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LIFE IN A VALUE CHAIN

y the late 1990s, Canadian

beef producers had begun

to see the merit of value

chains, which gave rise to
producer-led initiatives such as High-
land/Spring Creek Premium Beef and
Diamond Willow Organic Beef in
Alberta, Atlantic Tender Beef/Atlantic
Beef Products in the Maritimes, and
Ontario Corn Fed Beef and Field Gate
Organics in Ontario.

Efforts on the part of beef produc-
ers to establish value chains escalated
in the midst of trade issues brought
about by the discovery of BSE in the
Canadian herd in 2003. Prairie Heri-
tage Beef and Canada Gold Beef head-
quartered in Alberta, along with Clear
Creek Organics based in Saskatch-
ewan, are three producer-led compa-
nies that grew out of that precarious
time.

It can take a tremendous amount
of time, energy and resources to bring
a value chain into existence. Unfor-
tunately, most chains fold within one
to three years, according to Martin
Gooch, director of the Value Chain
Management Centre with the George
Morris Centre in Guelph, Ont.

So, what does it take to keep a value
chain going? Will the improvement in
commodity prices encourage the cre-
ation of value chains or draw partners
away from them? CANADIAN CATTLE-
MEN talked with some professionals
and producers involved in value chains
to find out.

Realistic expectations

Phil Ferraro, executive director of
the P.E.I. Adapt Council, says the per-
ception of what a value chain is and
its purpose is one of the greatest chal-
lenges he encounters when working
with groups. “With the old way, there
may have been the expectation of a
better price, but today it’s about what
consumers want,” he says. “Enhanc-
ing the value of your product in the
eye of the consumer may return a bet-
ter price, or it may secure a market or
increase sales volumes because you’ve
developed relationships, built trust or
have a mechanism for problem solving
or innovation.”

Margurite Thiessen, value chain
specialist with Alberta Agriculture and

Rural Development (ARD), says the
desire to attain a positive return on
investment is an important motivator;
however, wanting a premium isn’t a
trigger in itself. The fundamental rea-
sons for wanting to form a value chain
are to realize cost savings, improve
efficiencies, product innovation, or to
gain a greater degree of control over
product quality, value or marketing,.
In agriculture there is a fixation on
price and production, but at the end
of the day, it’s profit that counts, says
Gooch. The benefit he most often sees
in successful chains is the ability to

Martin Gooch

improve profitability by reducing pro-
duction and business costs, sometimes
quite dramatically. The revenue-gener-
ating potential of a value chain comes
from the ability to innovate quickly and
profitably, to target new markets where
the chain has potential to be No. 1 and
to develop long-term shared strategies
for financial sustainability.

The bottom line is that an expec-
tation of improving profitability is
reasonable; generating a premium for
your product is a bonus.

Passionate partners

The Alberta value chain guide
(available at www.valuechain.alberta.
ca) outlines some of the risks peo-
ple should consider when assessing
whether committing to a value chain
is truly the best approach for their own

business. Since many business activi-
ties and decisions are shared, partners
will have to give up a degree of control
and be more flexible in their individual
business affairs. Not only could it take
more time to arrive at decisions, but
decisions made by the value chain will
have implications for the individual
enterprises and vice versa. Sharing of
proprietary information or expertise
may also be necessary.

“Potential partners really need to
think about what value they could con-
tribute to the alliance and whether what
they are doing as individual businesses
at the moment is the best way to add
value for the consumer, Gooch adds.
“In the cold light of day, you also need
to honestly ask yourself why someone
would want to partner with you, rather
than with a hundred others.

“Just because a person is interested
in belonging to a value chain isn’t
enough. The person has to have a driv-
ing desire to be part of the chain,” he
says. “You don’t necessarily need a lot
of people, but you do need people with
the right attitude — the willingness
to learn and to adapt to the concept
of creating value through innovation
rather than by increasing output.

Successful value chains find ways
to promote the right attitude among
their members. All partners share the
benefits as well as the risks. Planning,
decision-making, problem solving and
conflict resolution are joint efforts.
The value chain as a whole is able to
address the role of each partner, how
the performance of the chain and each
partner will be measured, and how
each will be rewarded.

Return on investment might be an
incentive for the chain but when you
link it back to the individual partners
the incentives might be about decreas-
ing death loss, improving breeding
targets or the break-even point for
the herd. For the processor, it might
be increased sales or efficiency. The
key is to ensure the incentives can be
measured and controlled in a way that
keeps everyone motivated to continu-
ally improve.

To measure performance all part-
ners must be willing to collect and
share information. Equally as impor-
tant, Gooch says, it lays the foundation
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for motivating people to remain committed to the chain by
showing what the chain has achieved and how it benefits
each player.

Fold or flourish

Researchers who have studied value chains indicate that
the reason they fail boils down to a small number of recur-
ring factors. Gooch says they are usually missing one of
the key requirements for success — effective governance,
shared vision and strategy, mutual respect, leadership,
compatible culture, collaboration, commitment, a win-win
orientation; or a mindset suited to maintaining strong
relationships.

To be successful, a value chain must create meaningful
value for which consumers are willing to pay, position the
value correctly in the marketplace, communicate how value
will be consistently delivered to customers, and do it within a
system that can’t be easily duplicated.

To survive, the chain has to be proactive about creating a
learning environment, developing the capacity to recognize
the value of new information, understand how to assimilate
it, and use the knowledge to the chain’s competitive advan-
tage in an ever-changing business environment that presents
new challenges at every turn.

For more on this topic visit www.valuechain.alberta.ca
and www.valuechains.ca., ™
— Debbie Furber
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B TIMING IS EVERYTHING

Getting a healthy newborn calf on the ground from each breeding
female in your herd is the start to a successful year for your cow-calf
business. The next step is keeping those calves healthy.

Scours is the most common disease in nursing beef calves before
pasture turnout. Many pathogens that cause scours are naturally
present to some degree in the gut and manure of cattle. In other
words, viruses and bacteria that can Ccause calf scours are present in
every calf's environment. So how do you ensure that your calves are
equipped to deal with this challenge?

The most vital factor in the control of calfhood diseases, particularly
scours, is colostrum. Newborn calves depend on colostrum for
immunity against diseases until they are old enough to generate their
own protective immunity. Calves need to receive 4 to 6 liters of
colostrum in their first 24 hours of its life-the earlier the better. If
you're not sure whether a calf has received enough colostrum, provide
additional colostrum from the calf's mother or a high-quality
supplement. Calves born to heifers, calves that have had difficult
births (delayed delivery, assisted at birth), and twin calves are
particularly at risk for inadequate colostrum intake.

Vaccinating your pregnant cows and heifers against the common
scours pathogens with SCOUR BOS® 9 wil| increase the protection
against scours through their colostrum. Two things need to happen in
order for this method to be effective. First, the cow must have optimum
antibody concentrations present in her blood before she starts to make
colostrum. Since cows begin to make colostrum 4 to 6 weeks before

1 Radostits O, Gay C, Hinchcliff K, Constable P (editors). Veterinary Medicine, 10th ed., 2007. Scour Bos is registered

trademark of Novartis AG; used under license.
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You don’t need a crystal ball to find out.

The crop management tools on WeatherFarm™ can help
predict if danger lies ahead on your farm. Simply enter your
location and seeding dates for customized results.

Your spraying decisions are clearer than ever.

Registration is free and easy at weatherfarm.com
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SCOUR BOS

calving! vaccination should occur ahead of this, following label directions.
Second, the calf needs to receive sufficient colostrum within the first
24 hours of its life. Vaccinating pregnant cattle with SCOUR BOS® 9 has
the added benefit of reducing the number of disease-causing pathogens
shed in manure, thus reducing the calf's chances of exposure.

Of course, vaccination and good colostrum management are only part of
an effective scours prevention strategy. No amount of colostral immunity
will counter an overwhelming environmental challenge! Therefore, it is
essential to incorporate other management strategies, including:

* Reducing manure contamination in the calving area by wintering
cows away from the calving grounds, and moving cow-calf pairs to
larger nursery areas as soon as possible after calving.

.

Providing adequate shelter for your cow-calf pairs in the calving and
nursery areas, and keeping these areas well-bedded and well-drained.

Refraining from bringing in new animals to your herd during
mid-to-late pregnancy and calving to reduce the likelihood of your
established herd being exposed to unfamiliar pathogens.

Isolating scouring calves in a separate area, away from the herd.

Calf scours is a complex and multi-factorial disease but with the right
tools and timing, including proper vaccination with SCOUR BOS® 9 you
can reduce the risk it poses to next year's calf crop. Plan ahead and talk to
your herd veterinarian about the best preventative strategies for your herd.

SCOUR BOS | EARLIER | BETTER |
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