferential
tax rate possible? (e.g. non-profit making, small
firm, agrarian production)?

¢ |s the organisation eligible for funding?

e Which contractual policies are required be-
tween the members?

¢ How difficult is it to change existing members
or take on new members?

e How complex are the responsibilities as defined
by law?

e How much own capital is required from the
members?



Decision making structures

¢ Who will lead the organisation (Board of Direc-
tors, Chairperson, Managing Director)?

¢ Who is responsible for which area?

¢ How can decisions be reached swiftly?

¢ \Who has access to finances, and how?

Organisation of daily work

e How many employees does the organisation
have (full-time, voluntary, financed for what
length of time)?

¢ Who represents the organisation externally?

e |s there a customer service point and/or a head
office?

e How is it manned?

e |s there direct access for customers?

Administration of the brand

¢ What procedure is necessary for the allocation
of the brand?

* \Who controls the use of the brand?

¢ Who creates and manages licensing arrange-
ments?

¢ \Who sets sanctions and by what means?

Controlling

e How realistic was the planning, what needs to
be corrected in future planning?

* Where have developments been wrongly esti-
mated?

e How can we react better to these develop-
ments in the future?

¢ Which measures were (were not) helpful to at-
tain the objectives?

Product design and equipment

¢ What are the legal regulations concerning the
manufacture and quality for each group of
products and services?

¢ What are the obligatory requirements for label-
ling the product?

e How can the products be labelled acceptably
further?

¢ \What policy will be coming into force in the fu-
ture?

¢ What is the simplest way of observing the rules?

¢ \WWho can advise the organisation on these mat-
ters?

Transport and warehousing

e How are the products to be stored (tempera-
ture, packaging, separating individual groups
of products from each other)?

e How are the products to be transported (tem-
perature, packaging, separation of individual
groups of products from each other)?

¢ What is the simplest way to observe the rules?

¢ \What needs to be documented, and how?

¢ How will this be monitored?

Documentation and quality management

¢ \What are the minimum standards set for the
organisation?

e From phase to phase: what should be docu-
mented, and how?

¢ What is the simplest way of meeting the oblig-
atory requirements regarding documentation?

e What is the responsibility of the initiative and
where does customer responsibility begin?
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11.7 Glossary

Initiators

A group of people who start to define a regional
project and take the first steps towards its realisa-
tion.

key players

People within the group of initiators who by virtue
of their commitment, their personal experiences
and contacts support the initiative both strategi-
cally and practically with regard to external repre-
sentation, motivation, know-how, self-assessment
of the group of initiators etc.

Core group

A group of people who take on the operational
work and prepare strategic decisions. They are of-
ten empowered by the group of stakeholders, with
or without legal form, to make decisions to a lim-
ited extent.

Stakeholders

People who are in some way or other involved with
or participate in the regional initiative.

Regional initiatives

Groups of people in a region who for various rea-
sons wish to promote the region. In addition to
economic objectives, social or environmental ob-
jectives often come to the fore.

Marketing initiatives

(Sub-) groups within the regional initiative which
want to promote the region by marketing region-
al products within and outside the region. Usually
the largest and most active group within the re-
gional initiative.
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