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1. Introduction: 
I have watched how the cannabis industry has changed rapidly over the past few years, driven by government regulation, and how people have accepted it for both medicinal and recreational use. Before 2018, cannabis in Canada was still mostly viewed through the lens of prohibition, with limited legal access for medical patients. This changed when the federal government passed the Cannabis Act, making Canada the first G7 country to legalize the production and consumption of recreational cannabis (Cannabis Act, 2018). I remember how this was described at the time as major social and economic shift. It opened the door for businesses to move from operating in a restricted space to participating in a fully regulated industry (Government of Canada, 2020). This legalization decision placed Canada under international focus, as it became the first country to attempt large-scale legalization and build a transparent regulatory framework for both medical and recreational markets (Health Canada, 2024). 

The initial phase after legalization is often referred to as the “Green Gold Rush”. Many licensed producers entered the market quickly, expecting demand to grow consistently and profits to be easily secured. (Canadian Lawyer Mag, 2019). There was optimism, and in some ways, it was understandable, as the industry had never previously operated in a regulated environment before. However, after the initial boom, the momentum faded after a short period. The market faced saturation, oversupply, high taxation, and price compression, which squeezed profit margins and forced many companies to rethink their strategies or exit the industry (Statistics Canada, 2025). Analysts describe this period as the end of the marijuana era, “end of the green rush”. The shock of reality was a sudden turning point, with firms realizing the overproduction and the limitations of the domestic market (BBC News, 2023; High Times, 2025). 

Once the Canadian market became crowded and profits tightened, many licensed producers began seeking opportunities beyond Canada, shifting their focus to international markets to remain competitive. They targeted high-demand markets, particularly Europe, where medical demand continues to grow and regulatory frameworks are still evolving. Meanwhile, the global cannabis market was valued at USD 57.18 billion in 2023 and projected to reach USD 444.34 billion by 2030, offering enormous export potential (Fortune Business Insights, 2025). This growth is not only driven by recreational interest, but also by research and medical acceptance, which has influenced policymakers, healthcare professionals, and consumer attitudes.
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This report focuses on Northern Green Canada (NGC), a licensed producer that reflected the shift from a domestic to a global strategy, faced challenges, and utilized a strategic framework to operate in international medical markets. This discussion will apply key analytical frameworks, such as PESTEL and Porter’s Five Forces, and provide insights into how NGC evolved during this expansion.

Structure of the Report:
Section 2 outlines global industry changes and emerging international demand.

Section 3 explains the Canadian regulatory and export system that shaped NGC’s operational conditions.

Section 4 introduces NGC, its production approach, partnership development, and its expansion into international healthcare markets.

Section 5 applies PESTEL and Porter’s Five Forces to examine NGC’s operating environment.

By exploring these areas, the report will highlight how NGC builds credibility in both Canada and Europe by focusing on medical standards and traceability. I believe this approach demonstrates how cannabis companies can go beyond short-term demand markets and establish a stable role in the global medical industry. 




2. Global Cannabis Industry Overview and Key Challenges:
Over the past decade, the global cannabis industry has undergone a remarkable transformation. Once operating in the shadow of illegality, it has become one of the fastest-growing regulated markets in the world. Governments are re-evaluating policies based on scientific evidence that supports cannabis’s therapeutic potential (Forbes, 2024; London Post, 2025). 

2.1North America’s Leadership
Canada and the United States lead this transformation. Canada’s federal legalization has created a model for transparent supply chains and national oversight, while U.S. states are advancing through decentralized legal frameworks (Commercial Dehydrators Canada, 2021). Canada’s legalization of recreational cannabis in 2018 positioned it as a global model for a controlled, transparent supply chain. The country’s major producers, including Canopy Growth Corporation, Aurora Cannabis, and Tilray, have since expanded abroad, targeting new markets in Europe and the Australian medical markets. 

2.2 Europe’s Emerging Markets
In Europe, Germany, the United Kingdom, and Poland are central to Europe’s medical cannabis growth. Germany, now the continent’s largest importer, began controlled recreational legalization in 2024 under its CanG reform (EMCDDA, 2024). The United Kingdom and Poland are also experiencing steady medical demand, which is supported by government-approved prescriptions and imports from Canada and the Netherlands 

2.3 Global Policy and Medical Recognition
The cannabis industry’s progress depends heavily on regulatory clarity. Each country’s approach was defined based on its public health policies and political priorities. Canada remains one of the few nations to legalize cannabis federally for both medical and recreational use, creating a regulatory framework that balances market access with strict compliance (Government of Canada, 2025).

European countries such as Germany, Portugal, and Malta have moved more cautiously, focusing on medical legalization. The European Monitoring Center for Drugs and Drug Addiction (EMCDDA, 2024) reported that more than 50 countries now permit medical cannabis, keeping recreational use more restricted in most jurisdictions, while enforcing regulations on international trade and cross-border distribution. 

This international growth has been reinforced by evolving global polices. The United Nations and the World Health Organization (WHO) have re-evaluated cannabis classifications, recognizing its potential for medical treatment in conditions such as chronic pain, multiple sclerosis, and epilepsy (World Health Organization, 2020). These policy changes encouraged governments and companies to invest in scientific research and innovation while adopting Good Manufacturing Practice (GMP) standards to ensure pharmaceutical-grade quality for medical cannabis (ScienceDirect, 2024).

2.4 Continuing Challenges
Despite continuous growth and progress, the cannabis industry still faces substantial challenges. Regulatory complexity remains one of the most significant barriers to global expansion. Producers in Canada and Germany must follow strict regulations related to cultivation, product materials, packaging, and distribution – all of which increase operational costs and slow market entry (IndicaOnline, 2025). Moreover, banking restrictions continue to limit the industry’s growth, as financial institutions still classify cannabis as high-risk and avoid providing services. At the same time, licensed producers also face competition from the illicit market, which forces legal firms to reduce prices and operate with low profit margins (Quantivate, 2022). All these pressures demand innovation, and many firms are now focusing on the pharmaceutical and wellness sectors to differentiate themselves and maintain compliance across jurisdictions. 

2.5 Economic and Social Impact
Even during all the hardships, the cannabis sector made a measurable positive impact by creating jobs, generating tax revenue, and advancing technology. Legalization has helped cannabis stimulate growth in biotechnology, sustainable farming, and pharmaceutical research, thereby contributing to the economy (Competition Bureau, 2024). In Canada, the industry has supported thousands of jobs across agriculture, logistics, and retail, while establishing research with universities and healthcare institutions (Forbes, 2024). 

Germany and other European countries followed a similar path of integrating medical cannabis into healthcare systems while encouraging sustainable business practices (Forber, 2025). As governments seek to bring cannabis into formal markets, they must balance economic innovation with public health protection to ensure long-term industry sustainability (National Library of Medicine, 2024).

The global cannabis industry now stands at a critical crossroads. The potential for international expansion is massive, but long-term success will depend on cannabis producers’ ability to manage diverse regulatory environments, maintain quality and safety standards, and maintain public trust. These global changes present both opportunity and responsibility. 

Canada’s early leadership provides a reliable model for responsible globalization. Canadian producers gained a reputation for reliability and quality, and companies such as NGC show how regulatory precision can translate into international success by exporting to emerging medical markets across Europe and beyond. Their success reflects the broader global trend: countries and firms that invest in transparency, research, and sustainability are most likely to shape the future of this dynamic, rapidly evolving industry (Focus Economics, 2019).



3. Canadian Cannabis Industry Market and Export Framework 

3.1 Post-Legalization Market Structure: 
The Cannabis Act (2018) transformed Canada’s cannabis industry into a federally regulated marketplace built on accountability, quality, and public safety (Government of Canada, 2018). The system was based on a dual framework rather than a single national system. Health Canada worked at the federal level, overseeing cultivation, processing, and licensing procedures, ensuring medical access, and enforcing national safety standards. At the provincial and territorial level, governments regulate retail distribution, pricing, and consumer access. This arrangement created a balanced economic opportunity with control, as each province tailored its operations to its own public health priorities (Health Canada, 2024).

Companies, on the other hand, were required to obtain a federal license before entering the cultivation or sale sector. These Licensed Producers (LPs) operated under difficult inspection, record-keeping, and security requirements designed to ensure traceability of production from seed to sale. These regulations created a controlled yet competitive marketplace that supported innovation while discouraging informal activities (Health Canada, 2025; Government of B.C.).

For Northern Green Canada (NGC), this structure provided clarity and credibility as the company aligned its facilities with federal medical-grade requirements while positioning itself in a stable, export-oriented segment of the market.

3.2 Medical Cannabis as the Foundation for Production and Export: 
Canada is known as a global cannabis leader for its strong medical cannabis infrastructure, as Health Canada had already established standards for patient access and pharmaceutical-grade cultivation through the Access to Cannabis for Medical Purposes Regulations (ACMPR) even before recreational cannabis legalization. These rules formed the backbone of the current regulatory environment, ensuring consistent quality and patient safety (National Library of Medicine, 2024).

Licensed producers are required to follow Good Production Practices (GPP) and Good Manufacturing Practices (GMP), and to record all aspects—from the use of pesticides to laboratory testing—in a trackable record-keeping system. Companies seeking international reach must obtain EU-GMP certification, meeting Europe’s pharmaceutical manufacturing standards (ScienceDirect, 2024).

In 2017, cannabis exports began on a small scale but accelerated after 2019 as more countries legalized medical markets. By 2020, Canada was ranked among the top three medical cannabis exporters in the world, alongside the Netherlands and Israel (Forbes, 2024). This credibility is earned from strict oversight and consistent quality assurance.

Northern Green Canada leveraged this infrastructure effectively by investing early in EU-GMP facilities that met Europe’s import standards and by securing partnerships with distributors in Germany, Australia, and Israel. These achievements proved that Canada laid the foundation for sustainable international credibility by providing medical-grade products that compete globally. 

3.3 The Cannabis Act Core Provisions:
The Cannabis Act (2018) was designed around three main policy points:
1. Protect public health and safety
2. Cut illegal market activity
3. Ensure product quality is met through licensing, traceability, and supply chain (Government of Canada, 2018)
The act divides responsibility between federal oversight of production and provincial retail regulation. It also enforces strict rules on advertising and packaging to protect youth and prevent misleading claims. 
The traceability requirement was the most challenging aspect to implement under this act, as producers must record every gram consumed — from seed to consumer — in a digital system. A monthly report should be submitted to Health Canada to improve transparency and restore public trust.
For NGC, this act provided a stable foundation for investing in research, technology, and product development, knowing that global partners considered Canada’s framework among the most reliable in the world.
3.4 Licensing Framework and Market Entry: 
Licensing is managed entirely by Health Canada under the Cannabis Regulations. The licensing class depends on the scale and purpose of the business, which includes:
· Micro nursery, and Standard Cultivation
· Processing and Packaging 
· Sales for Medical Purposes
· Research and Testing (Health Canada, 2025)
The early approach of obtaining federal licensing benefited Northern Green Canada, enabling the company to scale efficiently without regulatory setbacks. 
3.5 Export Regulation and Global Trust: 
Although Canada’s domestic market has years of experience as a regulated industry, international markets remain heavily regulated. Health Canada permits exports only for medical or scientific reasons; shipments for recreational cannabis are strictly banned (Health Canada, 2019). Each shipment must have an individual permit from Health Canada confirming that the destination country has an import permit for cannabis, that there is no threat to public health, that the shipment volume and purpose are acceptable, and that all specifications comply with regulations (Health Canada, 2019).
Cannabis exports must comply with both traceability and EU-GMP standards, as EU-GMP certification is essential for exporting to the EU. This strict system has set a global standard for integrity in the cannabis industry (AirMed Canada System, 2023).
By obtaining EU-GMP certification, Northern Green Canada’s early entry to the industry set it apart from many recreational-focused competitors that struggle with domestic oversupply. NGC established a strong reputation for reliability and consistency by adhering to Health Canada’s export standards (SkyLaw, 2020; Northern Green Canada, 2022). Canadian certification demonstrates confidence and trust to international partners, confirming that products meet pharmaceutical-grade standards and are supported by government oversight.
Thanks to its ethical export procedures and strict internal controls, Canada has established itself not only as a producer but also as a leader in the global cannabis market. Companies like NGC showed how disciplined compliance and innovation can turn regulation from an obstacle into a competitive advantage. 
4. Introduction to Northern Green Canada (NGC) and its German Partners
4.1 Background and Introduction:
I believe Northern Green Canada (NGC) represents one of the strongest examples of how a Canadian company successfully moved from a domestic medical cannabis producer to an international exporter. The company, established in 2013, was among the first to obtain a Health Canada license after cannabis was legalized, and it built its reputation on quality, safety, and patient trust. From the beginning, the company focused on medical products—including dried flowers, pre-rolls, vape, and oil—that meet pharmaceutical-grade standards. This specialization has helped NGC establish trust and become a reliable source for both Canadian and foreign countries (Northern Green Canada, 2024). It is positioned NGC in a sector defined by science and regulation rather than retail trends. While many LPs struggled with oversupply and falling prices, NGC became more dependable among healthcare providers. 
A significant milestone was when NGC became the first privately owned Canadian licensed producer of cannabis to obtain EU-GMP certification—the highest standard for pharmaceutical manufacturing in Europe—which opened the door to expansion into one of the largest and highly restricted global markets and established partnerships with German distributors to supply cannabis to their patients. (Newswire, 2021). 
In 2024, Curaleaf Holdings, Inc., a leading international provider of consumer cannabis products in 20 countries, announced its acquisition of Northern Green Canada (NGC). Curaleaf emphasized that NGC’s indoor, non-irradiated, high-quality flower and compliance record are key strengths that will protect Curaleaf's position across Europe, improve the supply chain, and boost margins (Curaleaf, 2024; PR Newswire, 2024).  
Today, Northern Green Canada’s name is associated with successful pharmaceutical-grade production and compliance with international standards. NGC managed to build a bridge between Canadian cultivation and the European market as a trusted medical cannabis provider. The company’s development—from a small domestic producer to an international exporter recognized under EU-GMP—illustrates how smaller Canadian companies can achieve international success through quality, partnership, and compliance (Curaleaf, 2024).
4.2 NGC Production and Quality Standards
When I reviewed NCG’s operations, it became clear that the company operates more like a pharmaceutical manufacturer than a normal agricultural producer. The indoor facility in Brampton, Ontario, covers approximately 2,500 square meters and is equipped with an advanced HVAC system. Cultivation occurs in a controlled environment that monitors light, humidity, temperature, air purity, and nutrient levels (Health Canada, 2024).

Each growing room operates independently under a digital monitoring system that collects continuous data on environmental conditions and plant performance. As production needs to be strictly traceable from seed to sale, each plant is tagged and tracked from cloning through the final packaging stage using a secure barcode system. The company has a tracking system, “AMPLELOGIC”, for full traceability, which complies with Health Canada’s record-keeping requirements and builds trust in exports through complete transparency (Health Canada, 2024).

Each batch undergoes testing for pesticides, heavy metals, and microbes by a third-party laboratory to determine potency and contamination levels. Only the batches that meet the specifications are approved for sale by the Quality Control Manager. The Quality Assurance (QA) team audits each stage of production to oversee the internal process and ensure compliance with Health Canada standards. Health Canada conducts the final review of all records before granting export approval. (Health Canada, 2024).

4.3 Licensing, Compliance, and Regulatory Framework:
As Northern Green Canada operates under Health Canada’s regulations, it is required to obtain all licenses for cultivation, processing, and sales for medical purposes (Health Canada, 2024). Additionally, they must obtain dual approval—an import permit from Germany’s Federal Institute for Drugs and Medical Devices (BfArM) and an export permit from Health Canada. Also, NGC must comply with German and EU regulations, including GACP (Good Agricultural and Collection Practices) and GMP standards, to ensure the safety of medicinal products, consumer consistency, and compliance with German pharmacopeia (DAB) quality standards (Cannabis Business Plan, 2025).

The company’s EU-GMP certification, audited by European health authorities, confirms that its operations—including premises, equipment, sanitation procedures, and documentation—meet the standards for pharmaceutical drugs. 

By earning dual certification and complying with both Health Canada and EU regulations, NGC reassures investors and healthcare professionals that its products consistently meet verified quality standards.  

4.4 Export Partnerships
One of the NGC’s most significant achievements has been building a strong export and partnership network with Four 20 Pharma GmbH, a German pharmaceutical distributor. In 2020, Four 20 Pharma and NGC announced their first shipment, which was to be distributed in German pharmacies. (MJBizDaily, 2020). This partnership marked a significant milestone for NGC's expansion into Germany’s largest medical cannabis market, driven by increasing demand from a growing population and expanding patient coverage (MJBizDaily, 2020; Newswire, 2022).

To manage its European operation effectively, NGC established a global pharmaceutical subsidiary, Northern Green Global GmbH, based in Unterschleißheim, Germany, as a strategic advantage to have skilled personnel on the ground in the EU to serve NGC's mission of providing cannabinoid medicines to global markets (PR Newswire, 2020; Newswire, 2020). This was a smart move because it allowed the company to respond more quickly to legal or market changes while handling import documents, logistics, and compliance directly within the EU. 

The supply chain at NGC is structured to ensure complete transparency from the initial stages of cultivation and processing in Brampton, where third-party labs test products. They are then approved by Health Canada after meeting export requirements and retested upon arrival in Germany by an independent German lab to verify quality and purity. Ultimately, distribution is managed by the German subsidiary and its partners. This process is part of a “closed loop” model designed to uphold the highest standards of quality, safety, and traceability from cultivation to pharmacy (Newswire, 2022; MJBizDaily, 2020; Health Canada, 2025).
I believe this focus on efficiency and control is one of the reasons Curaleaf saw NGC as a valuable acquisition (Curaleaf, 2024). By establishing an integrated supply chain, NGC built a reputation for reliability—which was essential in the medical cannabis industry—where consistency and patient trust take precedence over brand marketing. 

4.5 Leadership and Strategic Vision:
NGC’s management team at Processa Pharmaceuticals, Inc., is focused on developing the next generation of chemotherapy drugs to enhance the safety and effectiveness of cancer treatment. The team has extensive experience in clinical drug development, navigating FDA regulatory pathways, clinical research, and regulatory affairs (Processa Pharmaceuticals, 2024). NGC’s strategy emphasizes forming high-value partnerships by seeking opportunities to collaborate with non-oncology assets and aligning with FDA initiatives (Citybiz, 2023).
NGC’s leadership approach was focused on medical cannabis as a healthcare product that requires trust and accountability to move fast. The company invested heavily in employee training, especially on compliance and documentation, to ensure that every staff member understands the importance of quality and patient safety (Northern Green Canada, 2024).
NGC uses energy-efficient LED lights throughout its campus to reduce energy consumption. Additionally, it grows its cannabis in a highly controlled, pesticide-free hydroponic facility, which inherently employs water recycling through a closed-loop system. They also maintain waste-reduction initiatives, such as hand-packing, and utilize environmentally friendly cleaning agents, demonstrating strong Environmental, Social, and Governance (ESG) values (Northern Green Canada, 2024).
I believe this ESG awareness is not solely about compliance; it shows NGC’s commitment to sustainability to its investors and consumers in Canada and Europe. 
5. External Environment Analysis (PESTEL and Porter’s Five Forces):
Understanding the external environment is crucial for evaluating how NGC operates in two heavily regulated regions: Canada and Germany. I believe that examining political, economic, social, technological, environmental, and legal factors using Porter’s Five Forces will provide a comprehensive view of the pressures and opportunities influencing NGC’s global stance. 
PESTEL Analysis: 
5.1 Political Factors
From day one, the cannabis industry was directly linked to political decisions in Canada, when the Liberal government announced in their 2015 campaign that they “right away” would work on a policy to legalize and regulate this illicit industry (BBC, 2018). When Canada’s federal government legalized cannabis in 2018, it made sure to create one of the most structured regulatory environments in the world. NGC seized the opportunity, but with it came the challenge: as political decisions continued to evolve, they necessitated clear and consistent oversight through government regulation (Government of Canada, 2018). However, strict rules also increased compliance costs, which forced companies to operate with pharmaceutical-level discipline. I see how NGC benefited from this political structure through early entry into the medical sector and by adhering to the required compliance to stay ahead of recreational-focused firms (Northern Green Canada, 2024). Also, the high excise taxes on licensed producers are a significant concern, which may slow growth and make it harder to compete with the illicit market (National Post, 2025)

In Germany, political reform has also shaped demand. In 2024, the Cannabis Control Bill (CanG) reformed the consumption and cultivation process for cannabis and the removal of cannabis from the list of narcotic substances, which created challenges and long-term growth potential (Business of Cannabis, 2025). This political shift did not immediately lead to market expansion, but it gave companies like NGC the confidence to continue investing in German partnerships and EU infrastructure. Cannabis firms are heavily influenced by political stability—and NGC’s global strategy reflects this understanding (PR Newswire, 2024).

5.2 Economic Factors: 
Economic factors have a significant effect on NGC’s global plans. The global cannabis market is projected to grow from USD 57.18 billion in 2023 to USD 444.34 billion by 2030, offering strong long-term opportunities (Fortune Business Insights, 2025). However, since legalization, the Canadian domestic market has been flooded with many licensed producers, leading to oversupply and a price war that has negatively impacted profitability and made it challenging to compete with illicit-market prices, creating financial pressure across the sector (Statistics Canada, 2025). 

A significant challenge in the cannabis industry is securing capital. Even though cannabis is legal in Canada, many banks and investors view it as risky because of compliance issues and market volatility. I believe NGC’s emphasis on medical production and its acquisition by Curaleaf helped reduce this risk by providing better financial backing and operational stability, which other producers often lack (PR Newswire, 2024).

Another important economic factor is taxation and pricing policy. In Canada, cannabis excise taxes and regulatory fees are higher than operational costs, while the government sets a price ceiling that prevents producers from raising prices to offset those costs. At the same time, each province has its own rules regarding claiming medical cannabis as a tax credit for patients, which affects demand (Health Canada, 2024). This creates a barrier for patients seeking long-term treatment. 

By contrast, Germany’s reimbursed medical market and high-value pharmacy-grade demand give NGC an economic advantage as prescriptions are covered by insurance and patients have more access to treatment. Producers like NGC benefit from the stable pricing and predicted demand in the German global market (EMCDDA, 2024)

I believe NGC’s decision to prioritize exports early—supported by EU-GMP certification—helped it avoid the economic downturn that many Canadian producers experienced, as it became essential not only for growth but also for financial stability. 

5.3 Social Factors: 
Social attitudes toward cannabis have changed a lot in recent years. What was once seen as something negative is now more accepted, especially for medical use. Many people today prefer natural and plant-based treatments, and this has helped medical cannabis become more common in healthcare (EMCDDA, 2024). I believe this shift supported NGC, as their focus has always been on medical quality, safety, and patient care rather than recreational branding. 

There is also a growing health and wellness trend in which patients and doctors are seeking alternatives to strong painkillers and sleep medications. Since NGC produces consistent, medical-grade cannabis with clear testing and dosage information, it aligns well with these expectations (Northern Green Canada, 2024; National Institutes of Health, 2019).

However, there are some challenges. In Canada, it can be difficult to find experienced workers in the cannabis and pharmaceutical fields, partly because the industry is still developing and many regions are facing labor shortages (Statistics Canada, 2025). This means NGC must invest in training and retaining skilled staff.

Social equity is also becoming more important in industry. Many people expect cannabis companies to support fair hiring practices and show responsibility toward communities affected by past cannabis laws (National Institutes of Health, 2023). While NGC primarily focuses on medical products, it is still important to recognize that these expectations are based on long-term trust and reputation. 

Overall, social trends are going in NGC’s favor, especially as more people start to believe in medical cannabis. However, the company must continue to show responsibility, transparency, and patient focus to maintain trust. 

5.4 Technological Factors: 
As stated above, technology plays a crucial role in NGC's production and delivery of its medical products. The company uses an advanced indoor growing system, including HVAC controls, lighting management, and automated irrigation, to ensure cannabis is grown in clear, stable conditions (Newswire, 2021). I believe this high-tech approach reduces contamination risks and is important because consistent quality is essential when the product is used as a medicine. 

NGC's R&D subsidiary, Northern Green Sciences (NGS), also demonstrates a strong commitment to research and product development, particularly in medical formulations, in collaboration with Cannabis Research Associates (CRA). R&D includes studying cannabidiol (CBD) and tetrahydrocannabinol (THC), as well as phytochemicals like terpenes. It is imperative to understand how cannabinoids work alone and in specific formulations, which is a promising pursuit to identify therapeutic alternatives to opioids. NGC’s mission is to support patients and doctors who require reliable and evidence-based treatment options (PR Newswire, 2018).

Technology also affected how NGC connects with patients. Since the company follows governance marketing restrictions, NCG relies on e-commerce tools, educational platforms, and digital patient support rather than traditional advertising. NGC’s online system helps patients learn about product types, dosage, and how to access prescriptions. Online platforms facilitate communication that allows patients to support one another and build trust (Northern Green Canada, 2022).

I see how NGC used technology to fully digitize its production and sales processes, incorporating record-keeping that meets European standards and linking traceability to exports. 

5.5 Environmental Factors: 
Environmental impact is a significant concern that NGC faces as it plants indoors. NGC’s indoor cultivation requires significant electricity for lighting, temperature control, airflow, and humidity systems. This leads to high energy costs and a larger carbon footprint. As a result, energy use is one of NGC's primary environmental challenges and can also affect operational expenses over time (Schneider Electric, 2024).

There is also strong consumer and regulatory expectations for cannabis companies to adopt more sustainable practices. NGC is not certified organic, but it does focus on clean growing methods, including avoiding chemical pesticides and producing non-irradiated flowers (Curaleaf Holdings, 2024). I see this as a positive because many consumers, mainly medical patients, prefer natural products that have not undergone extensive sterilization or chemical treatment. 

NGC continues to improve efficiency and sustainability by integrating ESG principles into its operations, as Europe has strong environmental regulations and prioritizes ESG. NGC is working to reduce its environmental impact and manage resources more efficiently, attracting both consumers and investors who value ethical practices (Forbes, 2025; Cannabis Risk Manager, 2025)

5.6 Legal Factors: 
The legal environment is one of the biggest influences on how NGC operates. The company has followed regulations set by the Cannabis Act since its inception, which monitor every step, from seed purchase to cultivation, harvesting, packaging, and promotion (Government of Canada, 2018). The rules were strict, leaving little room for NGC to brand or advertise, so they chose to build trust and deliver quality products. 

Additionally, international exporting, primarily to Germany, which requires higher standards under EU-GMP certifications, is crucial to ensure that products are produced in a pharmaceutical facility. NGC’s EU-GMP approval gives it a competitive advantage over producers who cannot access international medical markets because they lack the certification (Curaleaf, 2024; PR Newswire, 2020)

NGC must comply with legal requirements for its medical products, including product liability and insurance requirements. The company must be prepared to manage safety risks, potential recalls, and strict documentation requirements, which are costly but necessary given NGC's work with pharmacies and healthcare systems. As a result, NGC must continue to invest in quality control and documentation to mitigate risk (Government of Canada, 2025; Northern Green Canada, 2022).

Another legal challenge related to social equity and past criminalization. The cannabis sector has faced criticism because many people who were charged under old prohibition laws still struggle to enter the industry today, whether as workers or business owners. Licensing frameworks have been adjusted in some regions to address this, but progress is still slow. While NGC primarily focuses on medical production, being aware of expectations for justice and fairness is crucial, as regulators and the public increasingly expect cannabis companies to demonstrate responsibility and community awareness, not just business performance (Government of Canada, 2024). 

Overall, the legal demands are high and require constant compliance from NGC; however, they benefited by building their strategy around medical credibility, traceability, and high standards from the outset.

6. Porter’s Five Forces Analysis for Northern Green Canada:
I saw how Northern Green Canada operates in a very competitive environment, meeting medical expectations and following international standards to stay ahead of the game. For NGC, these competitive pressures are driven by delivering quality, ensuring compliance, building partnerships, and earning trust. As NGC focuses on medical exports, Porter’s Five Forces explains how different factors shape business decisions. 
6.1 Competitive Rivalry (High)
The intensity of competition in the Cannabis industry remains very high, and this has directly shaped how NGC operated its business. In 2024, NGC’s acquisition by Curaleaf was part of a consolidation trend in which companies, after legalization, were pushed into mergers, restructuring, or exiting the market altogether (Curaleaf, 2024).

Consumers, meanwhile, can easily switch brands in the recreational market, and many return to the illicit market for lower prices, which keeps the pressure high. Additionally, cannabis cultivation involves high fixed costs, forcing many producers to compete on price to stay in business (CBS, 2020).

NGC differentiated itself from these pressures by focusing on the medical segment of production and exports, which operates differently. Medical patients and healthcare distributors valued the consistency, compliance, and quality provided by NGC, thereby strengthening its position against competitors mainly operating in the retail market. Still, other firms like Tilray Pharma, Aurora, and MedReleaf are well-established internationally for medical cannabis, so competitive pressure remains there on NGC (Northern Green Canada, 2022)

6.2 Threat of New Entrants (Low in Medical, Moderate in Domestic)
Entering the medical cannabis industry is not easy, as regulatory and licensing requirements in Canada act as a main entry barrier. Any new entrant must do the following, as mentioned in the Competition Bureau Canada (2024): 
· Obtain Health Canada cultivation and processing license
· Maintain strict record-keeping and traceability 
· Achieving Good Production Practice (GPP) compliance
· And finally securing EU-GMP certification, which requires audited pharmaceutical controls
These steps required years of preparation and significant capital investment. For this reason, barriers to entry in NGC’s medical segment are high. However, entering the recreational market is still easier for small micro-cultivators, who can compete indirectly with NGC as per the new update of Cannabis Regulations (Aelius LED, 2025; Government of Canada, 2025)
6.3 Bargaining Power of Buyers (Moderate to High)
Buyers hold significant power because they have many options and can easily compare products. Having online access makes it simple to compare prices and quality across numerous options. Additionally, switching between brands or returning to the illegal market if legal prices are too high has increased buyer influence in the recreational sector (ResearchGate, 2025; CBS, 2020)

It was not that easy in the medical market, as patients, doctors, and pharmacists demanded consistency, safety, and accurate medical documentation. This point helped NCG gain an advantage through EU-GMP certification, enabling it to produce pharma-grade products. However, NGC still faces the challenge of satisfying international distributors, such as those in Germany, who can switch suppliers and choose from several certified producers worldwide. NGC must build strong relationships and trust by providing consistent, high-quality medical cannabis to secure long-term contracts with its German partner. As we know, not many producers grow high-quality, non-irradiated cannabis for Germany. Therefore, NGC moderates buyers' power in this case with their specialization (Northern Green Canada, 2022).

This still gives the buyers significant power to determine pricing and contract terms, which can still be challenging for NGC’s entire business. 

6.4 Bargaining Power of Suppliers (Moderate to Low)
Most of NGC’s supplies, including cultivation equipment, lighting systems, irrigation systems, packaging materials, and lab testing, are available and can be provided through multiple suppliers. The company can easily switch suppliers without major concerns, although switching them involves regulatory re-validation (Numerical Insights, 2023)

However, the skilled labor and specialized cultivation knowledge, e.g., master grower, quality assurance manager, extraction chemists, that NGC requires play a crucial role that NGC cannot overlook. Experienced growers, quality assurance specialists, and regulatory compliance staff are more difficult to replace, and their expertise is vital for maintaining EU-GMP standards. These employees have more influence compared to basic suppliers in ensuring pharmaceutical-grade operations—but not enough to limit NGC’s flexibility (CNC, 2024; Northern Green Canada, 2022).

6.5 Threat of Substitute Products (High)
NGC faces competition not only from the illegal market, which often offers lower prices, but also from other products that can provide similar effects to their patients, such as alcohol or potentially other pain management options like traditional pain and sleeping medications, synthetic cannabinoids, and lower-cost cannabis from alternative suppliers (Yahoo Finance, 2017). As noted in StartCann (2024), NGC mainly sells higher-potency products due to its focus on medical exports, which helped differentiate it from competitors. However, low-THC products may attract a different group of customers seeking milder effects or other specific benefits. 

I noticed that substitution often depends on patient needs: patients seek alternatives when affordability is limited or cheaper medical options are available. NGC managed these threats by focusing on medical exports, a targeted niche market with specific product requirements. Additionally, Northern Green Sciences' research and development helped the company explore new cannabinoid formulations that may offer a competitive advantage in the pain management space (PR Newswire Canada, 2018).

7. Micro-Economic Decisions: 
When we examine NGC’s operations, I can see that many basic microeconomic pressures shaped the company’s decisions—focusing on maximizing profits, pricing limits, cost structure, and enhancing its patient experience in the highly regulated cannabis industry to secure a long-term niche in the medical market (Norther Green Canada, 2022).

Key micro-economic decision areas for Northern Green Canada include: 
7.1 Choosing the Medical Market Instead of Recreational: NGC avoided the recreational market and chose the medical segment from the beginning, where demand is stable, and quality matters more than branding. The patients value consistency, safety, and EU-GMP standards (Norther Green Canada, 2022). This decision positioned NGC in the medical market, where demand was less elastic, and patients were unlikely to switch easily.  
7.2 Pricing Strategies and Affordability: as the company’s focus is on supporting its patients, NGC offers discounted and compassionate pricing programs to improve affordability and ease patients' access, which is a key micro-economic decision (Norther Green Canada, 2022). This decision helped balance the company's revenue goals, demonstrated its commitment to social responsibility in the medical sector, and helped retain customers. 
7.3 Managing Oversupply and Avoiding Domestic Price Compression: Shortly after legalization, the Canadian market oversupplied, which caused pricing to drop, reducing the profit margins for many producers (Statistics Canada, 2024). NGC’s decision to expand internationally helped the company escape the intense domestic price war. The German market provided stable, profitable prices in the medical-regulated cannabis sector. 
7.4 Partnership-Based Distribution Instead of Costly Expansion: NGC chose not to build its own distribution in Germany; instead, it partnered with Four 20 Pharma GmbH (MJBizDaily, 2020). Establishing partnerships reduces distribution costs, transfers some market risks, and allows the company to enter the German market faster. This was a classic microeconomic choice that NGC made to reduce costs and ensure steady demand, rather than build a costly in-house distribution chain. 
7.5 Product Differentiation to Allow Higher Pricing: NGC’s products differentiated themselves from many other companies' similar products by providing non-irradiated, high-quality indoor flowers with strong traceability. As Differentiation is a core microeconomic strategy, it improved NGC’s ability to set higher prices by creating a perceived value difference among available products in the market (Curaleaf, 2024).
7.6 Small-Scale Efficiency: NGC preferred to maintain a smaller indoor production and focus on operational efficiency, unlike other companies, which expanded so big that they needed to downsize later. This strategy helped NGC to control variable and fixed costs and reduce the financial risks. From a micro-economic point of view, NGC avoided the “economies of scale trap” that many other LPs fell into during legalization (High Times, 2025).
7.7 Expanding R&D for Future Demand: As Northern Green Canada (NGC) strategically invested in Northern Green Sciences (NGS), leveraging an R&D-driven approach to focus on medical markets and international expansion aligns with the micro-economic principle of forward-looking demand strategy by developing high-value specialized products (PR Newswire Canada, 2018)
7.8 Supply Chain Optimization: The company also made micro-economic choices in managing its inputs—using multiple suppliers, securing reliable lab partners, and maintaining strong quality control. This helped keeping production cost predictable while ensuring EU-GMP compliance implementation (Numerical Insights, 2023).
What stands out to me from all this is that NGC’s microeconomic decisions were guided by quality first. Their decisions allowed the company to survive the collapse of the recreational market and build a stable identity within global medical cannabis. I believe their small decisions ultimately shaped long-term success.
8. Leading and Lagging Factors Influenced NGC’s Decision to Go Global
Leading and lagging indicators are excellent frameworks for analyzing Northern Green Canada’s business strategy—especially its international expansion into Germany. I realized that this significant shift was due to a combination of leading factors driving them toward global expansion and lagging factors holding back the Canadian market (LinkedIn, 2020)

8.1 Leading Indicators (Drivers that encouraged NGC to expand internationally):
8.1.1 Growing Global Medical Demand: The rising demand for medical cannabis in Europe was one of the strongest leading factors, where the existence of cannabis was based on a structured, insurance-backed market in Germany, prescriptions through health providers (EMCDDA, 2024). This secured a stable future revenue stream, created a high-value demand market that aligned perfectly with NGC’s pharmaceutical-grade production strategy (Northern Green Canada, 2022)
8.1.2 EU-GMP Certification Advantage: As NGC earned EU-GMP certification early, it was a “key” that unlocked highly regulated, less competitive medical markets that other local competitors could not access (Newswire, 2020). This certification acted as a leading indicator, predicting future competitive advantage for long-term benefits. 
8.1.3 Alignment with Medical Identification: Because NGC focused on medical-grade cultivation from the start, thinking about global export was a natural next step. Their brand identity—non-irradiated, controlled-environment, consistent batches—matches exactly the requirements of international regulators and what pharmacists were looking for (Northern Green Canada, 2024).
8.1.4 More Stable Pricing Abroad: Unlike Canada, the German medical market has price stability and insurance reimbursement, which makes it ideal for generating revenue (EMCDDA, 2024). This provides NGC with financial stability, which was critical for long-term business planning, and a strong incentive to prioritize exports over domestic war. 
8.2 Lagging Factors (Pressures and weaknesses in the Canadian Market that pushed NGC to go International):
8.2.1 Oversupply and Margin Collapse: As Canada was facing an oversupply problem, the prices were pushed down, making it difficult for PLs to stay profitable. This was one of the main reasons companies like NGC began looking outward for alternatives (Statistics Canada, 2024 & 2025).
8.2.2 High Excise Taxes and Regulatory Costs: Producers were stressed from heavy excise taxes, strict retail rules, and compliance costs, which reduced profit margins, leaving companies on the edge of survival mode, making the domestic market less attractive for long-term growth (National Post, 2025). This lagging factor was disappointing to scale within Canada. 
8.2.3 Price War and Illicit Market: Many consumers continued to buy from the illicit market because prices were lower, even though the recreation market was facing intense price competition and was trapped in endless price wars (CBS, 2020). This stressful environment makes it so hard for medical producers to grow sustainably without thinking of exporting.
8.2.4 Limited Access to Capital: As Canadian LPs struggled to secure investments due to market volatility, the domestic expansion slowed down. This pushed companies to seek foreign revenue streams, such as when Curaleaf acquired NGC, to strengthen their positions, and allowed investors to view this move as more stable (PR Newswire, 2024).
In my view, NGC’s globalization was not simply an opportunity; it was a strategic response to realities. The Canadian market could not support long-term, high-quality medical production on its own, and international markets were rapidly growing and valued the exact strengths that NGC spent years developing in its unique structure. 
The combination of global pull factors (insured demand, EU-GMP access, stable profits, and pricing) with domestic push factors (oversupply, low profits, high taxes, and limited capital) made global expansion the only logical option for sustainable growth, which Northern Green Canada had achieved. 
These combinations of early opportunities and later pressures that NGC experienced helped rapidly shape the company's global strategy in a way that felt not just logical but essential for its growth and survival. 
9. Conclusion: 
Going through Norther Green Canada's (NGC) journey, what stands out to me the most is how the company succeeded in a challenging environment by staying focused on medical quality rather than following the “green rush” pursued by other companies. While many licensed producers struggled to survive with oversupply, high excise taxes, and financial pressures, NGC built a global empire by shifting its strategy around pharmaceutical standards, EU-GMP compliance, and long-term partnerships in international medical markets. The company avoided the price wars that defined the Canadian retail sector and positioned itself in a strong German market, where demand is stable, and the infrastructure supports medical use (EMCDDA, 2024).
NGC’s operations demonstrate discipline, traceability systems, and controlled indoor cultivation, which helped the company establish credibility with regulators, healthcare professionals, and global distributors. Their decision to remain small, specialized, and focused on high-quality, non-irritant products became a competitive advantage—especially when we saw larger producers downsizing. The acquisition by Curaleaf in 2024 clearly demonstrated that NGC’s strategy created long-term value both operationally and financially (Curaleaf, 2024).
NGC’s sustainable growth was driven by science-based operations, regulatory compliance, and trust-building, rather than by quick expansion or branding alone. Their experience paved the way for other Canadian producers. It demonstrated that a small LP could enter international markets—such as the German medical market—by adhering to strict domestic standards, thereby establishing global credibility that every Canadian can be proud of. 
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