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INTRODUCTION 

The examination of our business that took place during the d e c i s i o n making 
process that l e d to our d e c i s i o n to,shut down, and the time spent since i n 
preparing the business f o r s a l e , have given us many o p p o r t u n i t i e s to examine 
the f a c t o r s that l e d to EMMA's d o w n f a l l . Members of the EMMA's Jambrosia 
c o l l e c t i v e met and discussed these f a c t o r s i n the hope that other small 
businesses, be they LEAD p r o j e c t s or not, could b e n e f i t from our experience. 
The f o l l o w i n g i s the r e s u l t of our analyses. 

I . I n s o l u b l e Problems 

Many of the f a c t o r s l e a d i n g to EMMA's d i s s o l u t i o n were, and always have been, 
beyond our c o n t r o l . Primary among these was our l a c k of choice i n l o c a t i o n , 
from which many other problems devolved. At the time that EMMA's became a 
r e a l i t y , there was not s u i t a b l e b u i l d i n g a v a i l a b l e f o r a jam making business 
i n or immediately around Nelson, so one had to be f i n i s h e d to our s p e c i f i c a t i o n s . 
That b u i l d i n g was l o c a t e d i n Crescent V a l l e y , r a t h e r than Nelson. The problems 
that would be in v o l v e d i n such a l o c a t i o n were not immediately apparent to us, 
though they c e r t a i n l y are now. 

A. Lack of Choice i n L o c a t i o n 
The l a c k of a s u i t a b l e b u i l d i n g being a v a i l a b l e l e d to a considerable 
time delay i n a c t u a l l y s e t t i n g up the business and i n a c t u a l l y s e t t i n g 
up the production area, as the equipment c o u l d not be set up u n t i l 
the b u i l d i n g was complete. The time delay was extremely c o s t l y , as 
i s shown i n the f i r s t year "cost-per-case" of $105. 
Recommendation: EMMA's would recommend an " i n f r a s t r u c t u r e phase" 
f o r manufacturing p r o j e c t s . Without an i n f r a s t r u c t u r e phase, set-up 
costs are wrongly absorbed as part of a p r o j e c t s " o p e r a t i n g " budget, 
l e a v i n g a p r o j e c t ( i n t h i s case, EMMA's Jambrosia) i n a l a r g e 
f i n a n c i a l h o l e . 

B. F r e i g h t Costs 

EMMMAs was l o c a t e d s i x miles north of t h e , j u n c t i o n of Highways 3A and 6, 
and twenty-four miles east of the j u n c t i o n of Highways 3 and 3A. A l l 
f r e i g h t companies impose a surcharge f o r f r e i g h t c a r r i e d o f f major ro u t e s , 
which f o r EMMA's was a total of t h i r t y m i l e s . This f r e i g h t surcharge was 
a f a c t o r i n the f o l l o w i n g ways: 



1. A d d i t i o n a l f r e i g h t c o s t s increased the f i x e d cost-per-case, 
as almost a l l raw m a t e r i a l s costs were increased: 

a? i n g r e d i e n t s : f r u i t , lemon j u i c e , p e c t i n 
(b) packaging: glassware, caps, l a b e l s 

2. A d d i t i o n a l c a p i t a l costs f o r the f r e i g h t paid on machinery. 

3. Increased marketing c o s t s : 
(a) d e l i v e r y costs f o r marketing and a d v e r t i s i n g m a t e r i a l s 
such as g l o s s i e s , s h e l f t a l k e r s , and d i s p l a y u n i t s . 
(b) increased c o s t s i n p r e p a r a t i o n of a d v e r t i s i n g m a t e r i a l s , 
through c o u r i e r c o s t s f o r d e l i v e r y of pr o o f s , e t c . 
(c) increased t r a n s p o r t a t i o n costs f o r attendance at trade 
f a i r s , f o r both s t a f f and d i s p l a y u n i t s 

4. Increased overhead c o s t s : 
(a) shopping f o r goods and m a t e r i a l s v i a long d i s t a n c e 
(h) mileage c o s t s , as s t a f f had to go to Nelson f o r even the 
most b a s i c c l e a n i n g and o f f i c e s u p p l i e s , i n c l u d i n g copying 
f a c i l i t i e s 

5. The "prepaid s h i p p i n g " arrangement r e q u i r e d of s u p p l i e r s by the 
grocery market increased our c o s t s , and decreased the amount r e c e i v e d 
per case that could be a p p l i e d towards overhead or other c o s t s . 

6. F r e i g h t c o s t s i n c u r r e d by our Eastern h e a l t h food d i s t r i b u t o r s , w i t h 
whom we d i d not have a prepaid shipping arrangement,limited s a l e s 
volume i n Eastern Canada. Costs to the d i s t r i b u t o r were $1.00 - $2.00 
per case higher than i f goods had been shipped from a major centre such 
as Vancouver or Calgary, making EMMA's l e s s competitive w i t h U.S. imports 
and lowering our sal e s volume to the East. 

C. Leasehold and Set-Up Costs 
Our l o c a t i o n i n a small centre meant th a t we pa i d premium p r i c e s f o r the 
ma t e r i a l s and labour i n v o l v e d i n the i n i t i a l s t a r t - u p . This "only game 
i n town" s i t u a t i o n meant that o f t e n o n l y one tradesperson would be 
a v a i l a b l e f o r i n s t a l l a t i o n and s e r v i c i n g (e.g. s t a r t - u p plumbing costs) 

and EMMA's was for c e d to pay that increased cost e i t h e r through d e a l i n g 
w i t h the one a v a i l a b l e tradesperson or through the cost of b r i n g i n g another 
tradesperson from a more d i s t a n t l o c a t i o n . 
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D. Si z e of the Company (Big business v s . Small Business) 

The s i z e of EMMA's ( i . e . volume of s a l e s , volume of raw m a t e r i a l s necessary 
to complete f i n i s h e d goods f o r that volume of s a l e s ) was such that our raw 
ma t e r i a l s costs were much higher than they would have been had we been a 
l a r g e r company with more "pprchasing power". Even w i t h the most o p t i m i s t i c 
view of s a l e s , the volume of raw m a t e r i a l s t o be purchased was f a r l e s s than 
that needed to get " p r i c e breaks". In essence, there i s a p r i c e surcharge 
on small volumes of raw m a t e r i a l s , and t h e r e f o r e a p r i c e surcharge against 
small and medium s i z e d businesses. For example, EMMA's r e q u i r e d approximately 
45 p a l l e t s of glassware f o r one year's production. P r i c e reductions f o r 
glassware s t a r t e d w i t h a minimum order of 100 p a l l e t s . S i m i l a r d i f f i c u l t i e s 
a p p l i e d to a l l other raw m a t e r i a l s , and a l s o to a d v e r t i s i n g expenditures, where 
there are considerable p r i c e reductions f o r p l a c i n g an advertisement more than 
once per year. 

E. Overhead Costs 

In EMMA's l o c a t i o n , w i t h a production volume of approximately 150C cases/month, 
overhead c o s t s were f i x e d at approximately 20%. This i s f a r too high a percentage 
i n r e l a t i o n to income from s a l e s . 

F. Marketing Costs 

There are three a v a i l a b l e s t r a t e g i e s f o r a new manufacturer to pursue i n 
developing a l e v e l of acceptance f o r a new product: 

1. Time: I f a company i s able to generate a s u f f i c i e n t amount 
of "word-of-mouth" p u b l i c i t y , through a cumulation of i n d i v i d u a l s 
exposed to the product, and i s able to generate a c e r t a i n amount 
of " f r e e " p u b l i c i t y through media coverage, these f a c t o r s combined 
nay create a product demand. This s t r a t e g y i s inexpensive but 
t i n e consuming. 
2. " P e n e t r a t i o n " P r i c i n g : A product being introduced i n t o a " f u l l " 
category such as the jams/preserves s e c t i o n can e s t a b l i s h i t s e l f 
through u n d e r p r i c i n g the m a j o r i t y of i t s competitors f o r a lengthy 
i n t r o d u c t o r y p e r i o d , approximately one year to eighteen months. 
3. Extensive Advertising/Marketiug Support: Should time and/or 
p e n e t r a t i o n p r i c i n g be u n a v a i l a b l e as marketing s t r a t e g i e s , a compaay 
i n t r o d u c i n g a new product must be prepared to provide extensive 

(and expensive) a d v e r t i s i n g support throughout the i n t r o d u c t o r y 
p e r i o d . 

In summary, consumer buying p a t t e r n s are s t a t i c . Consumers are moved to t r y 
a new product through c u r i o s i t y (generated by p u b l i c i t y or a d v e r t i s i n g ) or 
by p r i c e d i f f e r e n t i a l s . Each s t r a t e g y i s c o s t l y . In a d d i t i o n , there are 
c e r t a i n marketing expenses (co-op a d v e r t i s i n g , volume rebates, discount periods) 
f i x e d by the i n d u s t r y i t s e l f . A company u n w i l l i n g or unable to pay these 
expenses w i l l simply not have i t s product(s) l i s t e d . 
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Without a f u l l - t i m e marketing person a v a i l a b l e from the i n i t i a t i o n of the 
p r o j e c t , EMMA was unable to make adequate use of time as a s t r a t e g y . I t 
was i l l e g a l f o r EMMA to use a p e n e t r a t i o n p r i c i n g s t r a t e g y . And even though 
marketing costs as a percentage of s a l e s were set at 34% f o r 1935/66, t h i s 
was an i n s u f f i c i e n t sum to provide the " e x t e n s i v e " support r e q u i r e d . (As 
a comparison, K r a f t spent $425,000. per year f o r three years on the i n t r o d u c t i o n 
of i t s " F r u i t Basket" jams, Colgate spent $1.5 m i l l i o n on a three-month 
i n t r o d u c t i o n of i t s new "pump" dispenser, Dare spent over $3 m i l l i o n on a 
s i x month i n t r o d u c t i o n of i t s s o f t chocolate chip cookie, etc.) These are 
a d v e r t i s i n g costs o n l y , separate from promotional expenses such as discounts 
to wholesalers,)and r e g u l a r marketing expenses such as co-op a d v e r t i s i n g 
and volume rebates.) 
I t i s c l e a r that a marketing budget that i s 34% of sal e s generated i s a b a r r i e t 
to s e l f - s u f f i c i e n c y . However, i t i s necessary and probably e s s e n t i a l f o r a 
food i n d u s t r y manufacturer to have access to a promotional budget of t h i s s i z e 
i f the company i s to e s t a b l i s h i t s e l f i n the marketplace. Once e s t a b l i s h e d , 
the marketing budget should shr i n k to an i n d u s t r y standard s i z e of 18- 24% of 
sale s (EMMA's 1986/37 marketing budget was 23% of s a l e s ) . I t 

Recommendations: 1. A f u l l - t i m e marketing person should be on s t a f f from 
the i n c e p t i o n of any food manufacturing p r o j e c t . When on s t a f f from i n c e p t i o n , 
the marketing person can make e f f e c t i v e use of h e r / h i s p u b l i c i s t s k i l l s t o 
generate f r e e p u b l i c i t y , and work towards c r e a t i n g product demand. 

Should there be an i n f r a s t r u c t u r e phase, the marketing 
person should come on s t a f f during that phase to research the market and 
develop a market p e n e t r a t i o n plan that could make e f f e c t i v e use of time and 
word-of-mouth p u b l i c i t y . Market research i s a l s o e s s e n t i a l f o r the development 
of e f f e c t i v e packaging g r a p h i c s , p r i c i n g r e a l i t i e s , and i n d u s t r y expectations 
of m a r k e t i n g / a d v e r t i s i n g support. 

2. E x t r a o r d i n a r y M a r k e t i n g / A d v e r t i s i n g Costs: I t should 
be understood that the establishment of a new product i n the food i n d u s t r y 
r e q u i r e s a c e r t a i n l e v e l of marketing and a d v e r t i s i n g expenditure during the 
period that the product i s e s t a b l i s h i n g i t s e l f i n the marketplace. A p r o j e c t 
should expect to have ma r k e t i n g / a d v e r t i s i n g costs above the i n d u s t r y standard 
(which d i f f e r s depending on product category, but g e n e r a l l y runs between 15 -
25%) during the e s t a b l i s h i n g phase. 

EMMA's lack of a f u l l - t i m e marketing person from s t a r t - u p c o n t r i b u t e d t o : 
1. i n a p p r o p r i a t e packaging graphics 
2. erroneous e s t i m a t i o n of the s i z e and l o c a t i o n of the market 
3. erroneous assumption about the p r i c e f o r which the product c o u l d be s o l d 
4. an inadequate assessment of the requirements f o r s e l l i n g i n the 

grocery market 
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Correct assumptions and adequate assessments were e v e n t u a l l y a r r i v e d a t by 
EMMA (through h i r i n g a marketing consultant an c o n t r a c t , a salesperson/researcher 
on c o n t r a c t , and e v e n t u a l l y a f u l l - t i m e marketing person), but i t was too l i t t l e , 
too l a t e . 

I t should be noted that i t i s our assessment that we see t h i s problem as 
" i n s o l u b l e " i n s o f a r as LEAP discouraged us from having a f u l l - t i m e marketing 
person, and EMMA's mistake, that we were not i n s i s t e n t about the n e c e s s i t y 
of having such a person. Perhaps our experience can remove the n e c e s s i t y f o r 
a p r o j e c t to be i n s i s t e n t about the n e c e s s i t y of e f f e c t i v e marketing f o r a 
food manufacturing p r o j e c t . 

C. S e l l i n g P r i c e of F i n i s h e d Product 
The s e l l i n g p r i c e of any f i n i s h e d product i s "what the market w i l l bear", and 
i n that sense the p r i c e i s set by the purchaser r a t h e r than the manufacturer/ 
s e l l e r . In the jam/preserves category, EMMA's was faced w i t h s e t t i n g wholesale 
p r i c e that would put the product on the r e t a i l s h e l f f o r under or at l e a s t c l o s e 
to a p r i c e c e i l i n g of $2.00 f o r a 250 ml (3 oz.) j a r , e s t a b l i s h e d by the i n d u s t r y . 
To be on the s h e l f f o r that p r i c e , EMMA's was forced to s e l l the f i n i s h e d product 
f o r $17.00 per case or l e s s . The a l t e r n a t i v e was a d r a s t i c r e d u c t i o n i n sal e s 
volume. 

H. Market Conditions 
The Canadian r e t a i l grocery market i s i n c r e a s i n g l y d i v i d e d i n t o two c a t e g o r i e s , 
a low volume premium p r i c e d s p e c i a l t y category, and a high volume generic/bulk 
category. 
This d i v i s i o n decreases the s i z e of the market a v a i l a b l e f o r a product such as 
EMMA's, as the decreasing non-generic, non-bulk s h e l f space i s "reserved" f o r 
e s t a b l i s h e d market brands such as K r a f t . Only an adequate m a r k e t i n g / a d v e r t i s i n g 
support program i s l i k e l y to dissuade purchasers from going w i t h e s t a b l i s h e d 
brands. 

I. L i m i t a t i o n s of A v a i l a b l e Equipment 
The equipment a v a i l a b l e f o r our p r o j e c t e d c a p a c i t y i s very l i m i t e d . W i t h i n 
these l i m i t a t i o n s , the best piece of equipment f o r any p a r t i c u l a r job was chosen, 
although EMMA's acknowledges that our l a c k of e x p e r t i s e i n food processing 
technology i:*iy have l e d to some wrong choices. S p e c i f i c examples: 

1. P i s t o n f i l l e r : Although described as s u i t a b l e f o r the h o t - f i l l i n g of 
products, wc ran i n t o problems w i t h h o t - f i l l i n g w i t h t h i s machine. Given 
the a v a i l a b l e l i t e r a t u r e on p i s t o n f i l l e r s , however, we thought we were 
making the r i g h t choice. This machine a l s o had problems handling the 
seeded f r u i t s ( r a s p b e r r i e s , s t r a w b e r r i e s ) , and had to be taken apart and 
cleaned partway through the day's run of e i t h e r . 
2. L a b e l l e r : The L a b e l l e t t e i s the only semi-automatic l a b e l l i n g machine 
a v a i l a b l e . I t i s e x c e s s i v e l y l a b o u r - i n t e n s i v e , r e q u i r i n g time consuming 
set-up and take-down procedures, i n a d d i t i o n to having inadequacies as a 
l a b e l l i n g machine, as i t w i l l not tack down l a b e l edges, f o r c i n g the 
operator to perform t h i s step by hand. 
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Recommendations: 1. An i n f r a s t r u c t u r e phase during which equipment can 
be adequately assessed and perhaps t e s t e d i n o p e r a t i o n . 

2. Any food manufacturing p r o j e c t w i l l r e q u i r e e x p e r t i s e , 
in food processing technology. I f t h i s i s u n a v a i l a b l e w i t h i n the p r o j e c t 
group, there must be p r o v i s i o n f o r the a c q u i r i n g of such e x p e r t i s e by one or 
more p r o j e c t members, or through the use of a co n s u l t a n t whose s k i l l s are 
appropriate to the food processing f a c i l i t y being planned. (Had EMMA's 
attempted to h i r e a c o n s u l t a n t , we would probably not have been able to f i n d 
one w i t h the appropriate s m a l l - s c a l e e x p e r t i s e . ) I f i t impossible to acquire 
the s k i l l s any other way, we would suggest that an i n t e r i m manager w i t h these 
s k i l l s should be h i r e d by the p r o j e c t , to pass on s k i l l s t o p r o j e c t employees. 

L i m i t a t i o n s of A v a i l a b l e C a p i t a l 
The l i m i t a t i o n s on the c a p i t a l funds a v a i l a b l e to EMMA's Jambrosia during t h e i r 
f i r s t two years of operations meant that EMMA was enable to purchase, at the 
time they were needed, e s s e n t i a l items of equipment i . e . the l a b e l l e r , handling 
equipment, a conveyor, and a blender. (Funds were t r a n s f e r r e d out of operating 
expenses during the second year to buy some of these items of equipment, l e a v i n g 
EMMA with an inadequate operating budget, and a year-end debt of $18,000.) 
With these pieces of equipment u n a v a i l a b l e a t the time they were needed, labour 
costs increased, and the p r o j e c t g e n e r a l l y was e x c e s s i v e l y l a b o u r - i n t e n s i v e . 
Recommendation: Adequate c a p i t a l funds be a v a i l a b l e . 

The Expansion Bind: Although i t i s p o s s i b l e that LEAD might have su p p l i e d the 
c a p i t a l funds necessary to purchase the equipment c o n f i g u r a t i o n that became 
necessary f o r EMMA's to achieve s e l f - s u f f i c i e n c y , such an equipeent c o n f i g u r a t i o n 
would have n e c e s s i t a t e d the move to a l a r g e r b u i l d i n g . Even i f a s u i t a b l e 
b u i l d i n g had been a v a i l a b l e f o r r e n t , i t would not have been s e n s i b l e f o r us to 
rent a b u i l d i n g i n view of our extensive investment i n l e a s e h o l d . The f i n a n c i n g 
problems in v o l v e d i n purchasing a b u i l d i n g proved too much f o r us. There was 
serious d i f f i c u l t y i n f i n d i n g other funds to a l l o w such a purchase. When the 
funds were o f f e r e d , they i n v o l v e d enormous personal l i a b i l i t y , and i t was i n f a c t 
questionable as to whether, even w i t h enormous personal l i a b i l i t y , we would have 
been able to secure the l i n e of c r e d i t . A l s o , the cost of maintaining such a 
l i n e of c r e d i t destroys the b e n e f i t s of f i n a n c i n g and cuts i n t o the savings made 
by increased p r o d u c t i v i t y . 
I t i s hard, i f not i m p o s s i b l e , to j u s t i f y the cost-per-job at t h i s l e v e l of 
c a p i t a l i z a t i o n . 
I t i s an axiom i n the business world that the end r e s u l t of o v e r - c a p i t a l i z a t i o n s 
i s bankruptcy. 
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K. B a r r i e r s to U.S. Market Entry 
EMMA's e x t e n s i v e l y researched the requirenents i n v o l v e d i n ex p o r t i n g to the 
U.S. p r i o r to making any attempt to do so. A l l r e g u l a t i o n s p e r t a i n i n g to 
l a b e l l i n g of imported products was v e r y c a r e f u l l y researched, as were 
the r e g u l a t i o n s applying to duty c l a s s i f i c a t i o n . The end r e s u l t of our 
research was a c o n v i c t i o n that our proposed U.S. l a b e l met a l l U.S. FDA 
requirements, and that our products would be assessed at a c e r t a i n duty r a t e . 
Neither assumption was c o r r e c t . E n t e r i n g the U.S. market during an upswing of 
U.S. trade p r o t e c t i o n i s m , EMMA's found t h e i r l a b e l declared " u n s u i t a b l e " , and 
t h e i r product assessed at a co n s i d e r a b l y higher r a t e of duty than we had 
p r e v i o u s l y been advised i t would by U.S. o f f i c i a l s . 
Both the delay from the h e l d shipment and the unexpected duty c l a s s i f i c a t i o n 
were extremely c o s t l y . 

J . The R e t a i l Food Industry i s f u l l of th i e v e s and g r a f t 
1. A r c h i b a l d Brokers signed a d i s t r i b u t i o n c o n t r a c t w i t h us, being 
i n complete v i o l a t i o n of the co n t r a c t at the time of s i g n i n g . 
2. Western Grocers o f f e r e d us a complete l i s t i n g f o r EMMA's Jambrosia 
i f we would produce $10,000. 
3. Safeway A l b e r t a s a i d they "loved the s t u f f " but wanted commitments 
to an expensive a d v e r t i s i n g campaign before they would l i s t the product. 
e t c . 



SECTION TWO: EMMA'S MISTAKES 

1. No Full-Time Marketing Person/Lack of Market Research 

In r e t r o s p e c t , EMMA would be much more i n s i s t e n t about the n e c e s s i t y of having a 
f u l l - t i m e marketing person on s t a f f from day one of the p r o j e c t . We made a mistake 
i n underestimating the r o l e of the marketing person, and i n overestimating the extent 
to which " t h i s s t u f f w i l l s e l l i t s e l f " . This assumption l e d to EMMA s e t t i n g 
c e r t a i n p r i o r i t i e s i n terms of h i r i n g which l e f t i t without a f u l l time marketing 
person u n t i l w e l l i n t o Year Two. 
The l a c k of market research r e s u l t e d i n the problems p r e v i o u s l y l i s t e d i n t h i s 
s e c t i o n under " i n s o l u b l e problems". 

2. Overestimating Equipment Capacity 

We r e l i e d on the a v a i l a b l e l i t e r a t u r e and in f o r m a t i o n given to us by sa l e s 
r e p r e s e n t a t i v e s i n e s t i m a t i n g the c a p a c i t y of the equipment we purchased. In some 
cases, as with the p i s t o n f i l l e r , these estimations proved i n c o r r e c t . Without 
having an i n f r a s t r u c t u r e phase during which we could adequately assess equipment 
c a p a c i t y , we were e s s e n t i a l l y stuck w i t h what we bought. Even without an i n f r a s t r u c t u r e 
phase, we perhaps should have been more c a r e f u l i n asse s s i n g our equipment c h o i c e s . 

3. Lack of a Computer 

A computer should have been regarded as an e s s e n t i a l piece of equipment that needed 
to be on-stream from the beginning of ope r a t i o n s . This piece of equipment would have 
more than ppaid f o r i t s e l f i n c o s t / e f f i c i e n c y terms. The labour time saved i n the 
bookkeeping area would have been tremendous. Our f i n a n c i a l and or d e r i n g planning 
could have been f u l l e r . A word processor would have saved time i n a l l phases of the 
business, but e s p e c i a l l y i n the marketing area. 

^* Purchasing 

I t i s p o s s i b l e that we would have been able to reduce some costs had a l l purchases 
been comparison shopped. 

5. Need f o r Hydraulic L i f t 

The l a c k of a mechanical l i f t system f o r the t r a n s p o r t of raw m a t e r i a l s from the 
basement ot the production room f l o o r meant l o s s e s i n labour time, and excessive 
p h y s i c a l wear-and-tear on employees. The process and timing of shopping f o r and 
i n s t a l l i n g such a l i f t were a problem, as was our l a c k of shared understanding of 
the costs that could have been saved through i t s i n s t a l l a t i o n . 

6. Lack of Mechanical Capper 

Although t h i s may not have saved us much i n terms of labour time, i t would have been 
in v a l u a b l e i n saving employees' w r i s t s . Once a g a i n , we underestimated the value of 
a piece of equipment. 



7. Underestimating F r e i g h t Costs 

We s e r i o u s l y underestimated f r e i g h t c o s t s in/out i n terms of "cost of goods s o l d " . 

8. Conveyor 

Purchased to reduce production problems, the conveyor increased both the noise l e v e l 
and perhaps the amount of work i n the production room, w h i l e i t s l a c k of adequate 
r e f r i g e r a t i o n meant that i t was inadequate f o r the job i t was purchased to do. More 
research and t h i n k i n g through may have helped us here, although at the time of 
purchase i t was v i r t u a l l y the only a l t e r n a t i v e ( i t was i n f a c t custom designed 6or 
us, as no appropriate conveyor seemed to be a v a i l a b l e on the market). 

9. L i v i n g by Our P r i n c i p l e s / N a i v e t e 

From the s t a r t , EMMA's attempted to be honest w i t h everyone we d e a l t w i t h : s u p p l i e r s , 
purchasers, the media. That we assumed that these people would deal w i t h us i n a 
s i m i l a r manner we know see as a mistake. Some examples: 

(a) A r c h i b a l d brokers: The d e c i s i o n to h i r e A r c h i b a l d Brokers was made under 
pressure, and fo l l o w e d the r e j e c t i o n of our product by most of the major 
grocery c hains. We d i d not understand at that time that the r e t a i l grocery 
market i s e s s e n t i a l l y and " o l d boys' network" i n which we were an amusing 
anomaly, not to be taken s e r i o u s l y , o r , a l t e r n a t i v e l y , to be taken f o r a l l we 
were worth. We b e l i e v e d what the r e p r e s e n t a t i v e s ( i n c l u d i n g the president and 
the s a l e s manager) of A r c h i b a l d t o l d us. When we asked f o r a p r i n c i p l e l i s t 
(a l i s t of f i r m s already represented) and were t o l d i t was being r e p r i n t e d , we 
should have waited to see i t before committing ourselves to a c o n t r a c t . When 
A r c h i b a l d f a i l e d to f u l f i l l i t s c o n t r a c t u a l o b l i g a t i o n s about r e p o r t i n g to us, 
we should have been i n s i s t e n t t h a t they do so, r a t h e r than accepting t h e i r 
excuses of overwork. 
(b) B.C. Grocery Market: The t r i p to the P r a i r i e s , out of which the A r c h i b a l d 
f i a s c o arose, was undettaken because of our c o n v i c t i o n t h a t we had to wait 
to recover from Lifestream's p r e s e n t a t i o n of Jambrosia i n B.C. (with the o l d 
l a b e l ) before going a f t e r the B.C. grocery market once again. I t i s probable 
that t h i s assumption was erroneous, and that we could i n f a c t have gone a f t e r 
the B.C. grocery market, i n which we were e v e n t u a l l y very s u c c e s s f u l , r a t h e r 
than going to the P r a i r i e s . 
(c) Cash Flow: Rather than being so quick to pay our s u p p l i e r s , we could have 
adopted standard i n d u s t r y p r a c t i c e , which i s to expect and push f o r 30 days on 

receivables while a l l o w i n g payables to go 60 and 90 days. 
(d) Purchases: Perhaps w i t h more "hard-nosed" d e a l i n g , we would have found some 
b e t t e r bargains among our s u p p l i e r s . 
(e) F r u i t Q u a l i t y : While we always paid f o r #1 q u a l i t y f r u i t , we didn't always 
r e c e i v e i t . We should have made arrangements to inspec t samples of a l l f r u i t 
being sent to us. This may have saved us time/money i n both our c l e a n i n g and 
i n s p e c t i o n processes, and may have reduced the number of j a r s r e j e c t e d during 
the i n s p e c t i o n process. 



SECTION THREE: EMMA'S SUCCESSES 

1. The amount of f r e e p u b l i c i t y genereated. 

2. The t a s t e (the r e c i p e we developed). 

3. The second l a b e l design. 

4. The design of our point-of-purchase m a t e r i a l s and s h e l f t a l k e r s . 

5. C o n s i s t e n t l y the top s e l l e r i n our category i n the Canadian h e a l t h food market. 

6. E x c e l l e n t s a l e s i n the B.C. grocery market: t h i s came from an e x c e l l e n t choice 
(we l e a r n from our mistakes) of a B.C. broker (Western Mandate). 

7. Many women learned an awful l o t about business. 

3. The c r e a t i o n of 7 j o b s , and the s k i l l s l e a r n t i n those jobs by 7 women. 

9. Maintainence of equipment by us, saving c o s t s and a c q u i r i n g s k i l l s . 

10. Good u t i l i z a t i o n of e x i s t i n g s k i l l s . 

11. E x c e l l e n t f i n a n c i a l presentations/understanding, that r e s u l t e d i n g e t t i n g a 
l i n e - o f - c r e d i t and the ASEP l o a n . 

12. A l l f i n a n c i a l dealings always w e l l handled. 

13. On the whole, i n t e g r i t y as a company i n a business world s e r i o u s l y l a c k i n g i n i t . 

14. Serving as a r o l e model f o r other businesses, and passing on our knowledge. 

15. Even a f t e r we w e l l the equipment and raw m a t e r i a l s , we w i l l s t i l l have the name 
and eqaipes as a s s e t s , without having t o pay storage on them. 

16. Our l e v e l of preparedness f o r f i n a n c i a l p r e s e n t a t i o n s , tade shows, workshops, 
and day-to-day business d e a l i n g s . 

17. E x c e p t i o n a l l y high production standards, and standards of c l e a n l i n e s s . Even 
when working 12 and 14 hours a day, those standards were never relaxed.. 

18. The way i n which we c l o s e d i t down, ensuring that no other business s u f f e r e d . 


