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Improving Scotland’s 
food and drink businesses 
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For any partnership to be successful, it is 
important that it is based on trust, shared 
goals and mutual understanding. These 
don’t come instantly. You and your 
partners need to prove to each other, 
over time, that: you do deliver on your 
promises; you are committed to a long 
term, sustainable relationship and will 
not sell each other out for short term gain; 
you are willing to share information of 
mutual interest, and are working towards 
the same shared goals.

Many partnerships start off by tackling 
one shared issue and if that joint working 
is successful for both/all parties, the 
collaborative relationship starts to develop.

For the Argyll Food 
Producers, a group 
of companies working together to 
break into the event food market, any 
problems with trust, communication  and 
competition were overcome with the 
presence of a facilitator – Fergus Younger 
of the Argyll and Bute Agricultural Forum.  
In the beginning, Fergus had to do most 
of the work arranging meetings by phone 
and email. But, as the group has matured 
and the benefits of collaboration to 
service this market have become  
clear, the group members now tend 
to communicate more frequently and 
directly with each other.
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Another of the main issues which the 
members had to address was competition, 
both among themselves and from new 
companies wanting to take part.  At 
first, there was some friction between 
those with similar products. But, although 
they still compete, they are willing to 
collaborate at the events because they 
can all potentially make a good profit. 

More producers now want to take part in 
events under the Food From Argyll banner 
- but, in recognition of the risk taken by 
the original seven members, companies 
with competing products aren’t invited 
to take part unless one of the original 
group with a similar product opts out of 
an event. 

Key points from this case study: 

•	 a third party can help facilitate 
	 companies which want to 
	 collaborate

•	 they had to agree to co-operate in 
	 this market whilst remaining 
	 competitive in other markets

For David Sands and 
Stephens Bakers, trust 

developed as each partner saw how the 
other was prepared to operate the in-
store bakeries.

One of the key elements for success 
happened during the trial of a Stephens’ 
in-store bakery at the David Sands’ Kelty 
store in 1997.  According to David Sands, 
when a Stephens’ director visited the trial 
store regularly, it demonstrated to him 
Stephens’  commitment to the in-store 
concessions. 

For Andre Sarafilovic, Managing Director of 
Stephens Bakers, the most refreshing thing 
about the initial stages of the relationship 
was David Sands’s willingness to listen to 
advice on how the in-store bakery should 
work and how goods should be displayed 
and marketed. 

They are very open about profit margins, 
as both businesses are, to an extent, 
dependent on each other for building 
profit. Both understand that profits have 
to be fair to ensure that each company 
thrives.  Both agree that regular contact, 
as well as formal meetings and reviews, 
is essential to building this kind of 
relationship.

Key points from this case study: 

•	 a similar pedigree and values can 
	 be very important to a collaborative 
	 relationship 
•	 a willingness to learn from each other 
	 is important
•	 trust and openness are essential to 
	 maximising the opportunity    

When Mackie’s, the ice cream 
manufacturer, and Taypack, one of 

the UK’s largest potato growers and 
manufacturers, got together to produce 
a premium crisp brand, they found that 
the companies had a lot in common. 

They both wanted to grow their companies 
- Mackie’s by maximising its brand and 
Taypack by maximising its product value; 
both had identified the premium crisp 
market as a growth opportunity; and 
both had similar corporate values across 
important issues like product quality, 
treatment of staff and environmentally 
friendly management. Each company 
began as a family farming business and 
their entrepreneurial spirit has helped 
each to develop, diversify and grow.

But whilst they could see the benefits of a 
joint venture, they also realised that they 
needed some help to hammer out the 
detail of the joint venture agreement

SAOS, through its Cultivating Collaboration 
(C2) project, provided help and expertise 
to both parties, acting as an independent 
facilitator, helping them to structure and 
direct discussion to the most important 
matters first, taking them  through different 
scenarios and the impact these could 
have on the individual businesses, as well 
as the joint venture. 

Key points from this case study: 

•	 a third party helped the companies to
	 develop the terms of the agreement 
•	 a similar pedigree and values can 
	 be very important to a collaborative 
	 relationship 
•	 trust and openness are essential to 
	 maximising the opportunity  

Salmac, formed in 1985, is a major 
distributor of Scottish seafood. Salmac’s 
core products now include prawns and 
scallop meat, as well as salmon, and the 
company has offices in Aberdeen and 
Boulogne-sur-Mer, France. The success 

of the company is due largely to the 
approach its Managing Director, Andrew 
Walker, has taken with his suppliers and 
the open and transparent relationships 
among them all.

The salmon farmers he works with 
guarantee him their entire product and 
he remits payments of actual sales values 
less costs and a standard Salmac margin 
percentage. Salmac takes approximately 
a 3% margin – around 6p if the salmon 
sells for £2 per kilogram, 9p if it makes £3. 
This ensures Salmac has secure access 
to large volumes of salmon of consistent 
quality and, because of the volume, 
means it can afford to restrict the margin 
it takes.

The suppliers are happy with these 
arrangements because they make more 
than other farmers. They are also part of 
an open and transparent chain where 
each party knows exactly what the other 
is gaining.

For Andrew, it is the security of supply and 
guaranteed access to quality produce 
which makes it worthwhile for Salmac. 

Andrew is clear that an honest relationship 
is the key to success. He is also convinced 
that these types of profit sharing 
arrangements within chains can only 
work if the suppliers are in an exclusive 
arrangement with the dealer.

Key points from this case study:
	
•	 trust and openness are essential to 
	 maximising the opportunity  
•	 a fair division of profits means that all 
	 those in the chain benefit 


