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What is a value chain?

Value Chain o R
Value Chain - Framework \g‘% |
set of %
interrelated l : Activities can be
processes which - vertically integrated
create additional More value $ : under one business
$ value along :

l e to create more

value
More value $ '

l

More value $

each step

(Porter, 1985)




VALUE CHAIN:
ARTISAN BREAD
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ENJOYED BY YOU

Businesses can also work
together to increase value
for themselves and each
other




Value Chains
can also be
Values-Based

(Stevenson and Pirog, 2008,
2011; Lev et al. 2015)
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Value Chains
can also be
Values-Based

(Stevenson and Pirog, 2008,
2011; Lev et al. 2015)
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In a values-based
model, business actors
share:

e Transparency of

information
e Risk
e Profits




Who benefits
in a values
based supply
chain?
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Strategy to help local, small-
mid-scale businesses
competitive against natfional
commodity markets

Success through cooperation
and co-opetition
(Bengtsson and Kock, 2000)

“Rising Tides Lift All Ships”
-- JFKK




Value Chain Strategy: Working Together to Create Value

WHAT:

« Business partners recognize that maximum value for
products depends on interdependence,
collaboration, and mutual support

« Alliances form around shared values about the
product and conveyed to customer

USDA Diamond, et al., (2014). Food value chains: Creating shared value to enhance marketing
gl success (No. 1470-2016-120664).



Value Chain Strategy: Working Together to Create Value

WHY:

e Strategic partnerships needed to move specialized products
through non-commodity markets

e Important strategy for small and mid-scale producers/processors

USDA Diamond, et al., (2014). Food value chains: Creating shared value to enhance marketing
gl success (No. 1470-2016-120664).



Hard and Soft Infrastructure for Regional Food Systems

Hard infra_structure suc_h as Soft infrastructure in the form of
aggregation, processing, relationships, knowledge and
distribution facilities are networks, is a necessary key
important, but not the only for efficient use of hard
resources needed to build local infrastructure
economies
N !
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Barham et al., 2015. “Talk is Cheap ... and Efficient! Facilitating value chain development without costly new
infrastructure”.Natiional Good Food Network.Webinar.




Hard and Soft Infrastructure for Regional Food Systems

Hard Infrastructure: Soft infrastructure: Investing in
Investing in Food Hubs Value Chain Coordination

Barham et al., 2015. “Talk is Cheap ... and Efficient! Facilitating value chain development without costly new
infrastructure”.NGFN. Webinar.
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What is a Value Chain?
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in value chains. . . e ["Aowegatony | 5

| Input suppliers st i Mission Value | processors | :

Exomples:
+ Farm viabiity

= Businesses intentionally structure their core E % / - Formondpresenolion
operations to produce both financial E "  Sustainable producfion methods
success and social benefit ;

COMPOST

Shared Operation Values |
Include, but are nol limited 1o: /
« Accountabilty

* Long-fermcommitment /
* Open and ongoing communication / Distributors

= Shared mission and operational values
support decisions and processes

Waste dispasal « Transparency

= |nvestments go into human capital before

' /.;.’\
hard infrastructure: : \\LQ

Value Chain Coordinators! \

- -
\‘ Consumers f Restauranlts, lood service ’
el § relod ’
\ and food relail g
3 s,
- -
~

LU WALLACE CENTER

Ar WINROCK INTERNATIONA




Value Chain Coordinators

La Montanita Co-op

Rocky Mountain Farmers Union
Communities Unlimited

The Conservation Fund

Louisville Farm to Table

Common Market Georgia

Appalachian Sustainable Development
Metro Washington Council of Governments
Fair Food

Soul City Hospitality

Family Farmed

Texas Center for Local Food

Food Commons Fresno
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LU WALLACE CENTER



What is Food LINC?

Food LING, which stands for Leveraging Investment for Network Coordination,

is a three-year initiative spearheaded by USDA and its philanthropic partners to
enhance local and regional food systems. Ten organizations have been initially
selected to support a full time “value chain coordinator” who will provide local
food sector coordination services — linking produces and buyers in a regional
geography. $850K has been committed by USDA and its federal partner agencies
and each organization is expected to raise matching funds on a 2:1 basis.

Philanthropic Role

Philanthropy has committed over $2 million in matching funds to support this
initiative. Philanthropy is also funding a national nonprofit organization to
provide a leaming network among the value chain organizations. This support
will enable the initiative to cover an array of metro regions and enable the work
to continue in sufficient duration to generate and evaluate impact.

What do Value Chain Coordinators Do?

Food value chains differ from typical food supply chains in that they are
intentionally structured to produce both business success and social benefit.
Given this intentionality, it often takes a particular person or team of people to
build the initial relationships with supply chain actors and to find a shared set of
mission and operational values. These value chain coordinators may play multiple
roles in the development of food value chains, including:

Market Matchmaker - [dentify and connect key stakeholders through
short-term engagement.

Convener/Relationship builder - Build the necessary relationships across the
food value chain by engaging key stakeholders, maintaining communication
channels and fostering a trusting environment.

Food Value Chain
refers to strategic
alliances between supply
chain actors that are
intentionally structured
to produce both
business success and
sodal benefit.

Waste Disposal

P

Restaurants, Food

Consumers 1 4
Service, and Food Retail

Resource prospector - Identify and pursue resources, such as grants, loans, and
services to support value-chain collaborators as they develop their enterprise.
Policy thought leadership - Raise policy issues and partner with others to
address policies and procurement requirements.

Technical assistance provider - Work with food chain members to build capacity
through education and training programs in such areas as sustainable production
practices, food safety, marketing/branding, etc.

Catalyst/Innovator - Utilize grants and other external resources to test new business
models and thus lower the financial risk of the business engaged in the value chain.




Role of Value Chain Coordinators

N
entify and connect key stakeholders through referral services and other forms of short-term or one-o
Market Identify and ki kehold h h ref | i d other f f sh ff
Ro les of a engagement. This “public interest broker” role is key to development of food value chains because many
MatChmaker businesses are stepping outside their normal channels to find new collaborators. )
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o Relationship communication channels, and fostering a trusting environment. Examples include convening stakeholder
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Technical Work with food value chain members to build capacity through education and training programs in such
Assistance areas as sustainable production practices, food safety, marketing/branding, etc.
&
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chains to access certain marketing channels.
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(Rocker; 2019)
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Terminology

Value Chain
Coordination (VCC)

A set of roles or activities
that foster linkages and
create added value to
individuals, firms, product
chains, and the broader
regional economies in
which these activities
take place.

Value Chain
Coordination
Professional (VCCP)

An individual
performing value
chain coordination
roles and activities

Value Chain Entity
(VCE)

Business, agency or
organization in which
Value Chain
Coordination
Professionals work

(Rocker, 2019)



Who coordinates value chains?
(Entities and Individuals)

Businesses:

Food Hubs (ie. Purchasing Managers)

Food Distributors, (ie. Brokers, Buyers)
Mid-Tier Processors (i.e. Local Sales Directors)
Retailers (i.e. Procurement Managers)

Organizations, Institutions, Agencies:

Local Government (i.e. Local Food Systems Director, Public Brokers)
Food Policy Councils

Farm and Food Advocacy Non-Profits (ie.Farm to Table Coordinator)
Economic Development Councils (i.e. Regional Food Coordinators)
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What is the focus of VCC?
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What is the focus of VCC?

VALUE CHAIN:
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VALUE CHAIN:
CRAFT BEER

A JOURNEY OF BARLEY FROM FIELD TO GLASS
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What is the focus of VCC?
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Market Channel
Focus

(1 ) K-12, Colleges,
Universities,
\ /) Hospitals

Restaurant,
Grocery Stories

Farmer Markets, CSAs,
Direct to Consumer

Photo credit: pew.org




Geographic
Focus

City
County

State

agws Multi-State
«*< Region

Geographic Focus

Market Focus on Lexington, Kentucky, Ohio and

s it odug_ers from Indiana. Cincinnati a Large
LU Demand Market

Entire state of Kentucky

Focus on Markets of
Louisville, Producers in
Surrounding areas

https://www.dropbox.com/sh/cOwuc1bsr55516f/AABOMFONCZWGVAWNVd
AMi6V7a/Powerpoint%20Presentations?dl=0&subfolder_nav_tracking=1



VCC Roles

Market
Matchmaker

TA Provider

Convening
Stakeholders

Resource
Prospector

Innovating
New |deas

Fostering
Relationships

Accountability
Keeper

Research &
Assessment

Policy
Advocate

Which roles does
Extension perform?



Examples of Extension’s Role in VCC

*Case study from Pennsylvania State University Extension (May, 2020)

PSU Extension Project Survey Questions

The Penn State Extension and Supply Chain team at Lehigh Valley campus are partnering to
explore a central aggregation program to move products from farm to wholesale market.

In order to ascertain the capability and benefits, we ask that you provide some exploratory
information in the questionnaire below. We will combine the data received and send you our
findings to facilitate discussion.

* Required

Collaboration of Brian Moyer, Education Program Associate, Energy, Business and Community Vitality
& Mark Capofoi, Lecturer of Project and Supply Chain Management, Penn State Lehigh Valley



Examples of Extension’s Role in VCC

Do you use your own trucks to move goods to the wholesale market? *

[ Yes
[ nNo
[] other:

Research and Assessment

Market Matchmaker

If no what transporter do you use? (we will not contact them)

Your answer

Does your transportation need differs based on season? *

[ Yes
3 nNo
[] other:

What is the frequency of shipments? (i.e. daily 2 X weekly etc.) *

Your answer

What is the average size of the order, in the number of boxes? *




Examples of Extension’s Role in VCC

Value Stream Mapping — WlnterCSA Collectlve

Collective Admin.
weekly .

Receiving

aggregation [N, — S g
A A el A S
Newsletter

Innovating New Ideas

5 ?
2days 2days 1 days J%%n
== — [ | _wednesday [ | 1day-weeky [ i i [
_— L. L2 Fostering Relationships
otal Lead Time =

Saliin addad Homn —

Image courtesy of Brian Moyer, Education Program Associate
Energy, Business and Community Vitality, Penn State Extension



VCC Roles

Market
Matchmaker

TA Provider

Convening
Stakeholders

Resource
Prospector

Innovating
New Ideas

Fostering
Relationships

Accountability
Keeper

Research &
Assessment

Policy
Advocate

Questions for Extension:

Which roles does Extension already perform?

What unique strengths does Extension have in
performing VCC work?

What challenges or barriers exist for Extension
to engage in VCC work?

Pandemic response: What is Extension’s role in
repairing/re-wiring disrupted local supply
chains?



VCC Roles

Market
Matchmaker

TA Provider

Convening
Stakeholders

Resource
Prospector

Innovating
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Fostering
Relationships
Accountability

Keeper

Research &
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Policy
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Questions for Future of VCC

e Establishing networks of Value Chain
Coordination professionals
o Region
o Product
o Market Channel

e Who coordinates the networks of
coordinators?



INDIANA UNIVERSITY

CONTACT

Sustainable Food Systems Science

FRAMEWORK PEOPLE PROJECTS NEWS & EVENTS PUBLICATIONS RESOURCES

Home / Projects / Indiana

Indiana INDIANA VALUE CHAIN NETWORK

Meat Processin : : 5 s : -
5 Indiana Farm Connect is a research and implementation project aimed at

Food Council Network connecting local suppliers and buyers in our Indiana food system. Four value
chain coordinators have been hired by our grant partner organizations to help
increase local food sales to wholesale buyers throughout the state. They will
spend time talking with buyers, farmers, distributors, aggregators, processors
and organizations to better understand the needs, suggest strategies for
change, and build networks to drive economic opportunities for Indiana’s

Nut and Fruit Growers

Indiana Uplands Food
System

Farm Transfer

Christmas Trees agricultural and food systems.



FUTURE
DIRECTIONS OF
VCC
FRAMEWORK

VCC Curriculum and Training
Development

Assessment Tools for VCC
Skills and Competencies (for
Individuals and Communities)

Funding VCC as Place Based
Development Strategy



Resources for Value Chain Coordination

e National Value Chain Coordination - Online Discussion Group

e Food LINC Project Website

e Indiana Value Chain Coordination Network

Are you performing this work? Are you willing to share your insights on
performing VCC in Extension? If so, be in touch!

Sarah Rocker

Thank you!


https://foodsystemsleadershipnetwork.goentrepid.com/groups/value-chain-coordination
https://www.wallacecenter.org/food-linc
https://sfss.indiana.edu/projects/indiana/valuechain/index.html
mailto:srocker@psu.edu

