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Stage — Scale — Market Alignment

(External and Internal)

Market Channel

KEY SYSTEMS

Infrastructure
Workforce

Capital *®

& Marketing/Sales
f Operations
Financial Systems

Stage of Enterprise

Development

» New and Beginning
» Early Stage

» Growth Stage

» Mature

» Succession

» Direct (farmers markets, CSAs, etc.)
» Pre-K--12

» Colleges/Universities

» Hospitals and other Institutions

» Restaurants

» Independent Grocers

» Regional Grocers (VT, New England)
» National/Global Markets

Scale + Type of

Operation
» Micro/Hyper local » Commodity
» Small » Value Added
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» Large
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Presenter Notes
Presentation Notes
	All businesses go through a progression of stages of development – just like humans do. This diagram is meant to convey that businesses need to balance their stage of development with the scale and type of their operation and the of “rules” of each type of market channel they want to sell into. In addition, as a business moves through its inevitable stages of development, it is important to work ON the inner workings of the business to ensure that, at each stage, the business has the appropriate infrastructure and equipment, workforce, working capital, marketing and sales strategies, operational and financial systems in place that will support their success. Business stress and challenges often arise where these core business needs are not attended to. 
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Presenter Notes
Presentation Notes
	The stages that businesses go through over time often look like a series of S curves. As a business enters their intended market channels and begin selling their products or services, they experience sales growth. At some point the current operational systems and working capital needed to sustain that growth becomes stretched and strained and/or in order to be able to enter a new market (for example, moving from selling in just Vermont to the whole northeast). Without additional resources (e.g., working capital, employees, equipment, etc.) and without realigning the internal operations (e.g., inventory mgmt, SOPs, etc.) of the business to match the new stage of development, scale of operation and market requirement - business owners and their team face alot of stress and could face a period of decline and eventual dissolution. What is required often at this critical inflection / growth points in the business life cycle is a pivot in their business model or a significant infusion of working capital or a significant revamp of their internal systems and workforce, or all of the above. Working with outside advisors – such as a business coach or having an advisory board for the business and its owner/CEO and mgmt team, can help a business identify and make sense of the stage they may be going through. The important point here too is that this is a natural stage of development, and like all stages in life, we move through them; they are not static. The key is to recognize the cycle and address it head on so you can move through it as efficiently and effectively as possible. And to realize the cycle will come around again!
�
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Presenter Notes
Presentation Notes
	This Market Development Approach grid can be useful as a high elevation tool to assess the different needs of the businesses in an entire industry – such as forest products, aerospace, farm & food, outdoor recreation, tourism, etc. Along the vertical access are the 9 business needs that need to be attended to – by individual business – such as R&D, Technology & Infrastructure, Financing, Technical and Business Assistance, etc. while along the horizontal access are 5 points along a typical product supply chain as it moves from inputs to end use. At each point in a business’ life cycle the needs of the business change. And the specific needs may vary depending on what part of the supply chain a business operates within. And just like any business can use this tool to strategically assess their needs, VSJF supports entire industries’ development (and the businesses within that industry) and use this tool periodically to assess the state of an entire industry and consider needs that are not being addressed sufficiently based on the stage of development of that industry. It can be particularly useful when considering the development of an entire new industry – like what happened after the Universal Recycling Bill was passed in 2012 which launch a new market for food scraps. The point here is that we can help accelerate the development of a particular industry by being strategic about addressing the needs of that industry along its life cycle.
�


Business Assistance Continuum
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SERVICE PROVIDERS
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Presenter Notes
Presentation Notes
	In the market development grid we just looked at one of the rows relates to Technical and Business Assistance. At different stages in a business’ life cycle, they can benefit from different types of technical or business assistance, each geared to supporting a business at their stage of development. In order for businesses to have access to the right type of assistance, when they need, it is helpful to have a robust and well resourced ‘ecosystem’ of technical and business assistance providers. 
�This graphic also provides examples of the different technical and business service providers that serve the needs of farms and food businesses across the state at different stages of development. It also provides some examples of the types of assistance that exists by stage and types of infrastructure support services that exist such as co-working spaces, business incubator spaces, business accelerators, etc. And we also list here other support organizations who have particular functions. I am sure we have missed some organizations in this graphic so if you know of an entity that should be listed on this graphic, please let me know and we can add it.
�We are fortunate in Vermont to have a wide range of such providers – though those of us in the field do not consider it to be sufficiently resourced. And for the support system to work best, it also needs to well coordinated and collaborative. Service providers need to be aware of each others’ strengths and expertise, and be highly networked with each other, so that if their organization is not the right fit for a particular business’ needs, they can quickly refer them to a service provider who is. ��
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BUSINESS SENSE

Next Level Tools for Entrepreneurs & Small _Business Owners
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6 MODULES
Each Covering Multiple Topics

Business Sense is a no-fluff source of information that gets right to the heart of what small
business owners need: essential tools and informational resources to help their businesses grow.

Module 1: Financial Literacy
Module 2: Business Operations
Module 3: Business Governance & Leadership
Module 4: Human Resources
Module 5: Marketing
Module 6: Sales

\ Vermont Sustainable Jobs Fund

" i Accelerating Sustainable Economic Development

SCAN THE QR CODE ABOVE TO LEARN MORE
bit.ly/Business-Sense



Presenter Notes
Presentation Notes
	Another form of support recently created is the Business Sense series – 36 executive business skills development documents – to aid business owners on their business life cycle journey. They were written by the VSJF’s business coaching program coaches – former c-suite entrepreneurs who have successfully navigated multiple business life cycles and share their knowledge and wisdom with the entrepreneurs they support. These are available on-line and a free resource we have been sharing widely with other service providers to share with their clients. We were able to use some special funding we received to translate the 6 financial documents into 6 languages so they could be of benefit to our New Americans community of business owners.
�
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Presenter Notes
Presentation Notes
	Just as business development needs change over time, the type of capital needed and/or available to them is best viewed as a continuum. This graphic provides an overview of the different types of capital that exists along a risk and reward continuum and provides examples of they types of organizations that provide these different types/forms of capital. It is important to note that there is no one right form of capital and over time, especially as a business matures and expands, it may need a ‘stack’ of different types of capital all at once. As we discussed earlier, when a business is growing rapidly, they need a lot of working capital to support that growth. Unless a business has accumulated a lot of retained earnings and has strong cash flow it can be difficult to service the growth. Debt most often require collateral and must be repaid on a schedule that may not be in line with the cash flow needs of an expanding business. Equity and Venture Capital most often comes with strings of the investors having a say in how you run your business and tend to lead to the sale of a business as the means of the investors receiving a return on their investment. Also equity and venture capital investors are looking for high returns and depending on the industry a business is in, that may or may not be likely (e.g., food and forest businesses tend to be low margin businesses). The Flexible Capital Fund, L3C was created in 2011 to provide a unique type of capital known as ‘revenue sharing’ to meet the needs of these types of businesses in the food, forest and clean tech sectors.  
�It is hardest for start-ups and young and beginning farmers to raise capital (unless you have inherited wealth or already sold a business) as they do not yet have sales and cash flow, they likely do not qualify for bank loans, and they may not know equity investors or want to give up a % of their business at such an early stage. Often what is known as ‘family, friends, and fools’ and/or credit card debt are the only form of capital that can be acquired. 
�The point here is that we need to pay attention to the ‘ecosystem’ of capital providers and support their collaboration and awareness of each other so that as a business needs multiple forms of capital at the same time, the coming together of that capital can be easier to accomplish.
�


ECONOMICS: FARM AND FOOD SECTOR INFRASTRUCTURE INVESTMENT NEEDS

ESTIMATES ACROSS 5 AGRICULTURAL INDUSTRIES
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Presenter Notes
Presentation Notes
Farms classified by North American Industry Classification System. Farms are classified to a category when the value of a commodity accounts for one-half or more of the total value the farm produces.
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