Expanding Your Product Line with
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Abstract.-- Forest

nurseries are | ooking for new

nmarkets in addition to their tinber revegetati on market.

Conservation plantings,

as well as others, are

denandi ng pl ant species previously not commonly grown by

commerci al nurseries.

Nur sery managers nust be market

driven when selecting plants to expand their product
line. Production strategies nust al so be considered

to maintain profitability.

I NTRODUCTI ON

Forest nursery nmnagers are
concerned about the decline in demand for
ti mber species used in reforestation
Nur sery nmanagers are becom ng aware of
the new forest managenent strategies that
use diverse plant species to enhance
natural resource conservation and
bi odi versity. They are | ooking for other
pl ant species to produce for other
markets so as to remain profitable

There are several nursery nmarkets
that forest nurseries mght enter.
Conservation plantings include a w de
range of plant species (Carlson, et. al.
1991). Riparian revegetation and
wildlife habitat restoration are other
exanmpl es of potential markets for forest
seedl ing nurseries. Even in forest
replanting, species in addition to tinber
species will be planted to benefit
wat er sheds, fish, and other wildlife
O her potential narket groups to consider
are the urban and rural | andscape
i ndustries, the Christmas tree growers,

and the parks and recreation departments.
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Two distinct markets for nursery
pl ants are 1) custonmers who use the
plants, and 2) other producers (Furuta
1974). Plants used by custonmers are
di verse and usual ly purchased in snal
quantities. Other producers are nore
interested in |large nunbers of single
species that performwell and yield a
profit.

VWil e research and breedi ng prograns
have inproved the growth and devel opnent
of several tinber species, little has been
done with conservation plants. Actually,
conservation markets often require that
genetic diversity be preserved. This is
attenpted by using | ocal sources of
propagation nateri al

Pl ant characteristics sought by the
urban/rural |andscape nmarkets focus on
plant formand foliage color. Landscape
mar kets al so respond favorably to plants
wi th inproved survival and adaptation, and
pest resistance. Econom c conditions that
nurseries nmust stay abreast of are 1) the
Gross National Product, 2) inflation, and
3) private residential construction
(Johnson and Jensen, 1992).

Cl ones of Dougl as-fir (Psuedotsuga
menzi esii var. nenziesii) have been
identified that performexcellently for
Christmas trees (Regan and Proebsting
1988). Acceptance by Christmas tree
growers has been slow for various reasons.
Costs of cutting propagated plants are
greater and the planting stock | ooks much
different than seedlings. In addition
growers are not fam liar with handling
clones and growi ng them Successfu
mar keti ng of



Dougl as-fir clones would require a good
m x of product and service (customer
education).

Your market must penetrate every
aspect of your business, while your
products serve the needs of your

customers. Each market group will be
|l ooking for a different mx of products
and services. In this article, | wll

di scuss details to consider when expandi ng
your product |ine.

MARKET DRI VEN

Successful expansion of your product
line relies on you being market driven.
Ket cham (1992) describes five genera
steps to concentrate on to become market
driven. They are: 1) do your honework, 2)
pl ace your market first, 3) target your
efforts, 4) conmbine products and service
5) pronote.

You should be spending a great dea
of managenent tinme gathering information
regardi ng your market. Find out what the
short-term and | ongt erm needs of your
customers are. Initially, custoners are
nost interest
ed in outplanting survival, establishnent
costs, and service. Later they focus nore
on the plants' adaptation to the
environnent and overall perfor mance.
Finally, custoners will |ook carefully at
their return on investnent
for using your products.

Pl ace your market first by listening
to your custonmers and to your potentia
custoners. Are they telling you to change
your m x of products and service? Keep in
m nd who your customers are and if their
needs are being met. New strategies in
forest revegetation will change the needs
of the seedling market. You nust be ready
for changes in the demand for different
pl ant species, plant size, and plant
performance. In Okl ahoma, nursery growers
rated market denmand as one of the npst
important factors driving expansion
(Henderson and Schatzer, 1991).

Efforts to expand your product |ine
shoul d target a specific market. The
nursery market is diverse. Deternne what
part of the market is nobst conpatible with
your interests (Behe, 1992). Riparian
revegetation projects often require nmany
diverse types of plant material. Can you
satisfy this demand? If not, nmaybe there
is anot her market, such as recreation or
smal

woodl ot plantings, that use only a few
different riparian species. You can
target nore than one market group, but
each nmarket group will look to you for
sonmet hing different.

G ve custoners a reason to buy
nursery products fromyou rather than a
conmpetitor. Combi ne products and ser
vice to set you apart fromthe other
nurseries. Quality, service, and com
petitive price are three inportant
obj ectives you nust strive to neet
(Urbano, 1989). Few markets exist that
are willing to purchase | ow quality
products. According to Sneal and Coartney
(1985) you nust have quality plants to
enter a market and attract buyers. Service
i nvol ves good communi cati on with your
buyers, pronpt delivery, and problem
sol vi ng.

Good pronotion inforns a customer
what you have to offer and why they shoul d
want to buy it. The product nust be
presented at the time and place, and in
the formdesired by the custoner. Nursery
products and related services are in a
uni que marketing position. Their
popul arity with the Anerican public is
based on desirable traits such as safety,
endur ance, beneficial, and reasonable
price (Smith, 1990). Let potential
custoners know that if they use Christmas
tree planting stock from your nursery,
they can expect a 95% out pl anting surviva
rate. Be prepared to deliver what you
promote. Promotion is a year round
process that begins the first time you
answer the phone.

PRODUCTI ON STRATEG ES

After you identify which plants are
i n demand, you mnust deci de which one(s) to
produce. First, consider what advantages
you have for growi ng certain plants. Your
soil type, water supply, climte and
har di ness zone, and your nursery must be
suited to this new crop. Try to choose a
product that will fit into your general
node of operation and anticipate shifts in
your | abor force. The length of the
production cycle should also influence
your deci sion

The transition time it takes to
| earn how to produce your new product is
easier if you use a systens approach
Begin with the required standards
(grade) of the new product and the tine
of year it will be sold. Then work
backwards in time fromdistribution and
post - harvest handl i ng,



t hrough production to propagation.
Thi s hel ps you understand the tinm ng of
specific operations and to develop a
producti on schedul e.

The type of plant you produce is
determ ned by the market. Usually, forest
nursery plants are classified as either
bareroot, container-grown, or transplants.
There are several advantages and
di sadvant ages for each type (Tinus and
McDonal d, 1979). Changi ng from one type of
product to the next requires different
facilities, specialized equipnent, and
additi onal capital. \What resources are
you willing to comrmit to devel op a market
and to grow, harvest, and ship the
pr oduct ?

General ly, overhead costs are greater
for greenhouse and contai ner operations
conpared to outdoor field operations.
Young plants can be transplanted into
outdoor field beds to limt their time in
a greenhouse or container yard. The
transpl ant bed should support rapid plant
growm h and devel opnent, and |lend itself
to nursery operations (weed control
irrigation, harvesting) and result in a
plant with a well-devel oped root system
and a
wel | - budded shoot.

Sel ecting the best propagation
nmet hod for the plant is another chall enge
you nust face. Again your bucket will be
your | eading indicator whether to choose
ei ther seed propagation or vegetative
propagati on. For each plant, consider the
known propagation techni ques and what
grow h and formcharacteristics are
desi red.
Eastern redcedar (Juniperus virginiana)
and Rocky Mountain juniper (Juniperus
scopul orum illustrate this point.
Currently, the demand for junipers for
conservation plantings and urban\rura
| andscapes is excellent in the G eat
Pl ai ns and I nternountain regi ons (Cregg,
1992). Seedlings are very costly to
produce due in part to their very poor
gernmnation rate, thus their quantities
are limted. Superior juniper plants have
been sel ected for conservation planting
characteristics, but they have not been
sel ected for ease in rooting (Van
Haver beke and Read, 1976). Many of the
sel ections are propagated by grafting.

A maj or portion of forest nursery
crops are propagated by seed. Seeds are
easier to work with and usually produce
econom cal, vigorous plants (Anderson
1992). However, they are also commonly
used due to | ack of

i mproved sel ections for vegetative
propagati on. Other than the tinmber
speci es (Piesch, 1986), very few

genetic i nprovenent prograns exist that
have |l ed to comercially avail abl e seed.
Seed propagation can enhance biodiversity
projects if the seed used represents the
natural variation of the planting site.

Veget atively propagated forest tinber
species are being used to a greater extent
t hroughout the world. Gemmel and ot hers
(1991) reported that performance of
cutting grown Norway spruce (Picea abies)
was superior to seedlings eight years
after planting. Avoid using clones or
rooted cuttings that tend to devel op poor
root systens. Poorly rooted cuttings often
devel op into poor quality plants.
Grafting and m cro-propagation (tissue
culture) are techniques used to a limted
extent in forest nurseries.

The additional work and costs
associ ated with produci ng cutting- grown
pl ants can be offset by your market denmand
(Connor, 1985). Propagati ng plants
vegetatively usually requires a greenhouse
facility and a skilled |abor force.
Qut door rooting beds are a potenti al
alternative to greenhouse propagation of
j uni per (Wagner and others, 1992).

Product profitability during the
initial start-up years can be poor and
sal es slow. Your comm tnment nust be
strong and you mnust take steps to in-
crease productivity (Hee, 1984). Look
for ways to reduce or nodify the tine it
takes to produce the product.
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