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Introduction 

Many organisations today are embracing new business models to operate in increasingly 
dynamic and challenging global markets. Business models show how an organisation 
creates, delivers and captures value (Osterwalder & Pigneur 2010). 

Competitive advantage comes from managing 
processes that facilitate rapid and flexible 
responses to market change and developing new 
competencies based on unique relationships 
with partners such as suppliers, customers, 
employees, shareholders, government and 
even with competitors. However, in a business 
network or supply chain setting, there are 
implications for the management of value co-
creation between firms (Nenonen & Storbacka 
2010), particularly the interaction with suppliers, 
customers and business partners. Successful 
companies focus their strategic analysis and 
decisions on the value-creating system — i.e. 
the suppliers, customers and business partners 
— and how they can work together to co-
produce value. This involves firstly, long-term, 
strategic relationships that reduce opportunistic 
behaviours and that reinforce mutual trust; 

and secondly, significant specific investments 
by businesses that indicate a commitment to 
collaboration and a willingness to cooperate; and 
thirdly, clear and unambiguous distinctiveness of 
partner competencies and balanced integration 
of them (Norman & Ramirez 1994; Baglieri & 
Zamboni 2005).

Beerenberg Pty Ltd is a South Australian, family-
owned business acclaimed for its premium jams, 
pickles, sauces, dressings and condiments. 
Beerenberg has successfully built its brand from 
a national to a global level over the past 20 years 
through its resilience, the risks it has taken, the 
continuous investments made, and a long-term 
commitment to growth and competitiveness. This 
case study describes its journey and its current 
business operations, strategy and value-creating 
system from a supply chain perspective. 
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Figure 1.  Beerenberg’s export markets

Beerenberg’s purpose is to share a taste of 
country life with the world with a brand promise: 
‘Country style products crafted in our farm 
kitchen with authentic Australian personality’. 
The company has a unique business model, 
which differentiates it from other companies — it 
is a farm, a tourist attraction for ‘pick your own’ 
strawberries, a retail shop, and a manufacturer. 
Its growth over the decades was made possible 
through its people, product offering, processes 
and a focus on going from ‘Good to Great’ 
(Collins 2001).

Today, about 12% of Beerenberg’s product range 
by value is exported to 25 countries, mainly in 
Asia and particularly in the food service area. 
These countries include Malaysia, Japan, China, 
Singapore, Indonesia, Vietnam, Sri Lanka, Korea, 
Fiji, New Zealand, Thailand, Taiwan, Netherlands, 
Mauritius, India, Vanuatu, Maldives and Brunei 
(Figure 1). In 2018, Beerenberg successfully 
entered the United States in partnership with US 
giant distributor, United National Foods Inc., selling 
its sauces to the west coast area (California) with 
current plans to expand into other areas in future. 
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Beerenberg’s new factory. 

Beerenberg’s shop exterior.
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History of Beerenberg and its growth strategy

Beerenberg is a family-owned business that 
has been operational in the Adelaide Hills since 
1839. Ancestors Johann George and Anna 
Rosina Paech and their five young children 
immigrated to the Adelaide Hills from the Eastern 
Province of Prussia to seek a happy life, free 
to farm and build prosperous and healthy lives 
for themselves and future generations. As the 
first settlers together with 52 other German-
speaking Lutheran families, they established a 
village in the hills, naming it Hahndorf after their 
ship’s captain, Captain Dirk Hahn. They were 
fortunate to settle in an area that offered nutrient-
rich soil with gentle north-facing slopes, perfect 
for fruit, vegetables and livestock farming. The 
hard-working Paech family saw themselves as 
stewards of the land over several generations 
while cultivating their craft of food production. 

In 1969, fifth-generation descendants Grant 
and Carol Paech decided to diversify from dairy 
farming and focus on growing strawberries. 
Grant combined new technology and techniques 

with his deep knowledge of the land and 
inherited traditional farming practices to produce 
outstanding strawberries using 0.5 acres of land. 
With an entrepreneurial mindset, he began selling 
strawberries from a roadside tin shed which he 
built as a farm shop and later used the back of 
a wooden cart before eventually he upgraded 
to selling strawberries from the back of a Dodge 
truck in Adelaide’s East End Wholesale and 
Central Markets.

Grant decided to make jam out of all the unsold 
strawberries at the end of each day using a 
recipe book from his family. After many trials 
and errors and with some practice, he perfected 
it, and his jam sold out completely. That led 
to the introduction of strawberry jam in 1971 
(cooked in the Paech family kitchen, complete 
with handmade labels) and the birth of the iconic 
brand name — Beerenberg, meaning ‘Berry Hill’ 
in German, a nod to their heritage, produce and 
hillside location. 

Beerenberg Paech Families.
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Growth through innovative packaging 
Inspired with their accomplishment, Grant 
and Carol then pioneered a ‘pick your own 
strawberries’ concept in 1975, and within a 
short time, Beerenberg became a thriving 
tourist destination for visitors and locals alike. 
The success of the farm and in particular, the 
jam, led the Paechs to expand their strawberry 
cultivation. With the help of local farmers’ wives, 
they introduced new varieties of jams, followed 
by sauces, chutneys and pickled onions. A 
brand new, purpose-built shop and factory was 
constructed on the property in the early 1980s, 
while the original tin shed was converted into a 
farm workshop and packing shed. That required 
substantial borrowing for the family at the time 
but served as a platform for growth for the next 
38 years. 

Beerenberg’s portion serve jars and foil packs.

Small portion serves 

In 1985, Beerenberg jam made its entry into 
the airline industry. After reading a newspaper 
article about Qantas serving imported jams to 
its first-class passengers, Grant contacted the 
company who agreed to trial his Australian-
made Beerenberg jams and subsequently 
awarded him the contract. However, he had to 
figure out how to manufacture them into small 
portion serve containers, something that was 
completely new for the business and required 
new automated filling machines. Nevertheless, 
in 1987, Beerenberg pioneered the concept 
of portion serves in miniature jars. Grant was 
always aspiring to succeed and shortly after, 
he struck deals with other airlines (including 
Cathay Pacific and Singapore airlines) and 5-star 
hotels. Realising the potential for these portion 
serves, Grant looked for opportunities to grow 
the business and ventured into overseas markets 
with its first export deal to Japan in 1988. 

In 1993, small foil packs were launched to meet 
growing demand from the hotel and tourism 
markets, and this led to Beerenberg controlling 
more than 70% of this sector in Australia and a 
large Asian market. Beerenberg also had a major 
contract in 2002, exporting its first shipment 
of 40,000 miniature jars of jam to China to be 
used as part of the Hong Kong-based Dragonair 
airline’s food service.

The company is one of the best-known brands 
in the hotel industry in Asia-Pacific. Currently, 
portion serve jars and foil packs form a large 
part of Beerenberg’s business, with 25 million foil 
packs and 11 million portion size jars made each 
year, with 60% going to export markets.

Growth through an increased product range
Beerenberg’s growth can also be attributed to 
its constant new product development, where 
new additions have been regularly made to the 
retail category over the years. Starting from 
jams, sauces, chutneys and pickled onions, 
the business ventured into jellies, marmalades, 
curds, honey, relishes, dressings, mustards, 
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dessert toppings and olive oil. To maintain the 
value proposition of premium products, the 
company launched exotic gourmet food products 
to increase its product range. These include rose 
petal jelly, fig and cinnamon jam and balsamic 
beetroot relish. More recently, 2018 saw the 
release of two new product lines comprising 
30-minute meal bases and slow cooker 
sauces as well as cheeseboard pastes. Today, 
Beerenberg has more than ninety products 
in total. 

Growth through rebranding and innovation
In the 1990s, a more premium look was 
introduced to the retail range as Beerenberg 
rebranded the business for growth, and in 1999 
Grant and Carol’s two sons became involved, 
with Robert becoming the Farm Manager 
and Anthony the Managing Director. The 
business went into full swing with new product 
development, particularly in the condiments and 
dressings categories. Along with an exclusive, 
purpose-made jar to enhance the brand’s shelf 
presence, the range took pride of place in 
independent supermarkets, Coles, Woolworths 
and specialised gourmet stores. Their daughter 
Sally got involved as the new Marketing Manager 
in 2008, making it a true family business. 

Web-based strategy

During 2008, Beerenberg decided to abandon 
its existing advertising effort and to replace it with 
an internet-led communication program, strongly 
supported by public relations. Beerenberg felt 
that a web-based strategy would be more 
effective than ‘traditional’ marketing efforts. 
The business hired Hughes Public Relations to 
develop a strategy that could engage a broad 
range of consumers with the Beerenberg brand 
while also delivering the Australian made and 
owned message. 

Hughes researched the following:

• Beerenberg’s competitors, which added 
to the understanding that the market 
was dominated by imported jams and 

large multi-nationals, and led Beerenberg 
to develop the campaign around the 
‘authenticity’ of the brand compared to 
its competition. 

• Other businesses around the world that 
had provided an online tool for customers 
to track the origin of their products, and 
discovered that there was none involving the 
manufacture of a food product. Beerenberg 
wanted to be the first of its kind with 
its products. 

• The top 50 food bloggers and food websites 
across Australia, as well as websites focused 
around the subject of ‘innovation’.

As a result of the research, and the trend towards 
consumers wanting to know more about where 
their food is sourced, Beerenberg embarked on 
a project to redesign its website to incorporate 
networking and social media tools.

Provenance Pathway

In March 2009, Beerenberg relaunched its 
website with a new feature and online tool — 
the Provenance Pathway — which enables 
its customers to trace the passage of the 
purchased product from ‘soil to shelf’. This was 
a completely new innovation and first of its kind 
for a manufactured food product. Customers 
can enter the barcode from their Beerenberg jar 
to find out further information about the product 
including a map of where the main ingredients 
were grown, the date of production and even the 
name of the cook. 

The company’s revamped website, developed by 
Adelaide-based Enpresiv (together with guidance 
from Hughes Public Relations), responds to 
an increasing consumer desire for authentic 
food and the growth in the number of food 
websites and blogs. It backs the company’s 
connection with its market through a continuous 
dialogue with its customers via a blog, links to 
social networking tools such as Flickr, Twitter, 
YouTube and Facebook as well as information on 
local stockists.
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The Provenance Pathway satisfies a growing 
desire for product and brand authenticity among 
consumers in an increasingly global marketplace. 
Beerenberg had been observing a trend 
towards consumers seeking more knowledge 
of where their food came from based on the 
notion of “authenticity” and the “food miles” 
phenomenon, but with the global economic 
downturn, consumers were also increasingly 
seeking out Australian made produce and 
wanting to know more about their food source 
(Hughes Public Relations 2009). 
As an Australian family-owned 
company, Beerenberg sought 
to capitalise on this trend, and 
reach more consumers with 
this message. 

“People ask more questions now before 
they make decisions about what they 
will buy. They want to know where it 
comes from, what’s in it, who’s involved 
in making it and how it was produced. 
This is an opportunity for companies 
like ours. We pride ourselves on the 
naturalness, authentic flavour and 
texture of all our products and the 
move to enable our customers to find 
out exactly what’s in the jar takes our 
commitment to authenticity that one 
step further.”

Anthony Paech, Managing Director in 
Food & Beverage Industry News (2009)

Since the launch of the new 
website and Provenance 
Pathway tool, online hits to 
Beerenberg’s website doubled in the following 
week and have constantly remained high. 
The use of blogs to spread the news also 
resulted in consumers providing substantial 
positive feedback to Beerenberg about the new 
Provenance Pathway tool. A short time after the 
launch, Beerenberg gained shelf space for five 
of its jams in Woolworth’s stores nationally, along 
with its Tomato Chutney and Caramelised Onion 

in 560 stores. This doubled its sales base outside 
of South Australia. In July that year, Coles also 
agreed to sell three Beerenberg dressings in 540 
stores nationally.

The results of the public relations program 
exceeded expectations with substantial print 
and online articles, generating significant traffic 
to Beerenberg’s new website. The majority of 
articles published were in national, international 
or Eastern states publications or websites, 

including The Weekend 
Australian, The Sunday Age, 
The Sun Herald and The Sydney 
Morning Herald. The audience 
reached with 15 print articles 
alone was over 1.8 million with 
an additional 22 online/blogs 
covering the launch.

Label change

The rebranding went radical in 
2013 when Paech decided to 
revamp and change the labels of 
Beerenberg’s products entirely. 
He realised that its products, 
which had been on the retail 
shelves for many years, needed 
to stay relevant to attract 
new customers. It was also a 
response to the introduction of 
new products featuring both 
international and local artisan 
ingredients. Examples include 
the Red Pepper and Chipotle 
Sauce, African Spice Taka Tala 
Sauce, Smoky Bourbon Sauce, 

Mediterranean Capsicum Bruschetta and Asian 
Dressing and Dipping Sauce. 

“When we innovate, we’ve had to throw out a lot of labels 
because we changed them. We tried them, and they haven’t 
worked. We’ve had to change a lot of things that haven’t 
worked. So it’s just again — you need cash for that…stuff 
going out of date.” 

Anthony Paech, Managing Director
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With the help of design consultancy, The Elk 
Group, together with a marketing strategy firm, 
Stepchange Marketing, they conducted focus 
group interviews in Sydney, which sought to 
understand consumer behaviour on an emotional 
level. Consumers perceived the previous green 
and gold label as being German focused and 
even questioned if the barn that was pictured 
on the label existed. This resulted in a new logo 
and a label that was completely different in shape 
and colour to convey its brand promise more 
effectively. It enabled consumers to connect 
with Beerenberg’s Australian roots (Multi-Color 
Corporation 2018). 

The major rebranding, which seemed radical 
at the time, successfully communicated 
Beerenberg’s quality and authentic provenance. 
The launch relied on events, publicity, digital 
and social media, driven jointly by Beerenberg 
and Hughes Public Relations. There is no doubt 
that the business took substantial risks with this 
huge change, but it turned out to be the biggest 
turning point for the business as total domestic 
sales grew significantly by 30% after six months 
(PKN 2014). The strongest increases in demand 
stemmed from New South Wales, Victoria and 
Queensland, which were up between 23% 
and 32%. 

“If you’re not brave, you don’t realise the risk you’re taking. 
We just did it although a lot of people had doubts. And it 
was the best thing we ever did because it allowed us to 
build our new factory, new headquarter. It catapulted us to a 
new level nationally.” 

Anthony Paech, Managing Director

This signified a major breakthrough in the family 
business’ efforts to become a truly national 
brand. More significantly, Beerenberg did not 
include any traditional advertising with the 
introduction of the revamped brand, so there was 
minimal cost to profit margins.

Growth through facility expansion
A few years after significant sales growth, 
which provided cash flow, Beerenberg obtained 
some funding and a $1 million South Australian 
Regional Development grant to embark on a 
6,500 square metre expansion of its facility. The 
$14 million transformation took over three years 
with a three-stage construction of a new building 
at its Hahndorf site. This was to consolidate 
its head office, warehouse and factory in a 
single location and to double the production 
capacity. The new building comprised a larger 
manufacturing area, a new warehouse, office, 
loading bay, kitchen, innovation space and 
bottling hall. These enabled increased production 
efficiency and output, as well as helped to 
streamline its operations. 

Beerenberg’s new production area.
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Value co-creation and Beerenberg’s supply 
chain strategy

This section highlights the various strategies and 
activities inherent in Beerenberg’s supply chain 
operations (see Figure 2). Given the diverse 
product categories that the business currently 
deals with, the section focuses primarily on 
the value-creating activities for jam products 
exported to Asian markets. 

Input suppliers
There are various material acquisitions required in 
horticulture practice for improving plant growth, 
fruit yields, quality, nutritional value, timely 
harvest, and resistance to insects, diseases and 
environmental stresses. These include inputs 
such as seedlings, fertilisers, agrochemicals, farm 
equipment and irrigation equipment that add 
value to farming in general. While the equipment 
and machinery are deemed as one-off and long-
term investments, fertilisers and agrochemicals 
tend to be purchased regularly from suppliers. 
Fertilisers and agrochemicals are purchased on 
an ad-hoc basis and the relationships with these 
suppliers are predominantly at arm’s length. 
A value co-creation, collaborative relationship 
is only apparent in the strategic sourcing of 
strawberry runners (bare-rooted transplants) from 
a certified supplier.  

Beerenberg has been purchasing strawberry 
runners from Toolangi Certified Strawberry Runner 
Growers Cooperative Ltd in Victoria for many 
years. The Toolangi area was proclaimed as a 
strawberry protection zone in 1964 under the 
Vegetation and Vine Diseases Act of 1958. It was 
a government-controlled scheme until 1995 and 
subsequently became a purely industry-based 
co-operative. There are 15 growers in this co-
operative employing some 40 part-time workers. 
The co-operative is a registered breeder for several 
strawberry cultivars and it supplies strawberry 
runners to many growers at the national level. 

The substantially cooler temperatures and 
autumn frosts in the region provide the adequate 
chill requirement, which is an essential part of 
growing and producing strawberries. It is the 
cumulative period, usually measured in the 
number of hours below a certain temperature, 
which is needed to produce the internal changes 
in the strawberry plant that serve to harden the 
developing runners and result in the normal 
sequence of growth following winter dormancy. 
This accumulation of chill in the strawberry 
runners ensures the overall strength, subsequent 
survival of the plants when transplanted in farms, 
and production of more fruit over the season. 

WHOLESALE
& EXPORT

AUSTRALIA ASIAN MARKET

INPUT
SUPPLIERS

FRUIT
GROWING

FOOD SERVICE
& RETAILERS

INTERMEDIARIES
(Distributors/Agents)

JAM 
MANUFACTURE/

PROCESSING

Packaging
suppliers

Wholesale
processing

Value co-creation
activities

Logistics
providers

Figure 2.  Beerenberg’s export supply chain 
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Beerenberg strawberry pickers.

An advantage of cold-stored runners is that 
they can be dug in the nurseries in late autumn 
or early winter when they are fully mature, and 
then cold-stored until planting in the fruit industry 
the following year (Horticulture Innovation 
Australia Limited 2016). This reduces the impact 
of seasonal effects at harvest and makes the 
industry more resilient to climate variability.

Fruit Growing 
Beerenberg sources fruit from a variety of 
growers throughout Australia to produce 
its jams, pickles, sauces, dressings and 
condiments. These include suppliers from the 
Riverland in South Australia (for tomatoes, 
apricot, onions, honey, figs and citrus), Victoria 
(for blueberries, blackberries, raspberries, 
tomatoes and honey) and New South Wales 
(for raspberries and blueberries). These growers 
are selected based on established relationships 
developed over the years and their reputation 
for high-quality fruit. For example, some of the 
blueberries, raspberries and blackberries are 
sourced from Costa Group in Victoria. Costa 
is Australia’s largest horticultural company and 
a major supplier to food retailers. It produces 
approximately 45% of Australia’s blueberries and 
65% of Australia’s raspberries marketed under 
the Driscoll’s brand. This guarantees consistently 
high-quality fruit is supplied to Beerenberg, 
allowing it to produce its jams, pickles, sauces, 
dressings and condiments at the optimal 
standard for a premium brand.

Land management practices must be 
commercially and environmentally sustainable 
to ensure continuity of supply, timely production 
of fruit and required quality. Growers maximise 
the opportunities for using best practices, 
economies of scale and efficiency in the 
procurement and use of inputs (including water) 
and machinery, irrigation, harvest and despatch 
of fruit. These are considered essential aspects 
of horticulture and ultimately create value in 
Beerenberg’s products.

In addition to sourcing from fruit growers, 
Beerenberg also grows its own fruit (namely 
strawberries, plums, gherkins, chillies and 
quinces) on its 200 acre farm. Ninety-nine 
percent of the fruit are strawberries, grown 
predominantly for the tourist side (‘pick your 
own strawberries’) of the business. The leftover 
strawberries are then used to make jam. This 
section elaborates on the value-creating activities 
and strategies adopted by Beerenberg for its 
strawberry growing operations. 
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Land Management at Beerenberg

The land is divided into various patches, where 
each patch goes through a four-year rotation 
cycle. Strawberries are grown on a patch 
for two consecutive years and subsequently 
rested for another two years to maintain soil 
structure and prevent any disease build-up. Soil 
is tested regularly to determine the fertigation 
needs for each patch of land. The patches are 
subsequently prepared using a plasticulture 
system — which is mounding the soil into plateau 
rows covered with polythene film to provide 
plants with deeper soil and good drainage, 
to warm the soil faster, control for weeds and 
promote quicker growth. The strawberries 
are kept clean and rot-free by being out of 
the soil. This is carried out using a specialised 
tractor-machine and during this process, the 
machine can be used to place dripper lines for 
irrigation and also fertigation, soil fumigation or 
disinfestation if required. 

Strawberry Cultivation

Around 150,000 fresh strawberry runners are 
manually planted in March each year. Beerenberg 
has been using the Albion cultivar (Fragaria 
x ananassa) for the past 15 years, which is a 
hybrid developed and patented by the University 
of California, Davis. It is an ever-bearing variety, 
producing several crops of fruit throughout the 
season with outstanding flavour and attractive 
internal and external colour. These are sourced 
from Toolangi Certified Strawberry Runner 
Growers Co-op Ltd in Victoria, a licenced 
breeder and nationally acclaimed supplier of 
strawberry runners of acceptable standards 
under Government supervision.

During the year, soil and sap sampling is 
carried out periodically and sent to Melbourne 
to assess for any deficiencies or if additional 
fertilisers are required. Strawberry cultivation 
requires a minimum density of bees per hectare 
for pollination; however, this is not currently 
an issue at the Beerenberg farm, as there are 
sufficient feral or wild honeybees and insects 

in the Adelaide Hills area. The picking season 
usually runs from November until April, with the 
‘pick your own strawberries’ business operating 
daily from 9am–5pm. A patch is open to the 
public for picking over three days, before rotating 
with another patch to enable the continuous 
production and picking of fruit. Beerenberg 
will then pick all leftover strawberries for jam 
manufacture in the factory.

Challenges in labour shortage

Strawberry cultivation is seasonal and labour 
intensive. The biggest challenge faced in this 
stage of the supply chain is the shortage of 
available labour. Unlike crops that can utilise 
mechanised harvesting methods, Beerenberg 
faces the ongoing challenge of casual labour 
supply and rely predominantly on backpackers 
for the planting and picking of strawberries. 

Challenges in water supply

Good quality water is deficient in South Australia, 
with issues of high salinity levels affecting 
strawberry yields. Beerenberg has managed to 
overcome this with the construction of several 
large dams on its site in 2001. These now serve 
as the current key source of water, in addition to 
bore or groundwater.  

Challenges in diseases and pests

Other challenges faced include diseases and 
pests. The main problem surrounding the 
Adelaide Hills region is charcoal rot or dry-
weather wilt. Caused by a soil-borne pathogen, 
Macrophomina phaseolina, it results in wilting, 
collapse and brown necrotic areas in the cortex 
and along the vascular tissues of the strawberry 
crown. Macrophomina phaseolina thrives in 
high soil temperatures over 27°C and low soil 
moisture. Traditionally, methyl bromide was used 
to keep the pathogen under control; however, 
this is currently being phased out worldwide 
because of its toxicity and detrimental effects 
on the ozone layer. Beerenberg has had to use 
other, less effective, fumigants. Until improved 
application techniques for currently registered 
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fumigants (e.g. use of impermeable barrier 
films) or new fumigants (e.g. cyanogen) are 
established and approved, charcoal rot is an 
ongoing problem throughout the Australian 
strawberry industry. 

The two-spotted mite and western flower thrip 
are the main pests found in strawberry plants. 
These are largely controlled biologically with the 
introduction of predatory insects sourced from 
Western Australia, or chemically with pesticides. 
Snails and wild ducks are also a menace, but 
they do not cause severe damage to the fruit. 
Beerenberg adopts a strategy of regular and 
thorough monitoring which enables it to manage 
pest populations while they are still in relatively 
low numbers resulting in fewer actions or lower 
costs incurred. 

Scope for further value co-creation in strawberry 
cultivation   

Beerenberg has experienced consistent growth 
over the years with increased sales and demand 
for strawberries. While the company had started 
with the ‘pick your own strawberries’ as its 
core business initially, the production of jams, 
pickles, sauces, dressings and condiments has 
become equally important today. It occasionally 
needs to purchase additional strawberries from 
other growers in South Australia when supply 
is insufficient. Ultimately the business intends 
to produce more strawberries itself to meet this 
growth challenge.  

As a result, the business is exploring the 
possibility of diversifying into hydroponics as 
a productive and efficient form of strawberry 
cultivation. Hydroponics produce higher yields, 
as ideal water and nutrient levels can be easily 
maintained to produce plumper, juicier and 
sweeter unblemished fruit. This would enable 
Beerenberg to cultivate more strawberries on the 
same piece of land each year, elevated on tables 
or vertically tiered to maximise the use of existing 
land. It allows for faster and less fatiguing picking 
and easier maintenance, where pests and other 
diseases can be avoided. The climate can also 
be controlled (using plastic tunnels or cloches) to 
activate earlier harvest or continuous production 
all year, thereby giving a competitive edge. As 
hydroponics will require substantial investments 
with new equipment, machinery and other inputs, 
Beerenberg intend to trial it in 2020 with a small 
section of the farm, at an anticipated cost of 
around $500,000.  

“We need more and more strawberries. The biggest 
challenge now is keeping up with growth. There are 
strawberry farms in Yarra Valley that do hydroponics. I 
also know the strawberries look good and taste good. 
Hydroponics will be lots easier to pick. They grow them on 
tables and you don’t have to bend down to pick them. You 
never know if you don’t try.”

Robert Paech, Farm Manager and Managing Director
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The business is constantly striving to find new 
and innovative ways to cater for growth and 
maximise its value proposition. Secondly, the 
willingness to take calculated risks allows 
Beerenberg to differentiate itself from its 
competitors and achieve competitive advantages.

Pre-manufacture processing and storage
Most of the fruit that is purchased or grown by 
Beerenberg go through an additional processing 
stage before it reaches the factory. A few 
contracted suppliers add value by peeling, 
slicing, dicing or pureeing the fruit according to 
Beerenberg’s specifications. This co-created 
value is made possible with the high level of 
customisation, personalised service and long 
term ongoing collaborative relationships built over 
the years. 

All processed fruit is kept in cold storage by a 
contracted refrigerated logistics and warehousing 
provider before being sent to Beerenberg’s 
factory to be manufactured into jams, sauces 
and condiments. All these suppliers are HACCP 
accredited, reputable for their quality assurance 
and operate with a strong focus on business-to-
business (B2B) relationships, customer service 
and cold chain compliance. 

Jam manufacture
With the new, bigger factory equipped with 
modern infrastructure, Beerenberg’s production 
has become more flexible and scalable than 
ever. The 2,600 square metre factory, which 
meets Global Standards for Food Safety, required 
site demolition, civil works, 500 cubic metres 
of concrete works, and installation of services 
including new electrical, lighting, hydraulic and 
mechanical services to suit the new building fit-
out . Other works included building structural 
modifications to suit the building design and 
plant and equipment locations, all joinery works, 
furniture, fittings and equipment to the quality 
assurance, laboratory, new product development 
and maintenance facilities (McMahon Services 
2017). The business also invested in two 
additional DC Norris open steam cooking kettles, 

manufactured in England, to complement the 
other new equipment and machinery, enabling it 
to produce over 15 tonnes of product and handle 
60,000 bottles in an eight-hour shift with better 
quality control. 

“These allow superb control of a batch temperature and 
weight and also allow for faster turnaround time between 
batches. Every batch will be cooked precisely the same way 
every time and then once bottled a cooling tunnel brings 
down the temperature quickly so that the product does 
not continue to cook in the bottle. These kettles will allow 
extra batches to be made during the day as they are much 
more efficient reaching a boil and then quicker to clean out 
between batches.” 

Robert Paech, Farm Manager and Managing Director

The new production line was designed and 
built in partnership with Victorian packaging 
equipment manufacturer Recopak, and 
Recopak’s partner in Italy, FBL Food Machinery. 
Recopak manufactured seven of the new 
machines and all conveyors at its Cobram 
factory. Recopak’s involvement included the 
supply of 12 items of new machinery, four 
relocated machines, more than 150 metres of 
conveyor and a complete line control system 
comprising three zones, each with colour touch 
panels for operator interface. FBL supplied a 
new capper and depalletiser to the facility in 
partnership with Recopak (The Lead 2018).

“The state-of-the-art controls enables one operator to 
change the width of all conveyor guide rails by selecting the 
required format. Fast changeover was an important part of 
the scope, and it is working extremely well. We are able to 
monitor the complete line control system from our Cobram 
office and make any necessary changes online.” 

Bill Dopper, Recopak’s Managing Director in PKN Packaging 
News (2018)

The new factory officially commenced operations 
in June 2018, enabling better quality control over 
the cooking and bottling of product, and allowing 
Beerenberg to expand its production volume 
to meet growing demand. According to Paech, 
there are also plans to purchase additional new 
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Figure 3.  Beerenberg’s total sales from 2006–2018

equipment to increase the production of the 
14g portion serve foil packs. This significant 
investment allows for scalability, quality and 
efficiency of production, leading to value creation 
at the manufacturing stage of the supply 
chain. This will also provide scope for further 
business growth. 

Wholesale and Export
The success of Beerenberg’s expansion in 
export markets for the past 30 years is largely 
attributed to Anthony’s late father, Grant 
Paech. Grant frequently travelled overseas 
to make this happen, attending various 
food industry trade shows and food service 
exhibitions and establishing many personal 
relationships with foreign intermediaries, such 
as agents, distributors and importers, who 
were predominantly small family businesses. 
This was reinforced by the market positioning 
of Beerenberg as a family-owned business, 
producing ‘homemade’, authentic products from 
Australian produce. 

Beerenberg’s exports have been successful 
since the beginning and represented over 22% 
of total sales from 2006–12 (Figure 3). However, 
the export share of total sales fell to an average 

of 11% from 2013 onwards. This is due to the 
growth in domestic sales, where marketing and 
new product development efforts have been 
largely targeted. Export sales appear to be driven 
by pre-existing strengths in the domestic market. 
The innovative Provenance Pathway initiative, 
rebranding and particularly the introduction of the 
new labels in 2013 sparked significant growth 
in domestic sales, and this growth has been 
sustained since. 

Beerenberg’s Export Strategy

Beerenberg’s export strategy primarily focuses 
on strengthening relationships with existing 
B2B customers, i.e. intermediaries, and finding 
innovative solutions to increase export volume 
and profitability. As Beerenberg’s price points 
confine its products to a premium market 
positioning, it is challenging to compete 
in overseas retail markets on price alone. 
Beerenberg has tested a couple of retail markets 
in Asia in the past, such as Singapore, but was 
unsuccessful because of local and overseas 
competing brands, as well as the high listing fees 
in major supermarkets. However, retail sales in 
Indonesia are steadily growing because of the 
strong ties with Beerenberg’s distributor. 
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Beerenberg has an optimistic outlook and a 
drive for growth, which is part of Grant Paech’s 
legacy, where risks are necessary and key to 
success. Failure in one venture can be seen as 
a learning lesson and stepping stone to success 
in future ventures. The business is now steadfast 
in strengthening the relationships with existing 
customers in current retail markets to build 
the brand and increase volume collaboratively. 
There are also plans to target new markets in 
the USA, UK, Canada, NZ and South Africa with 
the development of a new retail package and 
sales kit. 

Beerenberg has always been more successful in 
the food service sector than in the retail sector 
because of the unique portion serve products 
(30g jars and 14g foil pack containers) offered 
in many hotels, airlines and restaurants. The key 
markets are Japan, China, Pacific and South-
East Asia. Export sales have been increasing 
over the past few years, but at a much slower 
rate than expected and profits from export 
are still relatively low. This is because of the 
complexities in export, longer processing and 
administrative requirements and the costs 
involved in manufacturing portion serve products. 
As a result, the business is considering a revision 
of its pricing strategy for the food service 
products to reap a reasonable net profit as well 
as find innovative ways to gain from this channel. 

The trading terms for Beerenberg’s products tend 
to adopt an ExWorks or Cost and Freight (CFR) 
approach. Most products exported are managed 
CFR, where Beerenberg pays for freight and 
carriage of goods by sea to a port of destination 
and provide the B2B customer, i.e. agents, 
distributors, importers, with the documents 
necessary to obtain the goods from the carrier. 
The CFR that Beerenberg deals with are usually 
for full container loads ranging from 14–20 
pallets, although it is flexible and sometimes 
deals with less than a container load or mixed 
products in a pallet. 

There are also companies from Melbourne, 
Sydney and Queensland whom Beerenberg 
engage for the consolidation of its products 
with other products into larger containers to be 
shipped from an interstate port.  

The majority is exported by sea and very 
occasionally by air for urgent consignments. 
Beerenberg relies on several logistics providers 
(freight forwarders, consolidators and shipping 
carriers) to assist with its container movement. 
This is contracted based on a rate schedule 
applied for different countries and transit times. 
Some of these well-known shipping companies 
include Kuhne+Nagel, DB Schenker, ECU 
and Expeditors. 

Beerenberg 14g foil pack 
containers.
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Beerenberg’s relationships with freight 
forwarders are critical as these companies play 
a role in firstly organising for the live loading 
of the pallets into containers at Beerenberg’s 
warehouse, and secondly in securing the best 
rates with shipping companies. For example, 
some shipments could take slightly longer if they 
are trans-shipped in another country but result in 
lower costs. 

Staying abreast with export requirements

The export environment has evolved over the 
years with increasing rules and regulations 
imposed by various overseas governments. 
There are labelling requirements and rules, 
testing, audits and certificates for quality 
assurance and food safety and general import 
requirement paperwork. There is also the need 
to meet the requests of agents, distributors and 
importers. These requirements vary depending 
on the country exported to and how the 
cargo is transported. Some examples include 
Certificates of Australian Origin, Certificates of 
Analysis, Certificates of Ingredients and halal 
certifications. 

Beerenberg is proactive in keeping up with new 
changes and schemes affecting the export of 
products. Beerenberg is currently applying for 
the Australian Trusted Trader accreditation, 
introduced in 2018. The Department of Home 
Affairs administers it with the Australian Border 
Force. This accreditation will enable Beerenberg 
to have access to a growing range of benefits 
that simplify the customs processes. The 
benefits include a reduction in red tape at the 
border, improved certainty in export markets, 
and expedited flows of products in and out of 
Australia. Accredited companies also receive 
priority processing through the National Trade 
Advice Centre and the National Refunds 
Intervention for tariffs, valuation and origin, 
advance ruling reviews, duty drawback claims, 
and refund and remission applications for 
customs import duty. 

Beerenberg is also considering the Known 
Consignor scheme implemented in March 2019 
for airfreight and administered by the Department 
of Home Affairs. This impacts all Australian based 
exporters and freight forwarders who need to 
adopt security measures for the preparation 
of all overseas air cargo (Australian Trade and 
Investment Commission 2019). From March 
2019, all air cargo being transported overseas 
from Australia are required to be examined at 
piece-level (box, carton, other similar items) 
by technology or physically, or originate from 
a Known Consigner. As a result, all air cargo is 
subjected to additional cost and delay. Exporters 
can either employ an Australian Government 
approved Regulated Air Cargo Agent to examine 
air cargo at piece-level or be approved directly as 
a Known Consignor so they can secure air cargo 
originating from their business.

One of the biggest challenges facing any exporter 
is the impact of currency fluctuations. Some 
years ago, Beerenberg was hit by the surge in 
the Australian dollar and found they could not 
compete against cheaper European brands and 
inequitable trading rules. 

“Five or six years ago it was pretty even — we could 
definitely compete — but overnight it turned against us by 
nearly 30% through country currency movement, and all 
of a sudden no amount of quality or good branding could 
overcome a gap that big.” 

Anthony Paech, Managing Director (Crowe 2018)

Intermediaries (distributors, agents and importers)
A key reason for exporters to include 
intermediaries in their supply chains is their local 
market knowledge, as well as the ability to seek 
customers and promote products. Beerenberg’s 
export strategy entails a collaborative business 
model with its intermediaries, as many of these 
firms operate in business-to-business markets 
and deal with a vast range of products. These 
intermediaries need to understand Beerenberg’s 
value proposition and product offering as 
they generally implement salesforce actions, 
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advertising, training for staff to provide service 
to customers on a specific line of products, 
and participation in trade shows. The use 
of independent intermediaries involves the 
delegation of decision rights and responsibility 
related to logistics, sales, marketing, and service 
activities (Coughlan et al. 2001). They add value 
to Beerenberg’s products through the flows of 
physical possession, ownership, promotion, 
negotiation, financing, risking, ordering, and 
payment terms in foreign markets.

Maintaining symbiotic relationships

The personal relationships established with 
Beerenberg’s overseas intermediaries have 
expanded to include quality assurance officers, 
account managers and import regulators. 
Managing director, Anthony Paech walks in 
his father’s footsteps and personally meets 
regularly with these businesses to maintain the 
relationships. This also helps to keep abreast 
of evolving consumer tastes and to explore the 
introduction of new products, for example, the 
recently introduced cheeseboard pastes, meal 
bases and slow cooker sauces. The symbiotic 
relationship enables value co-creation in 
wholesale and export markets. Joint efforts help 
both parties meet requirements and comply with 
regulations in Australia and importing countries. 

An example is the help received from Indonesian 
distributor, Masuya Graha Trikencana. This 
enabled Beerenberg to navigate government 
regulations requiring foreign food labels 
to conform to local language and product 
specification requirements. There were also 
additional customs rules controlling what could 
be printed on product cartons.

“That would have been a big issue for us if we had first 
to understand the government requirements and then to 
comply with them. It made all the difference having our 
distributor on the ground. Having people you can trust and 
work with is absolutely vital. If you’ve got a solid relationship 
of trust (with your distributor), you’re halfway there.” 

Anthony Paech, Managing Director in Asialink Business 
(2016)

The relationship with Masuya since 1993 
has been critical to Beerenberg’s success in 
Indonesia. It started initially with the miniature jars 
of jam sold in Bali for the food service sector, the 
five-star hotels and resorts. The expansion of the 
product range has allowed penetration into the 
retail market in Jakarta supermarkets. Through 
the joint efforts of Masuya and Beerenberg, 
consumers now include middle-class locals 
who seem to purchase a broader range of high 
quality, premium-priced food. 

“It’s about maintaining relationships and staying relevant. 
For us to have products that Indonesian consumers want 
to buy, we have to visit the market and really understand 
its consumers.” 

Anthony Paech, Managing Director

Angliss has distributed Beerenberg’s products 
in Singapore for the past 15 years. Its focus 
is on the food service sector. It is equipped 
with a 5,000 tonne cold room, processing 
facility and test kitchen all certified with 
HACCP and ISO 22000. It is internationally 
renowned for its emphasis on quality assurance, 
with comprehensive programs in supplier 
management, production, packaging and 
distribution. The company won Asia’s Most 
Trusted Company Awards in 2018. The business 
invests heavily in the credibility and marketability 
of products in the Singapore market. 

Angliss buys several of Beerenberg’s products. 
The 300g jams are in online retail stores such 
as The Butcher, Redmart and Huber’s Butchery 
in Singapore, while the portion serve and bulk 
condiment products are supplied to the food 
service sector. Angliss sees itself as a one-stop 
solution for the food service sector and offers 
product bundles, which include Beerenberg’s 
products. Its customers also include hotels such 
as Marriot and Shangri-La, where products are 
sourced through a group buying process for their 
entire Asian operations. 
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The procurement strategy adopted by Angliss 
is sales-led with a careful selection of suppliers 
based on their background, experience, stability 
and growth potential. Beerenberg’s relationship 
with Angliss is long established, over 15 years. 
There is scope for value co-creation as Angliss 
sees potential for Beerenberg’s bulk condiments 
to grow in Singapore’s restaurant and catering 
market ever since the new, unique ingredients 
products were introduced. Angliss is a preferred 
supplier to the food industry, because it conducts 
market research regularly, has a good clientele 
base and understands the products it imports. 
The company regularly organises events and 
attends trade shows where Beerenberg’s 
products are actively promoted.     

Value co-creation by intermediaries

Other intermediaries do not only serve B2B 
customers but also adopt a business-to-
consumer (B2C) model. They market and sell 
Beerenberg’s products directly to consumers 
using retail websites and online stores. 
Beerenberg’s distributor in the Philippines, 
Silverware Corporation, co-creates value by 
designing its own packaging using Beerenberg’s 
logos and selling directly to consumers. 
Beerenberg’s portion serve 30g jam jars are a 
specialty item during the Christmas festive period 
where they are packaged in specially designed 
boxes or gift packs. Similarly, its distributor in 
Hong Kong also customises the portion serve 
30g jars of honey to be sold as wedding favours. 
Other distributors put together hampers and gift 
packs with Beerenberg’s products for retail.

Beerenberg 30g jars.
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A business model that enables value creation

Beerenberg’s business structure operates 
both as a farm that grows strawberries for 
a ‘pick your own’ strawberry business and 
a manufacturing company producing jams, 
sauces and condiments for domestic and 
international markets, both in retail and 
food service. Its success is attributed to its 
market-oriented culture. It takes risks and 
has invested over the long term in growth 
and competitiveness. Beerenberg has come 
a long way, embracing change and risks to 
create value. This is evident from the single-
serve portions for airlines and 
hotels to the rebranding and 
label design shifts, and the 
provenance assurance system 
— all of which were driven by 
the desire to meet customer 
needs more effectively.

The growth in domestic sales 
allowed Beerenberg to expand 
with a larger factory equipped 
with state of the art machinery 
and infrastructure. This has 
created strong value in the 
production of jams, sauces and 
condiments through greater 
flexibility, efficiency, volumes 
and better quality. 

There are also value-creating 
activities evident throughout 
Beerenberg’s supply chain, such as the 
upstream sourcing of inputs (i.e. certified and 
reliable strawberry plant runners) and supply 
of fruit from established and reputable growers 
delivering quality and premium fruit. Value is 
also created through reliable logistics providers, 
administration of accreditation and certification 
requirements, and relationship management 
with intermediaries. This particular stage of the 
supply chain is driven by an export strategy 
focused on collaborative business models with 
intermediaries to increase volume and profit. 
The role of intermediaries and the relational 
embeddedness of value co-creation in B2B 

and B2C markets help to deliver Beerenberg’s 
value proposition and brand promise globally. 
This is critical as intermediaries assume 
responsibilities for physical distribution, market 
timing, sales and marketing, and financial risk-
taking activities in their respective countries. 
The co-creation of value implies that exchanges 
with intermediaries should not be viewed solely 
as discrete transactions, but as business 
relationships based on mutual trust and long-
term commitment. 

Beerenberg’s emerging presence in global 
markets is fuelled by its growth and success 
in the domestic market. As a family-owned 
business operating for six generations, 
Beerenberg is committed to excellence and 
aspires to be the best in everything it does. 
With an innovation and growth mindset, and 
leadership skills, the business will continue 
to be resilient, take calculated risks and 
invest in its people, products, processes and 
strategic alignment. 
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Partnering for 
Customer Value
The Agribusiness Food and Trade (AFT) 
directorate of the Department of Primary 
Industries and Regional Development 
(DPIRD) works to enable growth in the 
value, competitiveness and diversification 
of the WA agrifood sector through 
facilitation of value adding, investment and 
export for the benefit of the community. 

As part of this work, Partnering for 
Customer Value is providing research 
and business intelligence on practices 
that lead to international competitiveness 
and improved export capacity. A portfolio 
of cross-sector case studies shows real 
world examples of how businesses can 
build strategic relationships by delivering 
true value to their customers.

For more information  
 agric.wa.gov.au/p4cv

dpird.wa.gov.au

Disclaimer: The information contained in this document comprises general 
information only and is not intended as financial or investment advice. The 
information is provided in good faith but the Department of Primary Industries and 
Regional Development makes no representation or warranty as to its completeness 
or accuracy. You should not act or fail to act on the basis of any information in 
the document. Persons accessing this document should obtain independent 
professional advice before making any financial or investment decision based on 
information contained in it. The Department of Primary Industries and Regional 
Development accepts no liability whatsoever, including in negligence, for loss 
or damage caused by use of or reliance on this document and the information 
contained within it.

Phone: +61 1300 374 731 
Email: enquiries@dpird.wa.gov.au 
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