
Partnering for Customer Value 1

Department of
Primary Industries and
Regional Development

Patterns of Success:
Insights on how to succeed from 
11 agribusiness case studies

• WA has a relatively small domestic 
market, requiring agrifood 
companies to ‘export’ outside of 
the state in order to grow

• WA agrifood industry is majority 
small and medium sized 
enterprises 

• Australia has a relatively high 
business cost structure

• High growth rates; Asia’s share 
of the world’s economy has 
increased from less than 20% in 
early 1980s to 42% today1

• Projected to continue into future; 
Asia is forecast to account for 
60% of global consumption by 
2030 and home to two-thirds of 
the world’s middle-class2

• Are there lessons WA businesses 
can learn from their stories?

• Are there common ‘patterns 
of success’ that have led to 
consistent business growth? 

• Can these business practices 
be applied in WA to increase the 
opportunities for export success?

Why the Partnering for Customer Value 
(P4CV) initiative?

2
WA’S KEY EXPORT MARKETS 

ARE INCREASINGLY ATTRACTIVE; 
WA AGRIBUSINESSES WANT TO 
BE SUCCESSFULLY COMPETING 

IN THEM

3
P4CV INVESTIGATED 

AGRIBUSINESSES FROM  
OUTSIDE WA

1 Government of Western Australia Department of Jobs, Tourism, Science and Innovation (2018) Asian Engagement Strategy Consultation Paper, JTSI
2 Michael Dean (2019) The extraordinary opportunity in Asian Ag & Food Technology, AgFunder News
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1
EXPORT MARKET DEVELOPMENT 

IS CHALLENGING, TIME 
CONSUMING AND EXPENSIVE, 

ESPECIALLY FOR SMALLER FIRMS
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11 case studies profiling 14 agribusinesses
Industry
Horticulture, livestock, dairy, grains, seafood and 
processed foods 

Location
Australia, New Zealand, Europe and the United Kingdom

Size
Small, medium, large

Findings
Successes and failures with equally important lessons

Shows that no matter ‘who, where or what’, a set of key 
business practices have improved chances of success

Patterns of Success

Are there common patterns in what successful businesses do?   
Yes. The case studies show five key ‘patterns of success’.

Table 1.  Case study businesses demonstrating the patterns of success

Strategic 
Relationships

Whole  
Product

Customer 
Value

Customer 
Development

Value Chain 
Partnering

Manbulloo ● ● ● ● ●
Dingley Dell Pork ● ● ● ● ●
Zespri ● ● ● ● ●
OBE Organic ● ● ● ● ●
Mountain Milk ● ● ● ● ●
Sun Lychee & Exotico ● ● ● ● ●
Beerenberg ● ● ● ● ◑
Greenyard Frozen ● ● ● ● ◑
Island Fresh Seafoods ◑ ○ ◑ ● ◑
Blue Stripe, ProForm Foods & 
Darwin Prawns ○ ○ ◑ ◑ ○
Carlsberg Null-LOX ○ ○ ◑ ○ ○
Key:
● Case study demonstrates strong application of business practice
◑ Case study demonstrates some application of business practice
○ Case study demonstrates little or no application of business practice

The 11 case studies are published separately and will be available at:

agric.wa.gov.au/p4cv

To support the process of developing 

relationships with retailers, Zespri has hired staff 

with experience in market research and CPG 

marketing and set up two specialised units in 

Singapore: the Consumer and Shopper Insights 

& Analytics team, which studies consumer 

perceptions and behaviours to inform marketing 

decisions; and the Marketing and Sales Centre 

of Excellence, which develops key-account 

management programs to improve service 

to retailers. 
“It has been a journey of discovery over the last decade. 

We had been working with distributors and we realised we 

needed to get closer to the retailers and then we discovered 

we needed to get a better understanding of consumers. 

It wasn’t that we were stumbling along but as we made 

progress along the value chain we realised the necessity 

for a consumer-centric approach. We have got faster 

through those steps as we have progressed and as we have 

brought new talent into the business, who have more of an 

FMCG background.”Linda Mills, Chief Market Performance Officer, Zespri 

(Singapore)
What makes Zespri different is the focus on 

quality at the high end of value, with significant 

investment in brand advertising, marketing 

and promotions to raise brand awareness 

(emotional availability) and create the pull to 

match the push. This in turn supports the goal of 

developing stronger relationships, with retailers 

who see the benefit of working more closely 

with Zespri and giving the brand more shelf 

space and distribution to grow its business, for 

mutual benefit.“Kiwifruit is an under-developed category, and therefore 

most retailers really appreciate our investment in driving 

awareness of the category and the brand.” 

Dan Mathieson, CEO, ZespriZespri’s investment in emotional engagement, 

through targeted marketing and advertising, is 

designed to ensure consistency regarding the 

global messages about the brand. So, all of the 

messaging seeks to communicate the same 

core values — dynamic and self-assured but 

grounded with humility and playfully charming. 

“The aim is not only to engage in the decision making 

factors that are ‘above the surface’ and rational, but in the 

70% of factors that drive peoples’ decisions that are below 

the surface and emotional.” Oliver Broad, Communications Manager, Zespri

The development of the ‘Zespri System’ has 

both driven and been driven by Zespri’s evolution 

from being supply focussed — “here is the crop 

please sell it” — to distribution focussed — 

increasing sales through a diversity of markets 

and distribution channels — to consumer 

focussed — understanding what consumers 

want in order to develop added value and 

emotional engagement. The development of 

robust systems and processes has facilitated the 

transition and enabled Zespri to capture more 

insights and build collaborative relationships 

along the supply chain.Production and distribution are critical pillars, 

which is why Zespri has focussed on excellence 

in the orchards and maintenance of quality 

through the supply chain, but it is its engagement 

with the consumer for the development of 

the brand, which creates the demand pull 

and enables Zespri to avoid competing purely 

on price.
“At the end of the day what differentiates Zespri is the 

downstream relationships with distributors, retailers and 

consumers and the IP upstream with the growers, the plant 

breeding programme and the systems we have in place to 

support all of this.” Jiunn Shih, Chief Marketing Officer, Zespri (Singapore)
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A framework for market development—optimising 

the return on marketing investment 
Balancing demand and supply is a real challenge 

and the strategic goal of Zespri’s sales and 

marketing team is to grow demand ahead of 

supply. To achieve this Zespri invests around 

$150 million annually on consumer advertising 

to build awareness, promotions and retail 

merchandising to encourage trial purchase. The 

potential for growth in global demand is almost 

unlimited and the growth targets that Zespri has 

set itself are ambitious. This means the sales and 

marketing team have to make tough decisions 

every year about where to allocate resources. 

“We found out that we were allocating too much resource 

(time and/or money) in small markets where we were not 

getting the traction. It is about optimising our (sales & 

marketing) spend whilst recognising that even the smallest 

markets need a minimum spend.”
Bert Barmans, General Manager, Zespri (Europe)

In 2017, Zespri started work on a market 

development framework, to help the sales and 

marketing team with their planning and decision-

making, and ensure it achieved the best possible 

return on its investment in promotion and 

advertising. The framework was rolled out in 2018 

and the defi nition of targets and metrics is still a 

work in progress but the framework is another 

critical step in Zespri’s journey of building a global 

business, adding structure and process to the 

capacity for innovation and helping it identify the 

appropriate marketing investment to make in the 

diversity of markets that Zespri serves.

“All markets are important but the framework helps us to 

understand their respective roles and allocate resources 

accordingly. We have always had priority markets — those 

that return the highest value — but the framework will help 

us to identify the nature of investment as well as the level of 

investment to drive growth.” Linda Mills, Chief Market Performance Offi cer, 

Zespri (Singapore)
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Zespri International Limited

Company introduction

Zespri is the world’s largest marketer of kiwifruit, selling into more than 50 countries and managing 

30 per cent of the global volume. Formed during 1997, grower-owned Zespri’s global headquarters 

are based in Mount Maunganui, New Zealand. During 2018–19 Zespri sold 167.2 million trays of 

premium-quality Zespri kiwifruit globally, worth NZ $2.94 billion.

Snapshot: Zespri International Limited

Concepts

Snapshot

Industry

Horticulture

Location

Mount Maunganui, New Zealand

Timeframe

• Established: 1997 (out of the Kiwifruit 

Marketing Board)

• Varietal switch: 2012 (due to PSA outbreak 

in 2011)

Transformation

PSA outbreak in NZ, devastating Zespri Gold 

variety (30% of export value)  Goal of doubling 

2015/16 revenue to reach NZ$4.5bn by 2025 

Key investments

• Yearly investment in R&D of ~1.5% of NZ 

kiwifruit revenue

• Invested $25m (matched by NZ 

government) to study and implement 

strategy to address PSA outbreak

• $150m annually on marketing

Key markets

Europe, Japan, China

“All markets are important but the framework helps us to understand their respective 

roles and allocate resources accordingly. We have always had priority markets – those 

that return the highest value - but the framework will help us to identify the nature of 

investment as well as the level of investment to drive growth.” 

Linda Mills, Chief Market Performance Offi cer, Zespri (Singapore)

Tools/Models

Created a market development framework in order to achieve best 

possible return on marketing investment across the full portfolio 

of export markets. It uses two variables (headspace and category 

development) to evaluate market opportunities.

Value chain 

partnerships

Market 

segmentation

Whole product 

offering

Customer 

development 
model

http://agric.wa.gov.au/p4cv
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Five key patterns of success

Highlights from the Patterns of Success report

1. Focusing on key strategic relationships
A strategic relationship is the opposite of the 
transactional relationship. There is a shared interest 
between both parties and business transactions are 
planned and delivered so that an attractive margin 
is earned at both ends. There is mutual regard and 
both parties are motivated to support each other’s 
continued success.

2. Delivering customer value 
The key insight from the case studies is the need to 
deliver genuine, differentiated customer value. WA 
businesses need to focus on competing through product 
differentiation that delivers customer value.  

3. Developing a ‘whole product’ offering
The ‘whole product’ offering bundles a physical product 
together with a range of the accompanying services 
(may also include emotional engagement components) 
that deliver additional value to the customer that a 
business’s competitors find hard to replicate.

Businesses therefore need to protect this investment (in 
developing a whole product) and establish a barrier to 
competition by making sure the advantages are “hard 
to replicate”.

It is in recognising these components of customer 
value and connecting them to a hard to replicate 
business capability that the most successful case study 
businesses demonstrate their entrepreneurial acumen.

4. Using customer development to investigate and 
understand customer needs
The key outcome from customer development process 
is to ensure that a business’s whole product delivers 
genuine, superior customer value before the business 
commits to scaling up to full commercial production.

5. Partnering between businesses to deliver a 
differentiated whole product
Partnerships allow businesses to develop and deliver 
customer value in novel ways previously beyond their 
individual capabilities.

The Patterns of Success: insights on how to succeed from 11 agribusiness case studies report is available at:

agric.wa.gov.au/p4cv
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» FOCUSING ON 
KEY STRATEGIC 
RELATIONSHIPS

» DELIVERING 
CUSTOMER 

VALUE

» DEVELOPING A 
‘WHOLE 

PRODUCT’ 
OFFERING

» USING 
CUSTOMER 

DEVELOPMENT 
TO INVESTIGATE 

AND 
UNDERSTAND 

CUSTOMER 
NEEDS

» PARTNERING 
BETWEEN 

BUSINESSES TO 
DELIVER A 

DIFFERENTIATED 
WHOLE PRODUCT

A framework for market development—optimising 

the return on marketing investment 
Balancing demand and supply is a real challenge 

and the strategic goal of Zespri’s sales and 

marketing team is to grow demand ahead of 

supply. To achieve this Zespri invests around 

$150 million annually on consumer advertising 

to build awareness, promotions and retail 

merchandising to encourage trial purchase. The 

potential for growth in global demand is almost 

unlimited and the growth targets that Zespri has 

set itself are ambitious. This means the sales and 

marketing team have to make tough decisions 

every year about where to allocate resources. 

“We found out that we were allocating too much resource 

(time and/or money) in small markets where we were not 

getting the traction. It is about optimising our (sales & 

marketing) spend whilst recognising that even the smallest 

markets need a minimum spend.”
Bert Barmans, General Manager, Zespri (Europe)

In 2017, Zespri started work on a market 

development framework, to help the sales and 

marketing team with their planning and decision-

making, and ensure it achieved the best possible 

return on its investment in promotion and 

advertising. The framework was rolled out in 2018 

and the defi nition of targets and metrics is still a 

work in progress but the framework is another 

critical step in Zespri’s journey of building a global 

business, adding structure and process to the 

capacity for innovation and helping it identify the 

appropriate marketing investment to make in the 

diversity of markets that Zespri serves.

“All markets are important but the framework helps us to 

understand their respective roles and allocate resources 

accordingly. We have always had priority markets — those 

that return the highest value — but the framework will help 

us to identify the nature of investment as well as the level of 

investment to drive growth.” Linda Mills, Chief Market Performance Offi cer, 

Zespri (Singapore)
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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 

Project Overview
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 our community. 

As part of this work, Partnering for 
Customer Value (P4CV) provides research 
and business intelligence on practices that 
lead to international competitiveness and 
improved export capacity. 

The P4CV initiative consists of a collection 
of related materials, events and programs. 
These include:

• 11 case studies of 14 businesses 
(staged release)

• Two page ‘snapshots’ of each of the 
11 case studies (staged release)

• Patterns of Success, a business 
practices report drawing together 
the insights and concepts from the 
case studies

• Dedicated pages within DPIRD’s 
website featuring the reports and 
case studies, videos of events, 
articles and links to external sources 
of information

• A series of events featuring the case 
study businesses and authors

The full Patterns of Success: 
insights on how to succeed from 11 
agribusiness case studies report is 
available at:  

 agric.wa.gov.au/p4cv

These five key patterns of success are interrelated

Together they work to drive the transition from a business with many transactional 
customer relationships that are not delivering the desired results, to a business with 
a set of strategic customer relationships that do. 

The ability to reposition customer relationships is unlocked by delivering genuine 
value through a differentiated whole product. 

Through systematic customer development, a business can understand exactly what 
its key customers truly value. 

Value chain partnering can then provide the capabilities to develop and deliver the 
whole product that meets these needs.

Driver: desire to move from transactional to strategic customer relationships

How:   through delivering customer value by supplying a whole product to the 
customer

Through:   a) using the customer development model to understand what customer 
value means to the customer; and

  b) using value chain partnering to develop and deliver the whole product to 
the customer

enables you
to understand

enables you to
develop and deliver

this shift requires delivering

by supplying a

STRATEGIC
RELATIONSHIP

TRANSACTIONAL
RELATIONSHIP

WHOLE PRODUCT

CUSTOMER VALUE

CUSTOMER
DEVELOPMENT

MODEL

VALUE
CHAIN

PARTNERING

http://dpird.wa.gov.au
mailto:enquiries%40dpird.wa.gov.au%20?subject=
http://agric.wa.gov.au/p4cv

