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Introductory Comments

It is essential to mention at a primary stage the existing and future difficulties during the compilation and completion of the marketing study.

1. Lack of information concerning the 4 salinas. The researcher should gain in-depth information of economic activity during the past years of operation, which is not available. In addition an on-site visit to the salinas could have unfolded a number of diverse opportunities for each of the salinas.

2. Lack of information for European salt production due to negative answers from a number of producers and associations.

3. The diverse features of the 4 salinas. It is obvious that when researching in marketing opportunities, a single element can form a completely different strategy for each one of the salinas. Therefore the marketing study will provide a general idea and not a detailed report on marketing measures for each one of them. The appropriate method would be to carry out four different studies based on the different features of each salina. A marketing plan could not present the expected results for more than one company, therefore we are negotiating in one study four individual marketing plans.
4. This study has not yet reached the final stage of submission (in terms of 4,5,6,7,8 & 10 case analysis). However, it constitutes a extended presentation of the issues to be analyzed in the project.

MARKETING AND RELATED MEASURES TO SELL THE TRADITIONALLY PRODUCED SALT AS A HIGH-QUALITY PRODUCT

1. 
Situation Analysis

Every day, each of the earth’s 5,9 billion inhabitants consume salt. Annual salt production has increased over the past century from 10 billion tones to over 200 million tones today. The US salt industry is the world’s largest salt producer, producing 45 million tons a year, whereas the Canadian salt industry produces 12,5 million tones from major rock salt mines. The total production of salt in 2001 including sea-salt, rock salt mining and vacuum-salt is presented in the following table (US Salt Institute,2002)

Table 1 - TOTAL PRODUCTION IN 2001 

COUNTRY
TOTAL PRODUCTION IN 2001 

 (in million metric tons) 

United States
45,1

China
32,0

Germany
15,8

India
14,5

Canada
12,5

Mexico
8,6

Australia
8,0

France
7,1

Brazil
7,0

UK
5,7

All other
57,7

Total production
214

Europe is a major salt producer. Salt production in places like Austria and Poland is a well-promoted tourist attraction. European Salt manufacturers are members of the European Salt Producers Association, through their national associations in countries like France, Germany and U.K. A major obstacle preventing the collection of the appropriate information to compile this study was the denying of ESPA (and its’ members) to provide information on European salt production. Therefore the only information used were based on the questionnaires answered by the ALAS partners.

According to information collected for the compilation of the economic study salt production and consumption in Western Europe in 1995, it appears that 16 Mt were imported to meet the needs of the western European market.

Table 2 – Production of Salt in 1995

Method
Quantity in tons
Percentage

Rock-Salt
12.460.320
34%

Sea Salt
8.429.040
23%

Vacuum Salt
15.758.640
43%

Total
36.648.000
100%

Table 3 – Consumption of Salt in 1995 according to end-use

End-use Sector
Quantity in tons
Percentage

Chemical Industry
9.163.500
44,7%

Road Salt
5.432.500
26,5%

Miscellaneous Industries

(water softening, animal feeds, plastic products, leather processing etc)
3.608.000
17,6%

Food Grade Salt
2.296.000
11,2%

Total
20.500.000
100%

It is obvious that the percentage of sea salt production and food grade salt consumption constitute the weakest market. In addition, the high transport cost per ton compared to the actual product value, discourages export and import business. Traditional Salinas should seek to increase sales of their product in the food industry, because selling price is higher and then estimate which is the most profitable sector so as to sell the rest of the salt produced. 

Furthermore it is essential to consider alternative products and services because the traditional dimension of the salinas cannot stand by itself within the market. A traditional business has to be promoted and operate as such in order to be viable. Successful cases within Europe (especially France) have proved the need for developing innovative strategies adjusted to the local macro-environment.

The marketing strategy to be analyzed will reflect the needs of a declining market such as the one of salt and seek to find alternative strategies to promote the so called ‘artisanal’ salt along with additional services which will finance the operation costs of a traditional salina. The distribution of operational costs of the three traditional salinas is presented in the following tables.

The town of Pomorie lies on the Black Sea Coast. It is an important tourist and health resort. Pomorie has 15.000 inhabitants. For over thousand years, Pomorie has been a site of salt production, but recently the production has declined. Under the ALAS project the local actions cover: 

· Upgrading of traditional Salinas

· Training of salters

· Marketing and establishment of a salt museum

Table 3 – Annual Operation Cost of Solari 98 Ltd Salina (Bulgaria)

Operation Costs
Expenditure in EUROS
Percentage

Staff
15.800
50%

Machines
12.000
37%

Tools
2.600
8%

Maintenance
400
1%

Fuel
-
-

Energy
1.300
4%

Packaging
-
-

Total
32.100
100%

Process: Drying, Grinding, Iodination 

Staff: 3 constant plus 15 seasonal

Harvest: Manually, once a year






Price per kilo in Euros

Packaging & Price:
Crystalized salt (2&25 kg and 50kg) 0,75 / 0,47 / 0,47  


                   

       Dried and Grinded salt (1 kg and 50 kg)
0,08 / 0,76
Annual Income: 71.600 EUROS

Bulgaria 2001 Imports: 73.999.552 kg (Price per kilo: 0,044 Euros)

Bulgaria 2001 Exports: 2.893.301 kg (Price per kilo: 0,088)
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Piran is located in the narrow coastal strip of Northern Istria, in the Adriatic Sea. It has 17.000 inhabitants. For ages, salt has been traditionally produced in Salinas close to the town. A salt-museum was established 10 years ago and an abandoned salina was restored inside the landscape park. The local ALAS activities include:

· Maintenance and upgrading of traditional Salinas

· Marketing measures

· Training of salters

· Extension of the salt museum

Table 4 – Annual Operation Cost of  Soline Ltd. Salinas (Slovenia)

Operation Costs
Expenditure in EUROS
Percentage

Staff
200.500
74,35%

Machines
11.160
4,00%

Tools
4.679
1,70%

Maintenance
20.625
7,70%

Fuel
5.000
1,85%

Energy
8.036
3,00%

Packaging
20.000
7,40%

Total
270.000
100%

Process: Drying, Iodination, Packaging (Salt is clean due to the existence of a stromatolytic algae layer called ‘petola’)

Staff: 18 constant plus 47 seasonal

Harvest: Manually, once a year and every day in the summer depending on weather conditions






Price per kilo in Euros

Packaging & Price:
In bulk  



0,06


             


Big Bags



0,08





Bags




0,11





Little bags



0,70

Also packaging for gifts sold in a small store that serves tourists.

Annual Income: 297.000 EUROS

2001 Imports: 108.715.869 kg (Price per kilo: 0,044 Euros)

2001 Exports: 3.519.461 kg (Price per kilo: 0,077)


Figueira is located at the mouth of the Montego Estuary and is known as an important port for coastal and open sea fisheries. Figueira has 62.000 inhabitants. The local salt production was formerly of high importance but is today declining. Many of the traditional salinas have been transformed into fish farms. The local activities linked to the ALAS project are mainly:

· Reestablishment of traditional Salinas

· Training of salters

· Creation of a salt museum

Annual Operation Figueria da Foz Salinas

Limited information is available for the operation of the salinas in Portugal

Process: Non processed, Packaging 

Staff: Number of people employed is unknown. The annual expenditure for staff is 300 Euros per year 

Harvest: By hand at least three times a week






Price per kilo in Euros

Packaging & Price:

Bags
(25kg)



0,09

Annual Income: 45.900 EUROS

Total production in 2000:74.027 tons

Polychnitos salina is located on the island of Lesvos, which lies in the North-East Aegean Sea and is characterized by its’ rural activities. The island has 100.000 inhabitants. Two Salinas are in operation, but are no longer considered as traditional as one yearly harvest is made with machines. The local ALAS project activities include:

· The creation of a salt-museum

· Creation of a traditional salina

· Development of ecological management plans



Building  under restoration in Polichnitos (Photo by Dahm H.)

Annual Operation of Polychnitos salina
Process: Drying, Harvesting, Washing

Staff: 11 constant plus 50 seasonal

Harvest: With machines, once a year in September


Packaging: Salt produced is not packaged within the salina



The marketing study will be presented as a practical guide, designed to provide assistance to traditional salt producers. The main aim is to adjust the study to the needs and requirements of the salt industry concerning the functions and activities necessary for salt exchange transactions and relationships within the European and Global market by analyzing the existing and long-term market opportunities. The situation analysis of the study will gradually unfold the marketing strategy of both the already existing producers of artisanal salt (Figueira, Piran and Pomorie) and the prospects of applying such a marketing plan in Polychnitos salina.

The analysis will be presented according to the marketing management process, shown in the following table.

Table 5 – The marketing management process




2. MARKET OPPORTUNITY ANALYSIS

2.1 Environmental and competitor analysis

The analysis will help to understand potential opportunities within the salt industry based on results and assumptions derived from the economical study and monitoring of broad trends in the economic and social environment. It is essential at this stage to analyze the effects and reasoning behind the declining salt market and to differentiate the artisanal salt within the social and cultural and physical environment. It appears that the traditional salt could manoeuvre within the market by taking advantage of its’ ‘traditional’ branding. The opportunity to offer both alternative salt products and theme services will appear as a result of the growing interest of consumers to experience the ‘traditional’. The prevailing trends concerning current social and cultural developments confirm the need of preserving and reviving tradition. The challenge of the artisanal salt producers is to develop this idea, by enhancing the ‘traditional’ in order to cope with technological development (in the production, not the advertising stage), which appears to be a threat within the competitive environment.

2.1.1 The physical environment

While some environmentalists have lamented that airborne salt wafting inland from ocean spray may be harming the environment, new evidence suggest just the opposite: ‘The air that we breathe near the surface of the Earth remains clean because of the fact that oceans are salty,’ concludes Daniel Rosenfeld et. al. of Hebrew University in Jerusalem, in a report in Sceince magazine August 15th. He reasons that large sea salt nuclei override the precipitation suppression effect of the large number of small pollution nuclei. Raindrops initiated by the sea salt grow by collecting small cloud droplets that form on the pollution particles, thereby cleansing the air. Therefore according to Rosenfeld’s study, sea salt helps cleansing the atmosphere of the air pollution, via cloud processes.

An obvious factor influencing the operation and end production of salinas around the world is the climate conditions. Due to the fact that solar salt is produced by the action of sun and wind on sea water or natural brine in lakes, production is highly dependent on the climate (temperature and salinity) which is accounted as an unpredictable factor. 

Solar salt plants should be located in areas of low rainfall and high evaporation rates. In the Mediterranean, saltworks succeed because evaporation exceeds rainfall by a factor of 3:1; that advantage is even greater in Australia where in some areas it can reach 15:1. Extreme weather conditions such as extreme cold temperatures, high humidity, and unusual amount of snow and rain could decrease the production of salt. Taking under consideration the disasters witnessed due to heavy rainfall during summer 2002, in Western and Central Europe; the changing weather conditions can become a major threat to the European salt industry.

Ecology is another important aspect that has to be taken under serious consideration by salt producers in terms of operation of salinas and packaging of the end product. Salinas are part of the environmental heritage of Europe. The aesthetic beauty and the indigenous architecture of many salinas link with ecological opulence and economic importance. The ecological importance of Salinas is widely recognized, both by the salt producers, societies for nature conservation and scientists. Mainly waterbirds are attracted to Salinas for feeding and breeding. The salina’s underwater ecosystem, which is of equal ecological importance, produces microorganisms, attracting a wide variety of birds (herons, waders, ducks, gulls, flamingos) (Dahm 1998). It is interesting to mention at this point that a microorganism called artemia salina included in the flamingo’s diet provides the bird’s feathers with the characteristic pink color (Korovesis 1998). 

The fact that the salinas are protected by international law and European directives constitutes a two-fold factor (Dahm1998). It could become a major opportunity in the marketing process provided that salt producers show the appropriate attention; on the other hand it could become a major threat if it is ignored. Therefore, the aim of the salina’s operation is to protect this ecological chain and ‘advertise it’. The strength is that salinas do not constitute an environment friendly company; they are part of the ecosystem and form an individual and unique ecosystem, and should continue to preserve it and promote it as such. This will provide the salina with multiple opportunities to offer additional services and products (heritage tourism, organic products, research) so as to increase revenue and moreover to reinforce public relations with theme unions, international and national private and public organizations.

It is essential to mention at this point that according to research salty soils and environments constitute a beneficent factor for the end quality of some agricultural products (Panou-Filotheou 1998). Salt producers should carry out research and develop on such innovative ideas by offering alternative quality products to boost sales.

There is a strong and growing public sentiment worldwide to do something about air and water pollution, hazardous waste, garbage nad toxic substances. The publicity concerning acid rain, toxic landfills, water and air pollution, droughts and oil spills has led to strong activism by the general public. In Europe Germany has the toughest laws regulating the recycling of packaging waste. In 1992 the EC Commission, in an effort to standardize the handling of packaging materials, issued a directive designed to minimize the amount and kind of waste going into landfills. Packaging of the end product should be coherent with the ideology of the salina. Recyclable - environment friendly packaging appeals to the market and it seems that an increasing number of buyers prefer such packaging because it is more attractive and trendy. Furthermore, it is easier to promote such products at a higher price. Table salt is nowadays packaged within plastic bags and bottles which are non recyclable. Salt producers should stick to the ecology friendly idea throughout the whole process of product and company development and initiate action for the protection of the environment surrounding the salina.

2.1.2 The technological environment

Technology drives the development of many new products and markets, but is also a major reason why others decline. Identifying the commercial potential of technological developments has dramatically accelerated, and the time between the idea, invention and commercialization has decreased. Concerning traditional salinas, it is obvious that sophisticated machines are not to be used in the production process so as to maintain the traditional essence of the salina, which is the prevailing factor that permits sale of traditional produced salt at a higher value. However, technological developments should affect marketing activities, including communications (making available new media or new selling tools), distribution (opening new channels or modifying operations and performance of existing ones), packaging (using of new environment friendly materials) and marketing research (monitoring sales of customers or visitors). Obviously, traditional salinas should reconsider e-commerce and advertisement of various products and services offered through the internet so as to gain a dynamic image within the market, to increase sales. The primary aim though should focus primarily on informing the public of the existence of traditional salinas by differentiating them from mechanized ones. The ALAS project website could become a useful channel of expertise exchange and communication in terms of new technologies within the marketing field, however each salina participating in the project should develop a different marketing program, adjusted to each salinas characteristics and external environment within the countries they operate. 

2.1.3 The political and legal environment

This component of the macro-environment includes all those factors controlled by public authorities. Its’ major element is legislation, which defines the regulatory environment within which local and foreign firms must operate. As with any other external force the political/legal environment presents a company with strategic opportunities, as well as threats. New regulations or deregulations may open new markets, or the political environment can destabilize an industry

The political/legal environment varies dramatically across countries. This is not surprising given that national environments vary widely, as does how governments react to their environment. In the salt industry, which is a relatively cheap product, changes in exchange control, local content laws, import restrictions, taxes and price control can jeopardize the viability of the industry. Both the US and EU are phasing in thousands of rules and directives to provide uniform safety and environmental standards for its member countries and the European free trade Association. 

Most European salinas are protected by national laws for conservation of nature; many are covered by EU directives or wider national conventions, as mentioned in the physical environment analysis. The long term maintenance of the salinas is closely connected to the continued production of salt. The future European network for special areas of conservation, Natura 2000, and the Ramsar convention on wetlands of international importance are two important instruments as they consider the predominant role of economic activities and at the same time require precise management plans for the concerned areas (Dahm 1998).

A major issue concerning production and processing of salt, remains the iodization of salt. Universal salt iodization (fortification of all salt for human and animal consumption) has been endorsed in numerous international bodies (WHO, UNICEF, ICCIDD, World Bank etc.) for eliminating iodine deficiency disorders (IDD). They continue to be a significant public health problem in many European countries. Germany is the unique Member State where the food industries are allowed to use iodized salt. In most of the Member States, only discretionary salt is supplemented with iodine (and fluorine) and the corresponding penetration rate varies (99% in Austria, 60% in Germany, 50% in France, 10% in Belgium). There is abundant epidemiological evidence which shows that iodine supplementation to the organism can effectively overcome IDD. There are several basic approaches to correct iodine efficiency, but iodization of food grade salt is the oldest and still the most widely used method. Fortification of bread with iodized salt has been used in some countries, like in the Netherlands. 

The intake of salt as a foodstaff tends to be fairly constant within a given community or region as compared with other food vehicles, however dietary salt intake may vary widely among countries and areas from 3 to 16g per capita. The simplest technology of salt iodization consists of applying a solution of an iodine compound on salt. Levels of iodization vary widely among countries depending on salt consumption patterns, severity of IDD, climatic conditions and stability of products. In Finland an increase of 10-25 mg iodine/kg salt was found to be appropriate for effective control of goitre. In general, an iodine intake of 100μg per day can be regarded as adequate for the prevention of goitre and ctretinism. Recommended levels in Austria are 20 mg/kg of salt, whereas in France and Belgium the regulation prescribes a fortification level of 10-15 mg/kg.

The success of a program for IDD prevention depends on ensuring the requested iodine content at consumer level. The iodine content should be monitored at the iodization plant, intermediate point, retail outlets and finally house hold level. It appears difficult to prevent consumers in certain areas from procuring crude unrefined salt from the small local scale producers. There are also countries or regions where legislative or regulatory infrastructure, as well as control facilities, are lacking or need improvement.

Traditional salinas have to consider the issue of IDD and follow the appropriate governmental regulations concerning salt production. In addition they should plan new product management if they wish to remain competitive within the salt industry. It is essential to further investigate in the issue so as to face foreseeable threats in order to act accordingly. Changing distribution channels or developing new products will increase competitiveness within the market. For instance, the promotion of traditional salt, to salt processing companies that iodize salt, following the appropriate method of iodization. It becomes apparent that if and when a program for IDD prevention is applied and confirmed by food regulation, the salt producing companies possessing the appropriate technology will become the leading ones in the salt market. The prospect of standardizing salt products (Determination of Total Iodine: Titrimetic method with sodium thiosulfate) with regulatory provisions, codes of practice and recommendation of further Codex Alimentarious seems to be the solution of the issue and salt producers should keep themselves informed at all times so as to cope with such changes.

2.1.4 The socio-cultural environment

This environmental component represents the values, attitudes and general behavior of individuals in a given society and it evolves more slowly than the other components do. Changes in individual values and shifts in family structure could affect the sale of products, the development of advertising programs to accommodate minority groups.

The cultural and symbolic dimension of traditional salinas should be included in the economic activity. The increasing trend of preserving tradition consists a major opportunity within the industry. Hundreds of salinas were operating in the Mediterranean region since the antiquity. Technology, human resources and the social dimension of the salinas have gradually shifted through the years. The continuity of history and tradition appears to be vital within the marketing management process as far as promotion and tourism services are concerned. The combination of culture and tradition within the mission statement of the traditional salinas constitutes a competitive advantage, provided that it is wisely developed within the companies’ ideology.

The cultural dimension of salinas and salt produced could be presented in various forms and through a wide variety of activities aiming at the creation of a 

dynamic image with respect to tradition. A historical flashback could provide each salina with the appropriate information concerning:

· The salina landscape and architecture



· Life of salters and other workers in the salina



· Tools used throughout the whole process of salt producing

· 

· Manual production, harvesting and processing of salt

· Positioning of salt in the local diet

· Multiple uses of salt

· Interpretation of its symbolic meaning within local culture

· Technical patents used to control unwanted weather conditions as viewed in the image below



The integration of this dimension in the marketing management process and product/service development should by no means adopt a nostalgic concept.

2.1.5 The demographic and economic environment

In an uncertain economic climate, the variables most likely to affect marketing strategies and programs are population demographics, rate of economic growth, interest rates, currency exchange rates and international competition. 

The world’s population in 1990 was estimated at 5, 3 billion. It is expected to grow 7, 2 billion by 2010, with about 60% residing in Asia. In contrast, Europe has a declining birth rate due, in part, to women’s choosing carrers over having children. A further difference between less developed countries and industrialized nations is that the former have about 40% of their population under 44 years of age versus 25% of the latter. The percentage of citizens in the industrialized nations in the over-65 age group is about twice that of the developing countries. The over-50 market will become even larger especially for such products as health product and services, recreational and leisure services. For the salt industry this could lead to a reduced demand of pure table salt. This fact has lead to the gradual replacement of pure salt with salt substitutes and salts with reduced salt levels due to health problems of the over-50 consumers. 

Salt is a necessary product for the human’s diet but is a low cost commodity. It is one of the oldest condiments and constitutes an indispensable element of the Mediterranean diet. In the following table we will attempt to present the selling prices of salt, according to questionnaires answered by the ALAS project partners (except for the Greek partner). For the Greek salt market we have researched in selling prices of packaged salt from retail shops and super markets. Due to lack of information, the prices represent solely the value of salt in natural crystals.

Table 6- Selling prices of crystallized salt

Country
Average price per Kilo in EUROS
Per capita volume indices of GDP

Bulgaria 
0,75 (per 2kg)
25

Slovenia
0.70 (in little bags)
67

Portugal
0,09 (per 25 kg)
70

Greece
1,03 (plastic bag)
67

Obviously we cannot compare the selling prices between the 4 countries due to lack of information and dissimilarity of the salt producers and packaging.

The following table presents prices of different salt products, according to a research carried out in the local market of Lesvos.

Table 7 – Average prices of different salt products

Product
Amount
Price in EUROS

Natural – Iodized Grinded cooking salt
500 gr (bag)
0,48

Natural – Iodized 

Salt in natural crystals
500 gr (bottle)
0,94

Iodized 

Salt with 51% less salt

(Grinded)
375 gr (bottle)
0,93

Iodized Salt Mixture (Grinded) with reduced salt level (35%)
400 gr (bottle)
0,90

Medium grain 

Natural Sea Salt for household purposes
500 gr (box)
0,87

Natural – Iodized 

Salt in natural crystals

for slating olives cheese and fish 
1000 gr (bag)
1,03

Salt substitute for those who avoid eating salt for health reasons 
375 gr (bottle)
2,96

It appears that a multiplicity of ‘light salt’ products appeared in the Greek market as a consequence of the restricted diet of the middle aged population. Due to process costs the value of these products is higher. For salts with reduced salt level the selling price is double, whereas for salt substitutes the difference in the price is approximately 6 times higher compared to the price of grinded cooking salt. 

3
Internal Environment analysis

The internal environment analysis could also assist in determining the opportunities and threats within the salinas. A report on the management and the salters’ work and opinions for further development shall form a useful tool for the marketing strategy to be followed. At the end of the day they are considered to be the specialists in artisanal salt production.

Analysis of the above is not enough for the producer to be able to design a marketing strategy. The study will also identify the appropriate methods to monitor or even influence the macro-environmental factors to improve future performance.

SWOT ANALYSIS

STRENGTHS

· Salt is an essential commodity

· Salt is an indispensable condiment within the Mediterranean diet

· Salt constitutes a cheap product available to a wide market

· Salt is a time-resistant product 

· Traditional salt is produced, processed and harvested manually

· Salt is produced within a unique eco-system

· Increasing interest in ecology and tradition

· Participation of the salinas to ALAS network

· Presence of human dimension (salters) within production process

WEAKNESSES

· High transport costs
· Lack of processing technologies in the traditional salinas
· High operational costs in the traditional Salinas
· Lack of expertise in management and marketing issues
· Salt industry constitutes a declining market
· Existence of cheap substitutes within diverse markets (i.e. rock salt)
· Competitors offering cheaper products in bulk
OPPORTUNITIES

· Ecological significance of the salinas to be developed as alternative services and products (tourism, eco-activities, museology, fam tours, agricultural activity, innovative mixtures, research, educational programs)
· Cultural significance of the salinas to be developed as alternative services and products (tourism, cultural activities, museology, fam tours, souvenirs, hospitality, research, educational programs)
· Potential of financial support by European local and national subsidies and sponsorships
· Development of joint activities through the ALAS network
· Use of information technology in advertising and sales promotion
THREATS

· Unpredictable climate conditions

· Standardization of salt products
· Legal restrictions for the operation and production of the traditional salinas
4.
Industry dynamics and strategic change

The competitive environment of the salt industry is not static, especially at a period of decline it can change dramatically over time. The competitive dynamics of the salt industry change according to buying patterns, therefore the artisanal salt producers should learn how to move through various life cycle stages to satisfy both the heavy and light buyers. The main disadvantage of the companies offering traditional products is that they remain static concerning supply and new technology development, therefore their products could become outdated within a short period after they enter in the market. The study will focus on providing a step-by-step estimation of the characteristics and responses of the product life cycle stages, confirming the importance of product continuous monitoring, renewal or even replacement. The stages analyzed (Introduction, Growth, Shake-out, Mature, Decline) will be presented in accordance with the market growth rate, technical changes, competitors and profitability. This analysis will result in defining the adoption process and the adopter categories in order to stimulate producers towards awareness of the changing competition and industry evolution influencing the buying needs and trends.

Apparently the salt industry is entering a decline stage therefore it is essential for the salinas to follow a consumer adoption process so as to enter the traditional salt market. The stages in the adoption process include:

· Awareness. Here the consumer is only aware of the existence of the traditional salt product but still does not have full information about it. 

· Interest. Here the individual becomes sufficiently interested in traditional salt

· Evaluation. Here the consumer goes through a mental rehearsal stage, using it to her/his own use requirements. 

· Trial. Here the consumer uses or tests the product on a limited basis to minimize risk.

· Adoption. Here the individual continues to use the new product.

At the adoption stage the consumer has to be informed of the existence of the traditional salt product within the market either through advertising of the actual product or the salina itself. It is essential to attract the local market at the primary stage and increase local awareness on the significance of their operation. Trial is also critical at this point; therefore the marketing strategy should include trial activities in local shops or in the salina itself. 

5.
Customer analysis

The primary purpose of marketing activities is to facilitate and encourage exchange transactions with potential customers. Accordingly the artisanal salt producers have to analyze at different stages the motivations and behaviors of present and potential customers. It is vital for the producers to keep the market share and additionally to attract new clientele.

Customer analysis will seek to answer the following questions:

· What are the needs and wants of traditional salt buyers? Obviously high-quality products fulfilling their cooking and eating needs or even providing new ideas in cooking, seasoning and eating. In addition the consumer would expect innovative packaging and presentation of a traditional product.

· How do those needs and wants affect the product benefits they seek and the criteria they use in choosing different products and brands? In this case we have to explore the main criteria of traditional salt preference and to further develop on the different products (or services) offered by the salt producers.

· Where do they shop? If the consumer cannot reach the main point of sales (the salina), where else is he/she likely to look for the traditional salt? Local retail shops and super markets, the internet etc.

· How are they likely to react to specific price, promotion and service policies? High-quality products are expected to be expensive, especially in the salt industry it is observed that the price of salt for different uses varies dramatically. Therefore the policy designed to sell the traditional salt should not only aim at a high percentage of profit but also to increase the market share by using the appropriate policies. 

The producer is likely to fall into the trap to overprice the traditional salt. To avoid this, it is essential to go through a mental process and view the product from the consumers’ point of view taking under serious consideration the psychological and personal influences on consumer decision-making process. The sources of information (commercial and personal) from where a traditional salt producer can extract useful data on low and high involvement purchase decisions will be listed in the study along with the categories of the attributes consumers use to evaluate alternative products and services (traditional salt cost attributes, quality attributes, social attributes and availability attributes). In all cases the traditional salt producers operating in different macro-environments have to take into account the diverse conditions of the local, national and international markets. 

6.
Marketing research and marketing measures

Traditional salt producers must obtain objective information about existing and potential consumers, the salinas’ wholesale and retail partners (if existing) and the strengths and weaknesses of competitor salt producers. The characterization of the end product as ‘traditional’ should be valued as a competitive product within the market and not as an isolated unit which ‘sells by itself’. The notions of nostalgia for tradition processes and products involved are not to be valued as the one and only strength of the producer, because in such a case it will be easily be turned into a weakness. The role of marketing research is to identify data interpreting the behavior of the market, which will be converted into estimates of the sales volume and profit the producer might reasonably expect. An in depth step-by-step marketing research process will be presented to the producers so as to be able to design a market research according to the needs of each salina.

The major steps in the marketing research process are:

· Problem formulation (the development of traditional salt products)

· Determination of information needs and specification of data resources within the already existing traditional salt market through research

· Research design (exploratory, conclusive, statistical, experimental)

· Data collection (questioning and observation)

· Sample design and size

· Tabulation and analysis

7.
Market segmentation, targeting and positioning decisions

Although salt as a product is broadly used for various purposes, traditional salt addresses to a limited market. Even this market has to be specified and further explored. Not all salt consumers with the same needs seek the same products or services to satisfy those needs. Their purchase decisions may be influenced by different circumstances and variables. Similarly, salt consumers purchasing the same product (traditional salt) may be motivated by different needs, seek different benefits and use different choice criteria. Consumers of traditional salt represent a market segment consisting of people with similar values and life styles. As far as tourism activity is involved in the operation of the Salinas, the producer has to satisfy a broad multinational audience. Therefore different strategies have to be applied to attract diverse market segments. These differences is strategy illustrate both the importance of market segmentation and the difficulty of deciding on how to best categorize and define market segments. The next step is to decide which segments represent attractive and viable opportunities for the traditional salt industry.

Some of the more commonly used demographic descriptors are:

Age
Consumers of all ages consume salt in their daily diet 



Some of them might have dietary restrictions

The actual consumers deciding for the purchase belong to the over- 16 age group

Sex
Both male and female might purchase traditional salt, however female buyers are more likely to be influenced by attractive packaging and new innovative products (mixtures for seasoning for example)

Income
Low-income consumers are not likely to buy traditional salt at a higher price. This product however could be sold loose at a lower price in the local market.

Education Educated buyers could appreciate the traditional and ecological value of the product, as well as the quality of it.

Geography Local consumers are more likely to buy and support local products at the first stage of traditional salt development

8.
Formulating strategic marketing programs

The next step is to specify the objectives of the marketing programs to be carried out by the traditional salt producers. The development and implementation of a strategy follows the marketing opportunity analysis and involves:

· The specification of objectives

· The specification of the marketing program components

· The formulation of strategic marketing programs for specific situations

The final step will involve the continuous monitoring and control of the program.

9.
Business strategies for the artisanal salt industry

It appears that alternative business strategies should be designed in order to survive the crisis witnessed in the salt industry. Artisanal salt constitutes a commodity that should be re-presented in the market not only as another ‘biological’ product, but as a product/ location /service involving a set of qualities bearing the characteristics of:

· Ecological importance

· Traditional and Historic Continuity

· Cultural significance

· Mannual maintenance, harvest and processing 

The biggest challenge for artisanal salt producers in future years will be making money in markets that grow slowly, if at all. Due to competitive turbulence in the salt industry the majority of traditional product markets are in the mature or declining stages of their product life cycles. Accelerating rates of technological and social change in the salt market continue to shorten life cycles as analyzed in the environmental analysis. Eventually, technological advances, changing customer demographic features, tastes or lifestyles and development of substitutes result in declining demand for most products and services. An appropriate marketing strategy can, however, produce substantial sales and profits even in a declining market. Due to the diversity of operation of the four salinas we will attempt to analyze all alternative strategies that might be appropriate for each one of them. At this point we are going to focus on strategies that could be developed in the near future in order to maintain the market share. It is essential to reconsider already existing strategies before applying new innovative strategies for the artisanal salt within the salina, because it is obvious that the whole amount of the salina’s production can not be sold at a high price within the food market during the primary stage of the marketing strategy.

9.1
Strategies for creating and maintaining competitive advantage

Salt producers can attempt to sustain a competitive advantage in established product markets through differentiation of their product offering or by maintaining a low-cost position.  Evidence suggests the ability to maintain either strongly differentiated or a low-cost position continues to be a critical determinant of success throughout both the transition and mature stage of a product or a service. It is essential to mention at this point that a single business is difficult to pursue both low-cost and differentiation strategy at the same time and for the same products or services. For the traditional salinas the strategy to be followed during a transition period could be different for selling ‘innovative and traditional salt products’ on the one hand and to keep selling salt in bulk to already existing customers. In the former case differentiation would be appropriate and in the latter case a carefully designed low-cost strategy to already existing customers could support investment in research and development for higher value products. It is important to keep in mind however, that pursuit of a low-cost strategy does not mean that the salt producer can ignore the delivery of desirable benefits to the customers. Similarly, customers will not pay an unlimited price premium for superior quality of salt products, no matter how superior it is. In both consumer and commercial markets customers seek good value for money. In both cases exaggeration might lead to failure of the strategy.

9.2
Methods of differentiation

At the most basic level, the salina can attempt to differentiate its offering from those of competitors by offering either superior product quality or additional services within the premises. It is fatalistic for a traditionally operating salina to remain within the same market. The fact that the salinas maintain their traditional style without taking any serious advantage of this operation to generate higher revenue is counter-productive and non-profitable. The low cost commodity delivered in the market can neither finance the manual work of salters nor the continuity of tradition which is a desirable aim for the ALAS project partners. To maintain a competitive advantage in product quality the partners should comprehend what dimensions perceive to underlie differences across products. The dimensions are presented in the following table.

Table 8  - Dimensions of product quality

· Tangibles

Appearance of the facilities & personnel
· Performance
The effects of consuming traditionally produced salt

· Features

What additional services or products are offered?

· Fit and Finish
Does the product look and feel like a quality product?

· Brand name
What is the brand’s image?

Concerning the tangible dimension of the salina, it is obvious that the premises and landscape, should not give the impression of a deserted salt producing area. The ecological and cultural significance of the salina should by no means be jeopardized. Especially in the case of providing further services in the future, the salina must be presented to the public as a healthy traditional environment. In addition the salters who represent the human dimension of the saltwork should communicate the tradition and act as ambassadors of this environment, in order to create the appropriate image of the salina. They work within the premises in order to be seen so as to contribute to the effort of developing the idea of the traditional salina.

In terms of performance, the salina has to work hard in order to support and introduce a commodity such as artisanal salt, because of the comparatively cheap salt offered in the market. Therefore marketing ideas have to be invented so as to develop the product accordingly.  Tradition, ecology, manual harvesting and support of local economy are ideas that have to be reinforced within the marketing strategy of a biological product to be sold in higher price than the already existing salt, in order to convince consumers.

Last but not least, if the product is to be developed in order to be sold packaged, (in retail stores, super markets, or even the internet at a later stage) a wise method to introduce it to the consumers is to offer attractive packaging and additional products. For instance, a salt mill with the salina’s logo accompanied with two packs of salt in natural crystals could support the purchase of the product, provoke the sale of two units and provide future reference at the same time.

Examples of traditional salt packaging and pricing are available below.

PRICE

QUANTITY 

TOTAL COST

1 Kg.(2.2 lbs) COARSE, MOIST Organic Grey Sea Salt 

$4.95

$ 5OO g. (1.1 lbs.) FINE Organic Grey Sea Salt 

$3.50

$ 125 g, (approx.1/4 lb,) Organic Fleur De Sel (ship wt= 1/3 lb) 

$4.95

$ 250 g, (approx.1/2 lb,) Organic Fleur De Sel (ship wt= 2/3 lb) 

$8.50

$ 1 Kg.(2.2 lbs) COARSE, MOIST Organic Grey Sea Salt in Canister (ship wt=2 1/3 lbs) 

$6.95

$ 250 grams (1 / 2 lb). FINE Organic Sea Salt Shaker 
$3.50

$ 250 grams (1 / 2 lb). FINE Organic Vegie Sea Salt Shaker 
$4.25

$ 5 Kg (11 lbs) COARSE, MOIST Organic Grey Sea salt 

$22.00

$ 5 Kg (11 lbs) FINE Organic Grey Sea salt 

$28.00

$ 500 ml / 16.9 fl. oz Organic Olive Oil (ship wt=2lbs) 
$11.75

$ 250 ml / 8.45 fl.oz. Organic Pumpkin Seed Oil (ship wt=1 1/2 lbs) 

$11.00

$ 500 ml / 16.9 fl. oz. Organic Sesame Seed Oil (ship wt=2lbs) 
$9.75

$ 5 litres/ 169 fl. oz. Organic Sesame Seed Oil (ship wt=11 lbs) 
$77.00

250 ml / 8.45 fl.oz. Organic Hemp Seed Oil (ship wt=1 1/2 lbs) 

$9.50

$ *Shipping & Handling: Express Post (4 - 7 days) $12.50 for 1st. lb. +$1.50 for each additional lb.or part lb.) . . $ *for shipments up to 60 lbs. email for rates for weights above this. TOTAL $

source: www.eco-natural.com



source: www.macadamia-nut.com

Beware of "Sea salt" Labels
On the labels of many packaged food, in supermarkets as well as health food stores the name "sea salt" appears often. Reading this, we feel safe and reassured, thinking that when it comes to the salt part of the ingredients, all is fine...

But All Is Not Fine!
This supermarket or health food store "sea salt" has been totally refined. At its origin, it may have come from the sea, but:

1. it has been harvested mechanically from dirt or concrete basins with bulldozers and piped through metal conduits;
2. put through many degrading artificial processes;
3. heated under extreme heat levels in order to crack its molecular structure;
4. robbed of all of its essential minerals that are essential to our physiology;
5. further adulterated by chemical additives to make it free- flowing, bleached, and iodized.

To call what remains "sea salt" would be quite misleading.
In addition, harmful chemicals have been added to the processed, altered unnatural substance to mask and cover up all of the impurities it has. These added chemicals include free flowing agents, inorganic iodine, plus dextrose and bleaching agents.

Source: www.macadamia-nut.com

Organic and Natural Grey Sea Salts
Please click on a picture to see a larger image.



Organic and Natural Grey Sea Salts
Please click on a picture to see a larger image.





125g. / ( approx. 1/4 lb.)
0rganic Fleur de Sel
$4.95 US / $6.95 Cdn.



250g. / ( approx. 1/2 lb.)
0rganic Fleur de Sel
$8.95 US / $12.75 Cdn.



500 g. / 1.1 lbs.
fine organic grey sea salt.
$3.50 US / $4.75 Cdn. 



1 kg. / 2.2lbs Canister.
coarse organic grey sea salt
$6.95 US / $9.95 Cdn.









Source: www.eco-natural.com

It appears that a wide variety of salt producing companies offer an extended range of ‘organic products’ (salt, herb mixtures, oil) in different quantities, qualities and mixtures. 

The packaging offered for e-commerce is mainly plastic transparent bags, and carton boxes and cans. Obviously this type of packaging was designed to feet e-commerce needs. However, the salt products sold within the premises of the salinas as souvenirs could include ceramic, wooden or glass vases or mills sold at a higher price.

It appears though that in terms of labeling there is a confused notion of using the ‘organic’, ‘natural’, ‘corrected’, ‘fine’, ‘traditional’ terms in order to better promote the products. This might be misleading for salt consumers. It appears that exaggeration is the main marketing tool for these companies: The marketing measures should include a clear outline of specifications to be included on the salinas’ labels according to current food legislations, actual processing and content analysis in order to confirm high quality with facts and not exaggerated slogans.

‘…harmull chemicals have been added to the processed unnatural substance to mask and cover up all of the impurities it has…’
In terms of marketing this exaggeration attempting to ban competitive products constitutes an aggressive strategy with no logical and scientific base. 

The pricing policy though appears to be dynamic. The buy two get one free offers as well as the economic packs prove the existence of a well – designed policy attempting to increase sales and promote new or maybe not popular products. 

9.3 
Methods of maintaining a comparatively low-cost position

A company does not necessarily need a large relative market share to implement a low-cost strategy; it could invent other ways to hold its costs well below those of the salt industry’s leaders. However a number of strategies can be followed for obtaining a sustainable cost advantage, include for instance producing a no frills product, creating an innovative product design, finding cheaper raw materials, automating production, developing low cost distribution channels and reducing overheads.

A direct approach to obtaining a low-cost position involves simply removing all frills and extras from the basic product. For instance, the salt and other additional products to be developed in the future could be sold in the local market loose without packaging. The fact that salt is a ‘long lasting’ commodity that does not deteriorate in a short time constitutes a major strength of the industry. Loose offer of the product within local retail shops or super markets could possibly attract a wider portion of the local market. This lower production is sustainable for the local market, because established differentiated competitors such as salt processing and packaging companies find it difficult to stop offering the expected packaging and other additional features their customers have come to expect. However, in this case sales have to be monitored continuously because the non-sealed product of the salina could well be adulterated.

A simplified product design can also lead to cost advantages. In this case the target market has to be specified and diversified. It is obvious that traditional salinas should attempt to offer a major amount of their product to different food markets at a relatively high value compared to other markets that 

9.4
Strategies for maintaining current market share

The most critical objective is to maintain and protect the salina’s market share. In a mature market where few new customers buy the product for the first time, the business must continue to win its’ share of repeat purchases from existing customers. The producer should take steps not only to reassure quality of the product, but also customers’ perception of it as well. As competitors might enter or prepare to enter the salt market, the producer’s advertising and selling promotion should increase awareness of the quality of the product. The advertising strategy and sales emphasis should shift from stimulating primary demand to building selective demand for the salina’s brand. While this strategy may continue sales promotion efforts aiming at stimulating trial among later adopters, some of those efforts might be shifted toward encouraging repeat purchases among existing customers. For instance it might include money-off reduction for future purchases. The salt producers could also take proactive steps to turn their major customers into captives and help guarantee future purchases. The salt producer could negotiate requirements contract or guaranteed price agreements with its customers to ensure future purchases. Another contemporary strategy might be used in order to tie them with a computerized reorder system or channel information system. Of course, these strategies presuppose thorough knowledge of the existing market and financial strategies of the competitors so as to be able to apply these strategies to selected consumers.

9.4.1
Cheaper materials, distribution costs and ‘inexpensive labor’

The salina with the foresight to acquire or the creativity to find a way to use relatively cheap raw materials for the salt production and packaging process, can also gain sustainable cost advantage. Continuous research on raw materials and distribution costs must be carried out in order to avoid additional costs. Furthermore, continuous control of the prices offered by potential or alternative suppliers could assure good deals and reinforce the ompetitive advantage of the salina. In addition the salina could seek to invent ways to reduce labor costs especially during the high season. Due to the interesting traditional and ecological dimension of the saltworks, the salina could attract young volunteer workers who are interested in the salina’s environment for instance, students or  birdwatchers in order to decrease labor costs of seasonal staff and promote research and increase awareness of the significance of the salina’s operation within the local and European market.

10. The marketing mix

The marketing mix of the traditional salt will gradually form the marketing strategy of traditional salt production, by adding new innovative products and services to the existing ones.

· The products and services
1. Reinforcement of the dimension of the high quality of the artisanal salt as a product

2. Alternative products to be developed such as salt enriched with locally or in site cultivated herbs, promotion of other mixtures and qualities of salt

3. Alternative services such as the development of a dynamic and interactive exhibition in the salina for tourist and education purposes

4. Reinforcement of the two-fold role of salters (to produce and to show production process) 

5. Development of additional products to increase sales such as salt mills etc.

6. Development of additional services such as the development of traditional guest rooms for alternative tourism and also for complimentary use for researchers and guests, guided tours in the salina and educational services for schools and universities. 

7. Development of on-site cultural activities such as processing of the remaining salt for the creation of art works etc.

· Place

1. Reinforcement of the traditional and ecological dimension of the salina

2. Multi-usage of production place

3. Co-operation exchange of ideas among European salinas 

4. Number and type of middlemen

5. Local outlets and on-site sales transportation etc.

· Price
1. List prices of artisanal salt and other innovative services and products to be developed

2. Discounts and offers

3. Allowances of both products and services

· Promotion
1. Advertising in the local, European, Mediterranean and International market through on-site activities, brochures, internet etc.

2. Sales promotion designed to attract diverse target markets 

3.  Point-of-sales materials

4.  Individual and joint publicity (e.g. through ALAS project)

IMPLEMENTING AND CONTROLLING STRATEGIC MARKETING PROGRAMMES


( Implementing business and marketing strategies


( Monitoring and controlling marketing programs





STRATEGIC MARKETING PROGRAMMS


( New and growing markets


( Mature and declining markets





FORMULATING STRATEGIC MARKETING PROGRAMMS


( Business strategies and marketing program decisions


MARKETING PROGRAMM COMPONENTS


( Product and service decisions


( Developing & testing new products and services


( Pricing decisions


( Distribution decisions


( Advertising, Sales, Promotion and PR decisions


( Personal selling decisions





MARKET OPPORTUNITY ANALYSIS
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( Industry dynamics
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