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[bookmark: _Toc138589249]Introduction

In this case study, I’ll be looking at the challenges faced by farmers in the local food supply chain in Quebec, Canada and the adaptation strategies used by farmers to cope with the pandemic. 
I’ll be focusing on the resilience of local farmers and how they’ve adapted to the challenges of the pandemic, this will provide practical knowledge and recommendations on how to make a marketing plan to adapt to challenging times. The goal is to highlight the importance of flexibility and the stages of a marketing process. 

[bookmark: _Toc138589250]What is marketing?
The process of marketing involves a series of stages that support businesses in identifying, generating, communicating, and delivering value to their intended audience. While different models may have specific variations, I will provide an overview of the commonly recognized academic stages of the marketing process:
· Mission
· Situation analysis
· Marketing strategy
· Marketing mix
· Implementation and control

‘Creating customer value and satisfaction is at the very heart of modern marketing practice’ says Kotler et al. (2015).  
Marketing is a broad process that aims to promote products to customers, this means it is necessary to understand customer needs first, develop products that fit customers wants’, and advertise the product to the masses.











[bookmark: _Toc138589251]Mission and corporate objective

Pearce (1982) said ‘a firm’s mission statement can serve as an invaluable tool in directing the formulation and implementation of strategy’.
[bookmark: _Toc138589252]Ensure Food Security
Prioritizing the production and distribution of safe and affordable food to meet the needs of consumers, even in the face of a pandemic.
[bookmark: _Toc138589253]Support Local Communities
Focus on supporting local communities by providing access to locally produced food, collaborating with community organizations, and contributing to food assistance programs.
[bookmark: _Toc138589254]Maintain Supply Chain
Ensuring the continuity of the food supply chain by implementing measures to protect production, distribution, and logistics operations despite disruptions caused by the pandemic.
[bookmark: _Toc138589255]Ensure Business Continuity
Maintain business operations and minimize disruptions caused by the pandemic. This could mean strategies to protect employees and adapting production and distribution processes to meet changing health policies.
[bookmark: _Toc138589256]Enhance Food Safety and Quality
Prioritize and enhance food safety and quality standards to give consumers confidence. This could mean stricter hygiene and sanitation protocols.
[bookmark: _Toc138589257]Adapt to Changing Consumer Preferences
Monitor and understand changing consumer preferences and adapt products accordingly. This could mean diversifying product distribution or introducing new products.
[bookmark: _Toc138589258]Strengthen Relationships with Suppliers and Partners
Having stronger relationships with business partners. This could mean working closely with them to navigate challenges and maintain a smooth supply chain.
[bookmark: _Toc138589259]Enhance Online Presence
Having a stronger online presence and e-commerce ability to reach consumers directly and adapt to the increasing demand for online shopping. This could mean optimizing websites, using social media platforms, and establishing efficient online ordering and delivery systems.
This one is especially important because social distancing is ‘leading to a shift to online shopping among many consumers’ according to Hoekstra and Leeflang (2020).
[bookmark: _Toc138589260]Optimize Cost Efficiency
Optimize cost efficiency and financial strength during challenging times. This could mean analysing and reducing costs, exploring supply chain alternatives, and looking for government support or assistance programs.
[bookmark: _Toc138589261]Foster Sustainability and Environmental Responsibility
Continue pursuing sustainability and environmental responsibility, which will also give the business a better image. This could mean implementing eco-friendly practices, reducing waste and engaging in initiatives that benefit the environment and local communities.
[bookmark: _Toc138589262]Situation analysis

[bookmark: _Toc138589263]SWOT Analysis
A SWOT analysis is described as ‘an effective situation analysis technique which plays an important role in the fields of marketing’ by Gurl (2017). This is because it provides an overall view of an organization’s status to help strategize by maximizing strengths, taking opportunities and avoiding or preparing for threats. Below is a SWOT analysis for the farmers in the case study.
· Strengths: local production, wide variety of crops and community-supported agriculture programs.
· Weaknesses: supply chain disruptions, labour shortages, customer purchasing pattern changes.
· Opportunities: e-commerce, increased demand for local produce, donating.
· Threats: customer purchasing power is lower, government regulations and policies.
The analysis of strengths, weaknesses, opportunities, and threats (SWOT) evaluates the internal and external factors impacting farmers' operations. In Quebec, a case study explored the effects of the COVID-19 pandemic on food production and marketing, with researchers identifying four key challenges: labour shortages, balancing food supply and demand, changes in sales outlets and marketing channels, and operational and developmental issues. These challenges represent external weaknesses and threats to farmers' businesses. However, the promotion of short food supply chains as adaptable and resilient presents an opportunity for farmers to leverage external factors. Additionally, farmers' ability to reorganize marketing and sales through strategies like redistribution, streamlining, replacement, collaboration, farm adjustment, and outlet adjustment demonstrate their strengths in resilience and adaptability. By conducting a SWOT analysis, farmers can evaluate their current situation and use this information to inform their marketing strategies and adaptation efforts. This tool is crucial in the situation analysis stage of the marketing process, enabling farmers to identify areas for improvement, capitalize on strengths, exploit opportunities, and mitigate potential threats.

Farmers should consider donating surplus food to food banks and other community organizations instead of dumping it, this helps to alleviate food insecurity and it increases their social and community involvement, building trust and positive relationships. 
The pandemic has raised the awareness of eating locally, so farmers can take advantage of this by marketing local food, making sure their products are traceable. 
Farmers should diversify their production, invest in sustainable farming and build strong relationships with their communities. 





[bookmark: _Toc138589264]PESTEL Analysis

PESTEL ‘mainly provides a general idea about the macro environmental conditions and situation of a company’ as said by Yuksel (2012), this is very useful because it shows the outside factors affecting a business, not focusing on the inner factors like the SWOT analysis does. This analysis has to do with every factor from political, economic, social, technological, environmental and legal that can affect the business and by considering these, farmers can gain insights to adjust their strategy and keep in business. 
[bookmark: _Toc138589265]Political
The pandemic led to many regulations of public health and safety, so farmers must follow these to keep people healthy and avoid spread of the virus. Things such as social distancing, sanitation and ensuring workers safety.
There is also support packages to assist businesses until the lockdowns are over, these should be accessed if necessary.


[bookmark: _Toc138589266]Economical
Customers have less spending power than before due to the hit in the economy that the pandemic brought. This economic uncertainty can make people not purchase as many items as before.
Supply chains have also been disrupted leading to difficulties transporting goods, which can affect both distribution and growth of product.
[bookmark: _Toc138589267]Social
People have health concerns due to the virus; any customer needs to be reassured that any transaction will be safe, and that the product is safe by keeping high hygiene standards.

[bookmark: _Toc138589268]Technological Factors
Digital markets have become the go-to in the times of the pandemic, giving a great advantage over sellers without an online market.
Many people are working from home too meaning farmers will have to adapt when communicating with customers or suppliers.
The government's response to the pandemic has impacted farmers in many ways. Public safety measures, movement restrictions, and restrictions on food production, distribution, etc. have affected farmers' operations, as well as their ability to adapt to the pandemic's challenges. The pandemic has also had a negative impact on the local economy, affecting farmers' sales and marketing. Consumers' preferences have changed, with more people choosing to eat locally and support local food systems, which has opened new opportunities for farmers. There has been an increase in demand for community supported agriculture (CSA), as well as online markets, which have seen an increase in demand. Farmers who rely on tourism and institutions have faced challenges due to the collapse of these markets.
Technological: The pandemic has made it more important for farmers to use digital platforms and social media to get their products out there and sell them. They're using these tools to connect with people, spread the word about their products, and make sure local food sales keep going. Plus, with local food systems being more resilient and sustainable, farmers have been able to stay connected to their economic and ecological networks. Finally, with government support measures, it's important to think about how these can affect farmers' adaptation strategies.



[bookmark: _Toc138589269]Environmental Factors
The pandemic has shown how important local food systems are, therefore, more people might be supporting local food producers to become less dependent on global businesses which are struggling massively with supply chain issues.

[bookmark: _Toc138589270]Legal Factors
There is new food safety and health safety regulations that farmers must comply with.
Labour shortage might be a problem due to policies preventing seasonal workers from moving freely.

The case study indicates that most surveyed local farmers felt well-prepared to adapt to the challenges posed by the pandemic and demonstrated resilience. This suggests that farmers implemented their adaptation strategies and put controls in place to monitor the effectiveness of these strategies. The stages of the marketing process performed by Quebec farmers, as identified from the case study, include situation analysis, environmental scanning, competitive analysis, target market selection, marketing strategy development, and implementation with control.
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This involves finding out information about the market, competitors, prices, demand, etc. This data is then used to develop marketing strategies by analysing customer needs and behaviour, which helps the business choose a target audience and develop their product to make it more attractive, as well as setting goals for the business. McDonald (2007) says ‘effective marketing planning lies at the heart of a company’s revenue-earning activities.
This part also outlines the plan to achieve these goals, for example for the farmers in the case study they started changing their distribution strategies, production capacities and got help from volunteers and friends to deal with labour issues.
[bookmark: _Toc138589272]Marketing Mix

The marketing mix is made up by the four Ps, which are product, price, promotion, and place. This is the stage where marketing campaigns and activities are implemented and ‘it is a fact that the 4Ps marketing mix is a milestone of marketing theory’ says Dominici (2009). 

The Ps are as follows:
· Product: these are the product or services the business provides, things from product design to features. This P focuses on understanding customer needs.

· Price: this is the amount customers would pay for the product, factors like production costs and competitor prices are taken into account when deciding the price.

· Place: this P refers to the distribution channels used to move the product. It’s decisions such as selecting distribution channels and it also considers warehouse management and journey time.

· Promotion: this P is about the marketing activities used to let the world know about the product, to promote it and paint it in a positive light. Things like digital marketing to create awareness and convince customers to buy.

These four Ps together create a solid marketing strategy, they need to focus the intended audience and follow the mission objective to be successful, which will ensure the product is desirable and priced correctly to maximize profit while being affordable. However regular check-ups are necessary as customers give feedback or the market situation changes.



[bookmark: _Toc138589273]Dual Distribution strategy 


The following are the principal components of the distribution strategy: Conventional Sales Outlets: The local farmers depended on established sales outlets like farmers' markets to reach customers and sell their products directly. This enabled them to maintain relationships with current customers and interact with them in person. Community Supported Agriculture (CSA): Certain farmers implemented CSA models, where consumers make upfront financial commitments to receive regular deliveries of farm products throughout the season. This method provided financial stability for farmers and ensured demand, particularly during uncertain periods. Online Stores: To adjust to shifting consumer behaviours and restrictions imposed during the pandemic; local farmers established online stores. These digital platforms allowed them to connect with customers, exhibit their products, and facilitate contact-less sales and transactions. By utilizing both conventional sales outlets and innovative distribution channels like CSA and online stores, local farmers in Quebec aimed to broaden their customer base and mitigate the potential difficulties associated with fluctuations in demand and disruptions caused by the pandemic. The flexibility and redundancy provided by this two-pronged distribution system enabled farmers to adapt to changing circumstances and ensure the availability of local food to consumers.


[bookmark: _Toc138589274]

Implementation and Control

Implementation and control involve executing the market strategy and paying close attention to how it develops, to ensure goals are being met and areas which need re-assessing are noticed. 
Implementation is carrying out the tactics outlined in the marketing plan by assigning tasks and resources where appropriate, as well as setting a timeline of expected results to track progress.
Control is setting goals and checking if they’re being met or likely to be met. Data is collected to control the progress of the marketing plan in the form of customer satisfaction, total sales, revenue, etc. 
Where control data is not satisfactory it is analysed to find the reason that is preventing goals from being met, this analysis helps find areas for improvement so the marketing plan can be modified to keep up with market changes. 
These two concepts together make sure that the marketing plan is executed as smoothly as possible and that it evolves to stay relevant, which allows the business to stay ahead of their competition.
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