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‘Attac.hed please :&find a paper that was wr1tten'by Peter Poole concerm ng
the }inder Dow Industry in no thern Quebec. '

TN

ou ‘that you have 1n,Baff1n some Eider own harvestlng areas
around Cape Dorset, Pangnirtung and on Savage Itﬂands., While it would
ever be a signi f1cant source of income for your. peop'le, it.might be
worthwhile. to bring the idea to their attention, ‘E]der Down se]'ls
’ anywhere hetween $150 and $400 per pound s

Peter Poo'le exp]amed to me that 1f E1der Down was coHected in Bafﬁn
that it probably should be shipped to Payne Bay for cleaning and
distribution. Payne Bay has a cleaningfacility for Eider Down that would
be difficult and expensive to replicate elsewhere.

In case you are not aware, the people of Lake Harbour travel to the Savage
Islands each year to collect eggs.-. There wasan articleonthisin
Canadian Geographic a couple of years ago. There might be some way that
egg gathering and down collecting could be tied together. :

This information is forwarded for your retentlon and Whatever action you
feel is warranted.

ian
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GENERAL'DOWNVINDUSTRY

Prlces rose for all down types rapldly durlng the 19705 but
have now fallen ‘from a peak of 2-3 years ago. Current oplnlon’i
*;Ls that prlces w111 settle at present levels or perhaps
‘sllghtly. : :

-Down is generally used for 4 product categorles,,ln order of
rimportance~f‘cloth1ng, comforters, sleeping bags, furnlture{”
. For elder down spec1f1ca11y, comforters are the most 1mportant
,product. i E i : ’ :

Even though the use of down is 1ncrea51ng, the proportlon of
the insulated products market held by down may be falling.
This relative decline is perhaps masked in the current boom
conditions.

Neverthel ess, down is still the standard, against which the
steadily inproving synthetics are measur ed. However, synthetics
al ready provide superior performance to down when met it is
concei vable that they may one day surpass down in t her ma

per f or mance. In such a situation, down would nore than ever

be obliged to rely upon its ‘natural’ origin and qualities as

a. selling point.

El DER_ DOMN | NDUSTRY

The world supply of eider down is estinmated to be about

8-10,000 1lbs. A first approximtion of the quantity of clean
down that could be produced from Eastern Canada is 1,076 1bs -
in contrast to current production of 3-400 1bs. Hovvever, ._
serious |ogistical and nmanagenment problens woul d have to be W
overcone before this potential coudbe realized. \\




" EI DER DOAN | NDUSTRY DEVELOPNENT

P

>y

Ei ght basic devel opnent” ' strategies were ‘identified J"'five .
invol ve trade in raw clean down;, three involve the nmanufacture
“of down products. These strategies are reviewed individually
“and then-integrated into a phased devel oprrent schedul e. The ”
‘_‘el ght’ stategies are outli ned below. "= s gt

Selllngcf&ﬁanaadovm to* I\brth AMeri can Wiol esal eltshe RN
‘?maJorCanadlanwholesalers “inspected sampIes"bf Kangirsuk

" “down and expressed interest in buying nore. The sanmpl es
_‘were as good as those from Iceland. '.The 'wholesalers would"
-'*sﬂ-{re-sell to Europe as there is virtual Ily no. North Aneri can = .
;Tmapket "for ei der down. ‘ THe presentbuylng price would be .
‘in “’the range $Can138-$Can163/1b despite “a current |celandic
asking price of $Can200/1b. United States conpanies were
cont act ed by tel ephone Three expressed interest in receiving

sanples ‘(Results in Appendix 1). Sal es . t oo Canadi an . whol esal ers.,
would D, the least risk/least’ return strategy, but one .-

buyer 'said his prices would only be 10% bel ow what Kangi rsuk

[T

c ould obtain by selling directly to G“er-many "
“kindly provided a sample of “Ic | andi
, quallty standard. i
- £ N )
"l,}ﬂSelllng clean down to European whol es
22 German conpanies were contacted and 15 asked for sanples.
So far, 6 conpanies havc(ia responded fav?)rglbly and may cti)e ser(1t
information on priee an uantit avail able at any ate See
Appendi ces 2 an£ 3). Wiile in conversation, a “few details
were elicited regarding likely price ranges; these varied
between $Can104 and $Can166/1b. One recipient of Kangirsuk sanples
responded by offering 680-700dm/kg ($Can152-157/1b). These
contacts have provided a promsing base for selling eider down
after the 1984 harvest. It is recommended that Kangirsuk do
so both in order to develop a position in the European market
and to discover the costs and efforts of sale to EEC conpared
to Canadi an whol esal ers. Finally, these contacts confirmed
the absolute necessity of establishing and maintaining a
reputation for quality.

One buyer'

Selling clean down to northern comunities and craft centres.
Qut si de Quebec, this demand is |ow This Is probably the
result of unfamliarity as nmany craft ceantres produce cold
weat her clothing from a variety of local materials. Ther e
is undoubtedly scope for cultivating an interest in eider
down, but nobilizing a continuing demand may ultinmately
depend upon Kangirsuk first denpnstrating the nanufacturin,
otential . The community may wish to first do this for the
Eeneflt of Kangirsuk and craft producers before contributing
to such product devel opment elsewhere” A“list ‘of” northern -







e 2
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‘craft cent res is prow ded in Appendix 4. *,
Kangirsuk 'a’s” a down c]:eratmre_., "Given the pot ent | al
‘.., illust rated in Map 1, there may be considerable scope for
. Kangirsuk establishing itself as the recogni zed cl eani ng

Ecentre for. “the Arctic region. Map 2. suggests the fact or&*
““that would inf luence access to-these resources. It is ’

' recorrrrended that an est imate be made of  the comparat ive

.costs and ‘logist ics Of collecting f rom. t hese ‘ot her areas.

ince 1t |s ~unlikely that all resources ‘could be developed
imult aneou 1 tlus would prOV| de a ba51s ” for‘ a’ c mparatl

evaluat ion. ' : [

"y

" Di spo sing of clean’ down through joint ventures with’ establ ished
manuf act ur ers. This 1s In a sease a bridglng strateav f rom.
'sale of clean dovm to the manuf acture products ¥

Kangi rsuk would approach an established manufacturer with a
proposal to j ointly develop products for the North American,” *
mar ket . Not only would these provide ‘a‘ neans of selling &,::., - .
. clean down , but ‘it would al S0 prov:l.de\low risk opportunltl es
"to learn procedures of ” product’ des 1gn,, rketlng, and

di st ribut ion . ““Lists of North American nanuf acturers are
given in Appe,ndAlx 5

Penetrating established narkets ‘for eider “down comf orters.
This I's the most rewarding strategy, but also carries th
hi ghest risks as it woul d invol ve penetrating established “ _
German markets. “’”A gradual approaches recomended, |n|t|ated
by the devel opnent of products of conpetitive quality.

Est abli shing new markets for eider down conforters. |If
Kangirsuk could produce conforters conparable in price to
the eider down parkhas currently made, a North Anmerican

mar ket m ght be devel oped, based on direct narketing. Two
conforter nmanufacturers have expressed interest in using
Kangi rsuk eider down (See Appendix 5). Such interest could
lead to a joint venture. Success in this area could |ead
to selling conforters in the European market.

Devel opi ng new ei der down products. A list is provided of

the kinds of garnents that could be produced from eider

down. These fall into two categories: liners or inner
garnments for boots, mtts, etc; outer garnents in which eider
down would be conbined with waterproof materials. Ei t her
finished garnents could be produced or kits. A smal |l market
for outdoor garments and kits already exists; an advantage

to this is that the buyer can specify in advance the 'R' val ue
required and order the appropriate volune of down.

An outline is provided of the steps that should be taken
in a program of product devel opnent: pr ot ot ype design,




producti‘ on andﬁq'o‘:e'st'i‘ng,’oostw‘i&'r{g‘ of a pr(oducti on process, S
market research” and’ “Devel opnent . The inportance of accurate

mar ket positioning and targeting are stressed as “vveII as the
.most significant from the pornt of. view of econonic v1ab111ty.

select ing an appropriate channel of” distribution . ‘A: small "
' voI une producer such as Kangirsuk is well, ” placed to- shor’t-‘

F’inally,a phased development p‘I an is proposed whi ch 1ntegr tes
he vari ous “strategies in such a way that the least’ risk = o
“strategies “ ( selli ng” clean down ) are implemented first in

‘order to establish a. firm basis for |later ‘undertakino the e
higher Il sk strategi es” (developi ng new products and creating -

new narkets ) . Figures 2- Slllustr‘ate these strategies and
further det ai I s are provr ded in the acconrpanyl ng text.

" - Flgure 2 is a schematlc for a comprehen51ve:
G development program ' ,

Flgure 3 suggests a process for gradually
increasxng the”supply of raw down

Flgure 4 detalls steps for selllng clean down

F| gure 50utI|nes an ei der down product devel oprrent 1

program
Note is made of sources of support specific to elements of the
devel opnent program It is suggested that the chances of

obtai ning such support wll be considerably inproved if

Kangi rsuk manages to devel op a-clean down market w thout
financi al assistance.




That from the 1984 harvest» an allocatlon be prepared

7t 4

’That the loglstlcs and costs‘of collectlng raw down

from other regional sources (see‘Map 2) be estlmated
as a baS| s for discussing the possibilit, “ of suppl y

from the |local comunities concerned.




The 1nvest1gat10n will cover a varlety of marketlng

i

'alte‘natlves, and w111 present these 1n terms of a

IR

n a'progre551ve and secube ba81s.

Baéﬂgbbuhd“

‘the down ‘industry at large is highly secretive and

the eider down segnent all the nore so. Secrecy
conceal s the anounts collected, cleaning processes ,
and markets established for clean down. In this
report, information which is sensitive in this respect
is contained in a series of detachable appendices.

For the purposes of this report the down industr,
will be separated into four segments:

Producers of cleaned down; Kangirsuk

Whol esal ers who will buy directly from producers
Manuf acturers, who purchase down as needed

from whol esal ers

Retailers, who sell the finished down product
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To de ve ,lop rrar'kets first by _es ahl1=h|ng‘5‘;'°t)cl‘bc

‘materlals

: hroughthé sale of raw -even if this

| over _

pr of ) t s bef ore .- prm‘eedvx.v ot

+In Ra_r'_t__l, the do»{in indtistry will first ‘be‘,y‘ deg;}%ﬁiﬂl.
~in genera 1 as it affects the gjder down segment

Then attention will be focused on certain aspects

of the eider down industry itself : supply, markets,
collecting nethods and processing.

"In part 11, a vwariety of devel opnent strategies wll
‘be discussed individually. This will include the
results of a clean down narket study in West Germany.
These strategies range from the fairly straightforward
sale of clean down to Canadi an whol esalers, to a fairly
conplicated product devel opnent program designed to
create a market for down products nmanufactured in

Kangifsuk.

In Part 111, the nost promsing of these devel opnent
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' THE GENERAL DOWN INDUSTRY

s

4. \THE DOWN INDUSTRY RECENT HISTORY CURRENT STATUS

} } Price Chang‘gswsyjince 1970

The prices for all down types have” risen since 1970,
“though they are now far |lower than the peak of a few
years ago. Price changes have been influenced by the
introduction of synthetics, by a general rise in demand
for all insulating nmaterials, and by the actions of
China as the major world supplier and of Japan as a
recent nmjor buyer.

In the early 1970s the producers' sellin pric,of
goose down was as |low as US$6/1b; goose down was then

the nost popular filling for sleeping bags. At this
tine, the price for eider down was between US$60-70/1b.

By the mid-1970s synthetics had begun to displace down
in sleeping bags, but the demand for down cl othing
intensified so much that the price for goose down rose
to US$25/1b. Duck down renmined at about half the
price of goose down.




. ‘m,.u* $

;large |nventor|es Cas thé valuegﬁ“”
halved s

-
- - ,
Itseems that China has now adopted a fresh approach

and plans to retain nmuch of its down to produce parkhas,
five mllion of which were produced last year, wth a
further ten mllion planned for this year. This may
have contributed to the view expressed by sone of those
consulted; that the prices of goose and duck down are”
expected to rise further in the near future.

It is evident that fluctuations in the prices of eider
down have to sone extent reflected those for goose and
duck down, but even those consulted could not identify
the precise operational factors. It does appear that
Japanese buyers nade a concerted effort to corner the

ei der down supply and that this drove the prices towards

the US$300/1b level. One Gernman source commented that



or comforters, have been tradlﬁlonal ln*

Europe for a long period. They usually con51st of a.
plain cot ton covering, encasing down in sewn tubes or

squar es.

The North-American bed-covering of equivalent popularity
and history is the quilt. These are not nmade for
marntﬁ as much as decoration and current quilting

magazi nes, of which there are a surprising nunmber, do not
reveal any interest in conbining the decorative surface
with anything other than a backing material of cotton

or synthetic webbing. However, early in this century,
down conforters were considerably nore popular than now
and there are signs of a possible revival with the use
of the term 'sleeping quilts", to stress their warnth as
well as decorative quality.

The interest in down-filled clothing has quickened with




the growing popularity of outdoor recreation and the
increase in disposable incones. Garments are based upon
Tpatterns devel oped for hi gh-altitude ' mountaineering,
ﬁAPCth expeditions, and n1I|tary uses. The rapid rise

in popularlty of down vests is a striking exanple of
*lthls. ‘Down cl ot hing conprlses bot h |ndependent out er
<garnents and liners coupled with outer shells of tough N

< 1nd and mater-re5|stant mat eri al . Ty

Coyee

~.Down ls used as’ fllllng 1n very expen51ve furnlture -

“with ‘a sofa using up to ‘sixteen pounds(NYT 1976).

4n3.TTendsf in Down Utilisation

rt is encouraglng to ‘note that even with conpetition

,u,

rom ‘synthetic 1nsu1ators, t he, consunptlon of down has
r;een steadlly i ncreasi ng over the last twenty'years.
:%owever, atthe sane tine, the share of t he gener al
‘market for insul ated products held by down appears: to

be declining. This relative decline seens to be masked
by the rapid expansion of demand for all types of

out door clothing and canpi ng equi pnent.

The proportion of down clothing and sleeping bags
advertised in the catalogues of the major manufacturers
and mail order houses is gradually being overshadowed

by that devoted to synthetics. Nevertheless, down is
still the acknow edged standard with sone manufacturers
conparing the thermal properties of new synthetics to

t hose of pure goose down. The synthetics already possess
a definite advantage over natural down;, they retain their
t hermal performance when wet. As their thermal capacities
inmprove to the levels represented by down, the advertising
for down products can be expected to enpha5|se t he
"natural” origins and qualltles of domn rat her than

its insulating qualities. "




However, some trends affect spec1f1c dlrectlons 1n

Fornsleebing,b‘g v synthetlcs are c1051ng in upon down

in terms of thermal capa01ty. This comblned w1th thelr
‘”lower cost and thermal performance when ‘wet, 1ncreases
he1r attractlon for both recreatlonal and serlous

expedltlonary users.

5z.on51der1ng these trends, down beneflts from an 1ncrea51ng

pOpularlty of natural materlals and flbres in certaln’
segments of the market. This is matched by an apparent
-resurgence of interest in down comforters - promoted
alsoin their energy saving role. The salient feature
here is that such items are down rather than nerely
thermally efficient in all weathers.

Despite these trends towards synthetics, it is evident
that there remains a significant segnent within the
market for cold weather clothing which places a greater
premium .upon the natural origin of the insulator than on
its performance under extrene circunstances.

To capitalize upon these trends, the design and nmarketing
of eider down itenms should focus upon the follow ng
features and properties.

that eider down is still the nost efficient insulating

materi al .




look for ways of comblnlng elder down w1th a sultable

water proof materlal such as Gore Tex , the approved

synthetlc,'or 011 cloth a 'natural' materlal

xempha51ze the rarlty value.aAdoétta:ﬁii@itedi:

€

stress the ways ln;

Y

dlstlnct even’from

QafgéﬁAthéwmbrehaisérimfhstiné%mérket‘segméhfs.'“

This ’Subj ect will ‘bev t aken up again in later bhapt ers.




‘5. THE EIDER DOWN INDUSTRY

i5.1,ff5upg;y ef‘Eidef Downﬁ

The preszdent of a leadlng North Amerlcan down ,< 

OOmpany estlmated a world supply of 8~ 10, 000 1bs i

(3660 4500 kgs), about 50% of whlch would be supplled

by’Iceland.w Palmer(1976) estlmated Iceland's annual *
oductlon at(about 3 5001bs(1588kgs) in 1963. He

so eetlmated Greenland's productlon at 2201bs(100kgs)

:f,;No flgures were available for the two other major -
suppller s ' Nor\/\ay and Ru55|a

{down from known elder colonies 1n eastern Canada
'(Reed 1984, 1n press) These data are also presented

fln‘Table 2., Of these estlmated harvests,'only the
St Law ence Estuary col onies are regularly collected

.‘*;a?vfid it is thought that the present |evel of harvest
is the maxi mum sustainable quantity (Reed: personal
conmuni cat i on)

Clearly the greatest potential for further expansion
lies in Northern Quebec. However, a variety of
managenent and practical problens would have to be
overcone before these potentials are realized.

Though these are the nost infornmed estinates avail able,
they are still based largely on experience in areas
where eider down collection is established, often
under quite different conditions (Reed: personal
communi cation) . Neverthel ess, these figures provide a
very useful framework for long term planning and wil|
be discussed further in Section 7.4.




‘ Table 1
ESTI MATED DOMN HARVEST | N EASTERN CANADA

|3

. Estimted % of

C ean Down . Harvest

S “* Harvest-1lbs

Total

Akulivik, Inukjuak, R R
Great Whale, Povungnituk - 143

RS e

ﬁﬂg;vaﬂgay'

. East Coast =i i 73 w07
"~ Bider Islands = .. 55 . 6
i oy

4

”ﬁQEvPloveﬁ; Payﬁe“ISIanas v?g44
- Gyrfalcon Islands - 38

Belcher Islands =~ . 18 = 2

TOTAL : NORTHERN QUEBEC '~ 481 . .. 7-: 46%

- Cape Dorset .

Sévggetigléﬁdéulb

Panigni‘l"'tung’ '

TOTAL :  SQUTH BAFFIN 92 8%

Tabl e Bay, Spotted Island 33 3
Nain 26 2

Nort hern Labrador 22 2

TOTAL:  LABRADOR 81 7%

St.Lawrence Estuary 321 30

Qulf of St. Lawrence 44 4

TOTAL: ST. LAWRENCE ESTUARY 365 34%

East Shore, Nova Scotia 35 3

Grand Manan, New Brunsw ck 22 2

TOTAL: MARITIMES 57 5%

GRAND TOTAL 1076 100%

19




'l‘hough there are a numbet' of zroun.s

shown 'in Map 1)

‘When contacted, organizations along the St. |awrence

Estuary were not disposed to provide any information
about their prices or quantities for sale. This is
not surprising; it is fairly typical of the secrecy
whi ch enshrouds the eider down industry. However . i't
‘-seems that these groups have established markets for
"their down and would probably not wi sh to abandon’
these in favour of Kangirsuk. |pn such circunstances,
it would probably be to the long term advantage of
Kangirsuk to concentrat_upon the under-devel oped
resources of Northern Quebec than to attenpt to obtain

down from Southern Quebec.




2.

21

Principal Eider Down Markets and Products

Traditional narkets for eider down are dom nated by

West Germany, followed by Austria and Swtzerl and.
Though in England the word ‘eiderdown’ has becone the
generic term for conforters or duvets, these now usually
contain goose or duck down instead.

In the late 1970s, Japan entered the eider down narket
vigorously but in the view of sone down producers nay not
continue to be as consistent a source of denmand as the
traditional markets.

It was widely stated to me that comforters, or duvets,
are the only item that can be economically produced from
eider down; in West Germany, 80% of eider down is nade
into conforters. Al those who expressed their views

on this also stated that eider down was "too expensive"
to be used in clothing.

This view probably reflects the inroads that synthetics
have been making in the use of down for clothing. Not
only are the synthetics cheaper than down but they retain
their thermal properties when wet and are nore hardwearing.
Moreover, they are continually being inproved under
conditions of intense conpetition affecting the producers
of outdoor <clothing and their suppliers of artificial
insulating materials. If clothing made from goose or

duck down is suffering from this conpetition, it is no
wonder that eider down is felt to be far too expensive.
Also to the disadvantage of eider down is the fact that
the market for outdoor clothing has beconme highly
susceptible to changes in fashion, particularly in ski

clothing, the doninant sector. In such a narket, .




consuners nay be unwilling to invest large sums in garments
that may not remain in vogue for too |ong. Conforters,

on the other hand, are not as sensitive to changes in
fashion and this may help to explain the extraordinary
prices charged for these itenms by conmparison wth their
goose down equival ents.

For exanple, a king-sized eider down conforter in Harrods,
London, was priced at Can$3,5000, yet it was unlikely to
have contained mre than 2.5 lbs of down - worth about
Can$400. The down was encased in plain cotton wth a
sinmple tubular quilting. The prices for down conforters
in Wst GCernany were in the same range. In Toronto, |
was shown, in a Japanese catalogue, a conforter of hand-
painted silk which was priced at about Can$7, 500. The
cost of the covering would partially account for this

hi gher price but also, according to one German source,
the Japaneses are inclined to use double the amount of
eider down to that used in European conforters.

Gven the extra skill and time involved in nmeking clothing
as opposed to conforters, it is not surprising that
manuf acturers would avoid making eider down clothing

since retail prices would probably reach 34 times those
of conmparable goose down clothing. This suggests that
if Kangirsuk were to attenpt-to nmke and sell clothing

nore widely it should continue to be done on a direct
maker to buyer basis so as to, reduce distribution and
mark-up costs as far as possible.

Despite this general viewwithin the industry, Kangirsuk
has managed to produce and sell eider down clothing
locally and should use this success as a base for further
development, particularly inits maker to buyer aspect.
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On the other hand, current retail prices set for conforters
are so high that Kangirsuk might be able to sell directly
to retail stores at a wholesale price which provided an
attractive return on the cleaned down content. However,

in considering this prospect, one should ask why it is
that the Icelanders do not market finished eider down
comforters? Since they do produce woollen garnents from
local raw materials, one wuld have expected them to
attempt to manufacture eider down itenms -  particularly
since Iceland donminates the supply of the raw naterial.

The question of eider down <clothing conpared wth conforters
may be stated in a slightly different manner. It is not

that eider down is tié:% expensive for «clothing; it is

that eider down cl ot hi ng does not project the sane inmage
vis-a-vis goose down clothing that eider down comforters

have with respect to goose down conforters. This, in

turn, may be because there has never been a tradition of

eider down clothing as there has been wth eider down
conforters.

One should not conclude from this that the creation of a
conparable inage for eider down <clothing is an inpossible
t ask. Rat her, | suspect that it is one which existing
manuf acturers do not bother wth sinply because of the
small  volunme of eider down clothing that would be

available if such an inage creation process were to
succeed.

Stores selling down itens assune that they are addressing

a critical clientele and go to considerable length to

provide hard data on the qualities and thermal ©properties

of the various down types. In the Bijenkorf, the ngjor

Anst erdam department store, an elaborate set-up of

rotating pl exiglass cylinders is used to display the .




various conbinations and qualities of goose and duck
down and feathers contained in a range of conforters
offered for sale. Custoners are invited to take part

in this critical appreciation of down type, thermal
properties, etc., to participate in the 'down mystique'.
Table 2 shows the prices set for high quality goose
down conforters.

Table 2

PRICES OF GOOSE DOM COVMFORTERS IN AN AMSTERDAM STORE

Di mensi ons Wei ght  of Price

cIs. Down ozs. Can$
140 x 200 15 250
200 x 200 21 362
240 x 200 28 445

In several FEuropean stores selling nountaineering,
trekking, and canping equipnent, custoners are also
exposed to such conparative evaluations of down types
and synthetics, in both <clothing and sleeping bags. In
conversation, the staff of two of these stores stated

that they often found strong inclinations towards the

natural insulators over the synthetics even when
synthetics appear to have an edge - either in price or
t her mal performance.

Two such stores in Amsterdam, Carl Denig and Demmenie
Sport, sell down to those wishing to make their own
sleeping bags. The manager of Carl Denig told me he
had recently sold a kilogram (2.2 1lbs) of eider down
to someone wishing to make two sleeping bags. He had
paid Can$165/1b for this down but had found it of very

low quality, requiring considerable cleaning before re-
sale.
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following points sumrarize the discussion on the

mar ket for eider down products.

=\

Two mmjor markets: a traditional, stable narket
in West Germany, Austria, and Switzerland; a new,

unpredictable market in Japan.

The nmain product is conforters; industry sources
stated that eider down is "too expensive for
cl ot hi ng.

The price differential between eider and goose down
conforters is extrenmely high - about 7:1. A simlar

-

price ratio for clothing would probably be unacceptable.

However, Kangirsuk has established a local, though
limted, market in eider down clothing where such a
differential is not evident as the garnents are sold

on a maker to buyer basis.

The main selling points for eider down appear to be
rarity and prestige rather than superior therm
performance - though that is an essential elenent.

Custoners who still favour goose and duck down over
synthetics display a critical appreci ation of
thermal performance and a preference for natura
materials that mght be nobilized in favour of eider
dowmn as the best insulator of all - as long as

price differentials were narrowed.

The current rise in North Anerican demand for outdoor

recreational clothing creates a receptive climte

for the introduction of eider down products providing

one does not attenpt to conpete head on wth synthetic

manuf act urers.

To conpete wth established goose/duck down and
synthetic garnents, eider down products should stress

| ongevity and Be designed to follow ‘enduring’ rather
than ‘current’ f ashi ons.
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53. Eider Down Collection

The down collection procedures that have evolved in
Iceland are not wholly applicable to conditions in

Nort hern Quebec. The Anguni agaq WIdlife Mnagenent
Corporation and the Makivik Research Departnent are
jointly working wth Kangirsuk in devel oping the nost
appropriate and efficient nethods. These include the
timng of collection, the consideration of predator
control nmeasures and the effectiveness of nest shelters.

From the point of view of this study, as a local eider
down industry grows, it may be necessary at some point
to decide how much should be paid to those who collect
the down as opposed to those who clean it.

The Makivik Research Departnment has provided rough
estimates of the cost and effort involved in collecting
dowmn from selected sites, taking into account gasoline
consunption, distance, travel tinme, density and abundance
of nests. The results vary so nmuch that a fixed cost

for down <collection would be an wunrealistic objective.

One alternative might be to establish regular down
collection itineraries, involving predictable transport
costs and tine and pay those enbarking upon such trips
fixed rates(assuming a certain return of raw down) -
nodified in cases of weather delays, etc. Such an
approach would ensure that down is always collected at
the optimm nonent.

Such a nethodical approach may not seem appropriate at

this early stage of developnent of the eider down industry
but, if in the future Kangirsuk successfully develops

an export in eider down pr‘oducé\s, its continued viability
will ultjimately depend upon a s':é:c‘ure and regular supply

AN
of raw down.




The inportance of establishing sonme idea of collection
costs may become clear If the comunity is one day

faced with the alternatives of weither collecting down
from a distant, but locally accessible colony or buying
raw down outright from another source. It would also be
necessary when determning what to charge other raw down

producers for cleaning down.

5.4. Eider Down Processing

Two nethods of cleaning raw down have been devel oped

in Kangirsuk: nmachine and |oom

The machine used is modelled upon a down cleaning
apparatus inported from lIceland and later destroyed in a
fire. This machine apparently breaks down frequently.
A second machine was also inported from-Iceland and sent
to Cape Dorset, but was not used and is now stored in
Montreal .

The loom nethod pre-dates the cleaning nachine. It is

si npl e, though | abour-intensive and does not break down.

In Kangirsuk, the loom is preferred because of its
reliability and because it produces better quality down,

with a springier and nore resistant quality. However,

in spite of this apparent superiority, other consi derations

may affect the decision of which technique to enploy -
particularly if the commnity elects to sell clean

down to wholesalers or manufacturers.

Ei der down shares with other down types three min
problens over the long term
- bacteri al deconposition
m | dew

mot hs
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Though goose down can be sanitized through washing,

eider down cannot, and the initial phase of the nmachine
cleaning nethod, 8 hours of heat treatnent at 120C, is
required to prevent bacterial deconposition in the
future. this tends to nmake the individual down clusters
brittle and creates "down dust". Though regrettable,
nost manufacturers may accept this loss of quality in
return for prevention of its deconposition.

Measures to counteract mldew and noths do not effect

the choice of down cleaning nmethod and require only
careful attention to storage conditions and the selection
of suitably inperneable materials, to noisture and noths,
in the manufacture of down articles.

To ascertain the opinions of down wholesalers and

manuf acturers , seventeen conpanies in North Anmerica and
Germany have been asked to conpare sanples of machine
and loom cleaned down and provide an opinion which
takes into account the absence of heat treatnment in

the case of [oom cleaned down. The results are given
in Appendix 3.

2¢



PART 2

EIDER DOWN INDUSTRY DEVELOPMENT

6. THE RANGE OF DEVELOPMENT STRATEGIES

6.1. I ntroduction

In this chapter, the wde range of developnent strategies

and options open to Kangirsuk wll be briefly introduced;
In chapters 7 & 8, they wll be discussed in greater detail.
These options fall roughly into two categories: 1)trade

in raw and clean eider down; 2)trade in down products.

Part 2 of the report should provide a basis

a developnent program whigh incorporates

for planning

these options

in the nost effective sequence. Following is a

summary introduction of eight devel oprment strategies.
6.2. Trade in Raw and Cean Down

To North Anerican Wol esal ers: A secure nmarket my be

devel oped with North Anerican wholesalers

for probably

the lowest price, but with the least effort.

whol esalers are likely to re-sell that down

These

to European

manuf acturers or whol esalers. (See section 7.1)




6.3.

To European \WWolesalers and

Manuf act urers: A nmar ket

may be developed directly wth European wholesalers

or manuf act

urers which would

yield a higher price but

which would also require greater effort and costs;
shipnment, tariffs, etc. Al so, Kangirsuk would be
attenpting to penetrate a market domnated by |Iceland
and this conpetition would entail greater costs.

(See section 7.2. )

To Northern Craft Centres and Conmunities: Cl ean

down may

be supplied to other conmmunities and craft

centres across Northern Canada for use in producing

craft obj

ects. As a down cleaning service, Kangirsuk

may sinply act as a down cleaning operation receiving

raw down

fixed rat

from other localiti

es and cleaning it at a

e. (See section 7.3. ) .

By Acting as a Down Ceanin

g Centre: Either by

pur chasi ng

raw down from other sources or by cleaning

and returning down to these

sources for a set fee -

based upon the amount of clean down produced. (See section

As a Joint Venture wth Si

ngl e Manufacturers: Joi nt

vent ur es
articles
the partn

exanmpl e,

may be established

in which Kangirsuk

with producers of down

supplies the down and

er the manufacturing capability in, for

a conbined effort

on the narket. (See section

to establish a new product
7.5. ) .

The Manufacture and Marketing of Eider Down Products

Penetration of Established

Ei der Down Conforter Markets:

This woul
However,
to distri

of direct

d be difficult but
Kangirsuk would pr
butors at |ower pr

mar keting system

obviously rewarding (see 5.2.

obably have to either sell
ices or establish sone form
(See section 8.1. ) .

7.4.7

).
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Devel oping a New Mirket for Eider Down Conforters:

This might be attenpted in North Anerica where the

mar ket for goose down conforters appears to be

expandi ng. In North America, direct mar keti ng channel s
are established and accepted to a greater extent than
in Europe. (See section 8.2 ),

Devel opi ng New Down Products: Kangirsuk has proven

.that eider down can be sold, although on a limted

scal e. This experience could provide a basis for \-
further product developnent and narket expansion. \
(See section 8.3.).

An Integrated Devel opnent Program

These eight developnent strategies obviously require
various levels and types of expertise, effort, and
financi al i nvest ment . None of them are exclusive

of the rest and they all could play a role in a’

devel opment program Sone strategies «carry (greater
risks - but promise higher returns. A sound devel opnent
program should conmence with the lower risk strategies
and, once a firm foundation is established, should
proceed to explore the higher risk options.

In the following chapters, these strategies are
examned in greater detail. Following that, a phased
devel opnent program is suggested as a basis for
community  consi deration.




7. TRADE |IN RAW AND CLEAN ElIDER DOMW

7.1. Selling Gean Down to North Anerican Wholesalers

The North American nmarket for raw and clean down is
donminated by wholesalers, who by and large re-sell
down +to European manufacturers. For practical
purposes, there are no North Anerican eider down
manuf acturers as the nmarket for eider down products
is wvirtually non-existent. One Canadi an whol esal er
puts the 1982 Canadian consunption at 9lbs, an
anmount he sold to a yachtsman who wanted eider down

conforters for his guests.

In Canada, there are two dom nant down whol esal ers,

one of them a branch of a conpany based in the

United States(see Appendix 1 ). Executives of both
conpani es exanined sanples of machine and |oom cleaned
down from Kangirsuk and were extrenmely helpful both in
their coments on the sanples and the general

information they supplied about the down industry.

Both conpanies thought the sanples conpared favorably
in quality with clean down from Icel and. They were
asked to choose a sanple as a basis for possible further
trade; one preferred the nachine cleaned down, the other

retained the |oom cleaned sanple.

One manufacturer was kind enough to exchange a sanple
of Ilcelandic eider down which he had on hand. Thi s
has been forwarded to Kangirsuk to be kept as a

quality standard.

Both wholesalers were willing to buy Kangirsuk down

i medi ately, though they were not prepared to quote




a price until a confirmed quantity was offered.
Neverthel ess, | gained the inpression that the price
woul d be in the range Can$138-163. By conparison,

I cel andi ¢ asking price of the day was Can$200/1b.

Acknow edging that he would probably re-sell Kangirsuk
dowmn to a European conmpany at a later date, one

company executive recognized that a higher price

could be obtained by selling directly to Europe.
However, he suggested that the additional <costs and
effort entailed nmay not be conpensated for by the
extra revenue and stated that his prices would only

be about 10% less than could be obtained by direct
selling to European conpanies.

He suggested we take note that what may be stated to be
the current price of eider down is wusually the asking
price proposed by Icelandic producers through regular
commodity nmarket channels. This is not necessarily
the anount received. In support of this he said that
he had recently sold a quantity of Icelandic down

to a European conpany for Can$150/1b, conpared wth the
current lcelandic asking price of Can$200/1b.

Asked how they felt eider down prices mght go in the
future, the general opinion was that they wll not
return to the extraordinarily high level of a few
years ago. It was also thought that they are unlikely
to decline nmuch below present levels; in fact, they
mght rise slightly - though not extravagantly.
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2.

Selline Cean Down to EuroDean Wholesalers and

Manuf acturers

Wiile in Europe, | contacted 22 Wst GCernan comnpanies
by tel ephone. O these, 10 were wholesalers, 10
manuf acturers, and 2 doubled as both. Wth one

or two exceptions, the down buyers of these conpanies
were far Less forthcoming wth general infornation
than their Canadian counterparts. As a rule, they
were interested only in the prospect of an inmediate
purchase and, for this, insisted on three pieces of
i nformati on:

gquantity avail able

price asked

a sanple

| stated that Kangirsuk is not imediately in a position

to sell a given quantity but is engaged in devel oping
a narket and would value their coments on sanples -

with a view to stating price and volunme at a later date.

Al together, 15 conpanies were responsive enough to this
approach to make it worth while dispatching sanples to
them  These were divided into: 7 whol esalers, 6

manuf acturers, and the 2 whol esal er/ manufacturers . A
l'ist of these conpanies and the nanes of their buyers
Is attached as Appendi x 2.

Each conmpany was sent sanples of both |oom and nachine
cl eaned down. They were asked to review the quality,
state their preference and coment on the absence of

heat treatnment in the |oom cleaned sanple. The responses

of the  West German buyers are contained in Appendix 3.

In spite of their general reticence, a few buyers were
prepared to discuss the eider down trade in general and
their views largely coincided with those provided by
North Anmerican conpani es.
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Eider down is almost excl usively used for the
manufacture of conforters. In thermal ternms, the best
goose down provides 70-80% of the warmth of eider down
for the sane thickness. Equi val ent thermal performance
can be attained sinply by nmaking goose down conforters
20-30% thicker than eider down conforters.

Though eider down conforters are only 20-30% better in
thermal terns, they tend to be 6-8 tinmes nore expensive.
The rarity and prestige value of eider down accounts
for this price differential nore than its superior
thermal efficiency.

My conversations wth the Wst German buyers underscored
the absolutely critical inportance of attaining, and

mai ntai ning an acceptable quality of cleaned down. One

manuf acturer told nme that he had bought, sight unseen,
eider down from Newfoundland and had found it of

inferior quality — requiring further [Iaborious cleaning.
On no account he said, would he contenplate further
purchases from this source.

Buyers were understandably reluctant to quote prices
until a bargaining situation devel oped. However, a
few referred to prices they had recently paid. It may
be assuned that these tended to be slightly |lower than
m ght be negotiable in an actual bargaining situation -
just as the Ilcelandic asking prices tend to be higher
than those actually negoti ated.

The figures | could obtain ranged between 500 rmarks/kg
(Can$104/1b) as a producer’s price to a wholesaler, and
800 narks/kg(Can$166/1b) as a wholesaler selling price
to a manufacturer. However, one manufacturer renarked
that if he were to buy directly from a producer, he
woul d expect to negotiate a price sonewhere between




7.3.

these two |evels. This sugges

expect to obtain between Can$1

directly to the Wst German ma.

with the Can$150/1b price recer
Canadi an whol esal er on the sane
whol esal er said he had recentl,
for Can$131/1b.

The German buyers confirmed the
Japanese entry into the eider dc
to an unrealistically high level
that sone Icelanders "got too gr
inventor back in the expectation
prices: however, they suffered w
nore normal |evels.

I was wunable to obtain consistent
role of the Wst German eider dowr
to the Japanese. One manuf acturer
supplied nost of the conforters so
that they wusually used double the

to that used in Europe. Anot her bt
claimed to supply the Japanes, mark
The Japanese denand seened to be re
feelings, as a welcone but an unpre
The Japanese seem to have acquired
sudden attenmpts to corner such commc
followed by equall, 6 sudden withdra,
1970s, they had a simlar effect upo
pol ar bear skins when it was decided
world narket for tying fishinflies

Selling Cean Down to Northern Commun

Centres

At present, there appears to be only-:
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for any down types from northern craft centres.
However, nany of these centres do produce cold weather
clothing and Kangirsuk could conceivably create a
demand by developing and proposing ways in which

eider down could be wused in craft production. The
following few exanples cone to mind.

Igloolik produces caribou skin liners or inserts for
kam ks. These use the full fur of caribou hide and are
therefore quite thick — 1 to 1 1/2 inches. An eider
down liner could be a successful alternative, and

could also be used by itself as an indoor warm | egging.

Along simlar lines, nmany craft centres produce mttens
whi ch could use eider down liners as an alternative to
duffle. O course, the eider down parkhas already

produced in Kangirsuk could serve as a nodel for other

craft centres.

Northern Quebec apart, there does not at present appear
to be a general demand for eider down, perhaps resultin,

from a generally |ow awareness.

Kangirsuk wll probably have to nmake a strategic
decision in this respect: whether to make a special
effort to generate a demand for clean down from
northern craft centres - by pronoting possibilities
such as those nentioned above, or whether to take

advantage of such opportunities wthin Kangirsuk

itself. This decision wll no doubt be influenced

by the local capacity to use all local down in craft

production. A list of craft centres i S provided in Appendi x 4.

Kangirsuk as a Down Ceaning Centre

Under this developnent strategy, Kangirsuk would provide
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aservice for other producers, by returning clean

down for re-sale and manufacturing. (See Map 2).

Since Kangirsuk itself wll be in the business of
selling both clean down and eider down products, the
comunity mght eventually wish to purchase raw down
from other sources rather than return it. This wll,

of course, depend upon how successful Kangirsuk becones
and therefore to what extent local supplies of raw

down beconme insufficient for local manufacturing.

In 1981, 800-1,0001bs of raw Canadian eider down were
shi pped to\ Iceland for cleaning. For this, a special
tariff remission was granted on the basis that there
are no facilities within Canada for cleaning eider down.
(Government of Canada, 1981). Cdearly, Kangirsuk would
benefit by informing Agriculture Canada that such a

capacity does exist.

Unfortunately, no information was provided on what
Icelandic Cooperatives charge for cleaning eider down.
However, the executive of one Canadian down conpany

told nme that he believes Iceland’s total production
costs for clean down to be in the range Can$100/1lb.

I would imagine that the cleaning conponent of this

cost is considerably higher than the collecting

conponent - especially since Iceland's <collecting effort

is considerably lower than Kangirsuk's.

In Section 5.5., it was suggested that Kangirsuk
develop a neans of estimating the costs of down
collection - however variable and contingent these my
be. This would be required in estimating the cleaning
cost components of total down production costs and
would be a wuseful indicator in deciding what to charge

for a down cleaning service.




Map 2

Conparative E a se o f Ac c ess
t o Eider Down Resources
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In determining such charges the principal factor is the
ratio in weight between raw and clean down - which will
vary considerably but is often put at about 4:1.

Second to that is the cost of shipnent and packaging,
and of inport/export costs if the down originates in
the United States.

From what | can gather, those who do clean down usually
base their charges on the clean down produced rather
than the raw down sent. This applies to machine rather

than |oom cleaning.

In conclusion, Kangirsuk should certainly nake a serious
effort to beconme an established down cleaning centre.
Once charges have been decided upon, contacts could

be opened with producers in the areas shown in Mp 2.

Disposing of Clean Down Through Joint Ventures With

Established Manufacturers

This devel opnent strategy is linked to strategies based
upon product devel opnent and nmanufacture. It mght
be regarded as a short term process - a neans for

Kangirsuk to gain experience in the down manufacturing
and marketing beyond the present northern craft
mar keting concept.

Under this strategy, Kangirsuk would approach an

est abli shed manufacturer - who doesn’t use eider down
at present but mnmight be interested in expanding his
product line to include eider down articles. Thi s
would be Ilimted to North Anerican, preferably to
Canada, and could be attenpted either wth an outdoor

clothing or a bedding manufacturer.

In recent years, the manufacture of outdoor clothing has
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becone a high growth area in North Anerica, one of
intensive conpetition between young and innovative
conpani es. A list of sone of these conpanies is
provided in Appendix §,together wth illustrations of
sone of their products in Appendix 6.

A less expansive but still growing North American
business is the nmanufacture ‘of down conforters and

pillows, and in this area several other conpanies

have recently expanded in the narket. Exanpl es of
these are also listed in Appendix 5.
Essentially, joint venture with a clothing or bedding

manuf acturer could be regarded as a nmeans of selling
clean down, as that would be Kangirsuk's principal
contribution to the enterprise. But several additional
advantages could accrue to Kangirsuk in terns of |ong
range developnent of a down nmanufacturing capability.

These include the follow ng.

- learning techniques 04 direct marketing through
catalogues, nmgazines, etc.
learning the econonics and techniques of
manuf acturing through association wth established
enterpri ses.
For outdoor clothing, finding ways to overcone
the nobst serous liability of eider down, thernal
failure when wet, through combining it wth such
new breathing yet waterproof nmaterials as gore-
tex, or older materials such as oiled cotton.
learning to develop products outside the traditional

context of Arctic-craft production.

Such learning experiences would be an invaluable
preparation for Kangirsuk eventually entering such d o wn

product markets as an independent rmanufacturer.




8. MANUFACTURE AND MARKETING OF EIDER DOAM PRODUCTS

8.1. Penetrating Established Markets for Eider Down Conforters

In Europe, plain cotton-covered king-sized conforters
priced at Can$3,500 may contain less than Can$400 worth
of clean down; perhaps no nore than a total of Can$600
in labour and materials.

The German market is notoriously difficult to penetrate;
precisely because of the high prices, conpetition

is intensive, and buyers are in a strong position to
bid down suppliers'prices. |If the eider down conforter
market in Europe was obviously expanding, suppliers
would be in a better bargaining position, but there is
no evidence of this.

This situation calls for a gradual approach: t he
devel oprent of conpetitive products, accompani ed
by a positioning in the Wst German market through
the sale of high quality clean down and a careful
exploration of future marketing prospects.

8.2. Establishing New Markets for FEider Down Conforters

The npst suitable area for such an effort would be

North Anmerica. Though the present demand for eider
products of any kind is inperceptible, this should

not be regarded as conpletely disadvantageous ; in

fact, such a situation provides certain advantages

not evident in the nore mature markets. Some of these

are thati Kangirsuk can set prices without regard

to existing levels, can avoid an existing distribution/
retailing system and can use direct marketing techniques
to | ower prices well beneath European and Japanese levels.




8.3.

Using a value of Can$150/1b, a regular double eider
down conforter would contain about Can$300 of down.
To this my be added the cost of 8 sq.yds of covering
material and the labour entailed in nmaking a conforter.
Using figures provided by a conforter manufacturer
(see Appendix 5) as a guide, the production costs of a
conforter would approxinmate:
ei der down: $300 - does not include
down- proof shell:~ $50 capital costs
labour/machinery: $50
To this should be added the costs of direct nmarketing.
These are discussed in' section 8.6. However, even wth
a 100% profit margin, t'he final cost would be considerably
lower than that asked for equivalent conforters in
European retail outlets.
It was suggested in section 7.5. that such a narketing
effort mght be wundertaken as a joint venture wth
an established conforter nmanufacturer. This would
nmean |lower profits to Kangirsuk but the community

woul d benefit in return both from working with an
established concern and from sharing the risks and
costs entailed in attenpting to create new narkets.

Devel opi ng New Eider Down Products

Thi’s, again, is a subject that has already been alluded
to in the section(7.5. ) on joint ventures. An earlier
section(5.2) summuarized the major products and categories
that used all types of down:

conforters and pillows

cl ot hi ng

sl eeping bags

furniture
The use of eider down in furniture would indeed be




prohibitive and there would be little scope for

using its thermal properties. Down nmanufacturers
inform ne that eider down is sinply too soft and |ight
for pillows.

Therefore, taking the established product |I|ines for
goose and duck down as a guide, nmanufacture from eider

down could be attenpted for the following itens:

par khas

vest s

balaclavas and face masks
det achabl e hoods

hat |i nings
boot liners
boot s

mtten liners
mttens
trousers

liners to wind pants

sl eeping bags

In developing alternative products wth eider down, two
maj or design/functional objectives should be pursued.
The first is to ensure that the eider down is not
exposed to rain unless shielded by a waterproof

coveri ng. The second is to provide distinction from

the regular down products by establishing and advertising

the superior thernmal performance of eider down.

If a program of product design and development is

started, Kangirsuk may wish to consider producing kits

as well as finished articles. A precedent has been set

for this by some of the nobst successful outdoor cl\‘é\thing
N

A\
\
\







Figure 1

Thermal Resistance of FiveFibers Compared to the Same Weight

of Down
Weight* Thickness "R" Prorated R Value
as as o, Value Values as %
Tested Tested feft-hr-Btu for 18g of Down
@  (in) (in) R
Thinsulate 22.34 .752 2.75 .606 2.22 35%
DAC |1 18. 40 1.744 3.84 1.706 3.75 60%
Polyester 16.92 1.494 2.78 1.589 2.95 47%
Down 18.01 2.201 6.27 2.200 6.27 100%
75/25 Down/Feathers 18.03 1.975 5.83 1.972 5.82  93%
50/50 Polyester/Down 18.00 1.998 4.98 1.998 4.98 79%

* Avg. weight of 2
Table 2 - Tested

one foot square samples.
and calculated properties of the samples.

Down
100%

75/25 Down/Feather Mix

93%

50/50 Polyester/Down Mix
79%

DAC 11
60%
Polyester
47%

Thinsulate
35%

Source: University of Manitoba 1980
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8.5.

B o

estimates of production costs

decision on product price

Pl anni ng Market ing Canpai gn

positioning product

targeting custoner

selecting channel of distribution

devel opi ng pronotional mat eri al

estimates of marketing costs

check legal, tariff, tax, etc., narket access
factors

Commenci ng Production and Marketing

limted production run
test nmarketing and advertising
eval uati on

full-scale production

Planning a Production Process

Once a prototype has been successfully designed and
tested, estimates of production costs for specific
volunes should be nmade, as a basis for planning -a

mar keting canpai gn. It may be tenpting to avoid

this process and sinply state a price equivalent to,

or slightly below that of conpetitive products. But
though the final price may be very close to those of
conpetitors, it is very inportant to be aware of the
actual production costs for at sonme tine it nmmy becone
necessary to reduce prices if demand falls off. Even if,
in Kangirsuk, labour costs are difficult to pin down
precisely, the costs of inported materials and of

equi pnent acquisition and operation, should be accurately

entered into the estimates of production costs.




8.6.

Sel ecting a Marketing Process

First decisions entail positioning of the product and
targeting ° group of consumers. Usually rough ideas
will already have been fornulated during the product

devel opnment phase. At this point they should be
determned nore precisely as a basis for designing a

mar keting canpai gn.

Positioning entails deciding whether the product wll
have a mass appeal and be conparatively cheap or
whether it wll be an expensive luxury item Si nce
the supply of eider down would never be sufficient to
satisfy a wde popular demand, products should be
positioned towards the wupper end of the market. |In
Europe, eider down conforters are positioned very

high on the narket; in North Anerica, eider down, as a
novel item should perhaps be placed somewhat |ower -
about the wupper end of the mddle range, along wth,

for exanple, the better quality outdoor clothing.

Targeting entails the identification of specific
groups at that nmarket position. This wll provide the
marketing canpaign with a nore exact focus and lead to

the selection of suitable channels of distribution.

Below is a list of suggested target groups(not in any
order of preference). These target groups are listed

with the prospect of eider down clothing in mnd.

Craft Shops dientele

Northern Tourists and Travelers

W derness recreation: backpacki ng, canping
Sports hunters

Sports fishernen

Ski ers



avi ators

Mount ai neers

Ceneral Arctic working clothing
M litary/ Gover nment

Nat ure enthusiasts

Sailing and boating

Equestri an

Four principal channels of distribution my be

appropriate for-Kangirsuk products:

Through whol esale distributors and craft
or gani zati ons

Direct to retail outlets

Direct marketing through catalogue sales
Direct nmarketing through magazines “

Two other nethods might be considered in special
ci rcunst ances

Direct nmarketing through purchasing mailing
lists

Selling wunder contract to governnent procurement
agenci es

When nmarketing through a wholesale distributor the mark-
up sequence works strongly to the disadvantage of the
producer, particularly if he works on a limted
production basis. The conbined mark-up may be less for
government sponsored or cooperative craft distribution
systens since these nmay receive subsidies. Even non-
profit organi zations require sone mark-up to cover their
over head. Table 4 shows a typical mark-up sequence

for a craft item sold at a considerable distance from
its place of origin.

4c¢



Table 3

Typi cal Mark-Up Sequence for Craft Itens

Price to Producer $100
Transport to Wholesaler 5% 105
Whol esaler’s margin 30% 136
Agentfs fee 10% 150
Transport to retail store 5% 157
Retailerts mark-up 150% 392
Sales tax 10% $431

A simlar sequence for craft itens from devel oping
countries marketed in Europe reaches 452 pesos from

a producer price of 100 pesos(Denbitzer 1983). As a
general rule, the snmaller the volune produced the
better the producer is able to develop short-cuts to
this mark-up sequence. The sinplest of these is to
sell directly to a retail outlet, though even then the
producer is unlikely to obtain nore than 35% of the
final retail price.

Direct marketing through catalogue sales inproves the

position of the producer still further but still
entails certain costs - depending upon the approach

t aken.

Asmall volume producer may be obliged to depend upon

insertions in a larger catalogue.In effect, the mail
order house circulating the catalogue will act as a
retailer or distributor for the producer. 1In some

cases mail order houses actually commission products

from manufacturers and label them with the house brand.

Gobviously this wll introduce another form of mark-up
but these may not be as heavy as retail stores since
mail order houses tend to have |ower overheads.

The producers of a catalogue which specializes in

50
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northern crafts sonetines offer pages in their

catalogue ‘to small independent producers. This can
be a very useful test-narketing device as well as a
very cost-effective way of narketing. To illustrate

the variety and scope of direct narketing through

catalogues, representative examples are provided in
Appendi x 6. The illustrations in this appendix are
also selected to show the wide range and variety of

styles of outdoor clothing and conforters.

Direct mar keting through nmgazines can also be

advantageous to producers, as the costs are alnost
entirely confined to those of producing copy, placing
advertisements, and shipping the goods. Furt her nore,
the anount of response provides a nore imediate
neasure of the appeal of a product than when it is
shipped to retail outlets.

Advertising copy for eider down products should |ay
stress on its special or wunique qualities, wth the
enphasis varying according to a nmgazine's readership.
In Appendix 7, a nunber of advertisenents for down
and other products have been selected to represent
various kinds of appeal. For the connoisseur of the
technical, scientific detail on thernal per f or mance,
ett. For those desiring distinction, the rarity and
prestige is stressed. For those preferring natural
materials, details are given on the origin. Ei der

down lends itself to all of these interpretations.




PART 111

A DEVELOPMENT PLAN FOR A KANGIRSUK EIDER DOAN | NDUSTRY

0.

9.

1.

ELEMENTS OF A DEVELOPMENT PROCESS

| ntroducti on

Figure 2 provides an overall view of the entire eider
down industry. It is divided into three main sectors,

all of which could be developed in parallel.

Sector _1: Raw Down Supply is directed towards

maximizing the supply of raw down to Kangirsuk and
provides a stock for three purposes;

return of clean down for a fee
sale of <clean down

manuf acture of down products

Sector 2: Sale of Clean Down can be put intoaction

immediately through the channels established during

this study, to three main destinations;

North Anmerican whol esal ers
European whol esal ers
Craft Centres

Sector 3: Product Developnent is directed towards

designing, testing, and marketing down items in three

main areas;

Developing new products for North American
markets
Developing the North American comforter market

Penetrating established comforter markets

The developnent plan outlined here is based upon the

following long term objectives;

52



R SR

Ry

a1eg Jao04

S9J4qUd) Jutuea1)y J04
33jeda)y Jasayzo °¢ $904N0g S904N0g
) SJoTeSaTOYM 49430
NMOda uetpeuR) 7
H34i3 Nv31D adoany |
40 31vVS apea]
— J103
ré ©oT1EO0TTY \
AJ0LS AJ041S
NMOQ jfe——— NMOd
e —— e ———— ] NVATO MV
(
|
|
Y soanjuap
qutor -g
syonpoad quawdofTaaaq
UMO( JO | jonpodad 1 $9024N0g
Surgodqaen pue quawdoaaaq Ansarsuey
Sutanjgoejnueln Joj
UOT3eO0T TV
Alddns
NMOAQa
IN3INdOT3A3A 10NA0Hd MV H
NMOd H=ai3 NVId ONILAXUVW GNV NOTLONAOdd V861

S—

€

7 24and 1

1




9.

9.

2.

2.

1.

1. Establishing a firm and

clean down from Kangirsuk

2. Gradual ly devel opi ng

t he

regular market for

manuf acture and

mar keting of down products

kK As manufacture and narketing increases, the

guantities of clean

gradually reduce

d

down

sold wll be

4% These processes should be acconpanied by a

steady increase i

n the supply of raw down

from the nore renpte sour

The establishnment of markets for

two advant ages. First,
base in the ‘least-risk
i ndustry. Second, it

Kangirsuk's chances of

down product devel opre

In the following secti
sectors are discussed

Raw Down Supply

Figure 3 illustrates t
the supply of raw down
di scussed bel ow under

it

Wi |

Wi | |

[ con

ces

clean down wll have

provide a firm econonic

area of the eider down

siderably enhance

obtaining funds for eider

nt.

ons,

in

he

t he

three main devel oprment

greater detail

st ages

involved in increasing

to Kangirsuk. These are

t he

Assess Sources According

nunbered headi ngs.

to Ap.parent Potential

The data presented in Maps 1 and 2, together with the

i nformati on gathered

by

t he

Maki vi k Research Laboratory
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should provide a basis for a first assessnent of
known resources leading to a decision on which

areas sho »e approached first. This assunes
that a g pproach IS nore appropriate than
attenpti elop all potential sources
simultanc

L4

9.2.2. Local Discu.

These wou Lpr‘ e a basis for refining the
assessment of p ntial and would concentrate
mai nly on nanagenent issues, possibility of
conflicting use; and |ocal ikéerest in supplying
raw down, eithéx for sale or for cleaning and
return.

9.2. 3. I nvestigate Logistics and Econonics

Positive results to stage 9.2.2. would lead to a
practical assessnent of the costs and effort

required to harvest |ocal sources. This could

lead to an agreenent over the organization and costs
of <collecting and supply to Kangirsuk.

9.2.4. Pilot Down Collecting Process

Hunters in some communities are already experienced
in collecting eider down. Nevertheless the staff

at the Makivik Research Laboratory are steadily
improving the techniques and an initial experinental
approach would lead to the highest yields with the
m ni mum di sturbance.

9.2.5. Transport and C eaning

Gven the weight of down, transport costs would be




conparatively insignificant in relation to

cl eaning costs. It was nentioned in sections
5.4. and 7.4. that Kangirsuk would be advised to
estimate the costs of cleaning, by |oom and by
machine, in order to arrive at a realistic fee
for this service or a purchaser price for raw

down.

9.3. Trade in dean Down

9.3. 1.

Figure4 provides a schematic for this devel opnent.
As reported in sections 7.1. and 7.2., sanples from
Kangirsuk have been assessed by the buyers of nmgjor
down conpanies in North Anerica and Europe and the
eider down is considered to be of good quality -
conparable to that received from |Iceland. Details

are provided in Appendices 1 and 2.

The contacts have been established and sales could
commence as soon as a specific quantity, of a uniform
quality, becones avail able. The stages for acconplishing
this are given bel ow

Determine Quantities for Sale

It would be advisable, if possible, to estimate in
advance the ampunt of down that wll be for sale

and decide how much wll be machine cleaned and how
much | oom cl eaned. The letters from German buyers

in Appendix 3 do not give a clear indication about
which type should predom nate. Sone buyers ask for
the prices for both; sone prefer loom(hand), others

the machine.

Totest this markety, the anmount allocated for trade
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9.

3.

2.

could be cleaned 50% on the loom, 50% by mnachine.
Potential buyers will then respond according to

guality and price. For this Kangirsuk should set
separate prices for |loom and machine cleaned down.

Wen entering the market, it is essential to earn

areputation for quality. To do SO, it would be

advisable to accurmulate the clean down in one
place and ensure a uniform quality before taking
sanpl es. To assist in this, a sanple of Icelandic
down has been obtained.

Noti fy Buyers: Quantities, Prices, Sanples

After checking the current prices of eider down
from other sources, sanple packages could be

di spatched to potential purchasers. The responses
to these will provide a basis for nore detailed
negoti ati ons.

o the fifteen German conpanies that received
sanples, only six have replied to date. Though
these six conpanies would probably provide a
sufficient market, | would advise, for the first
year at |east, sending packages to all fifteen
conpanies, as well as the two Canadi an conpani es
listed in Appendix 1.

9.3.3. Negotiate Sales

For the first year or so, this is bound to be a
| earning process "and, to make an initial break
into the market, Kangirsuk may have to come in
10-20% below the lcelandic asking price.
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9.3.4. Freight, Duties, Customs, Docunents

9. 4.

As nentioned above, one Canadian wholesaler stated
that he would buy for only about 10% below the
price he would later obtain in Europe. Kangirsuk
may find this a worthwhile alternative considering
the effort and conplications involved in selling
small  quantities to the European Conmon Market.

For the first year or so, | would advise testing
both narkets before taking this decision.

Down Product Devel opnent

Kangirsuk has already established a small |ocal

mar ket for eider down parkhas and overpants. Thi s
provides a sound basis for expanding the product
range and markets along the lines suggested in
Chapters 6-8.

As a product developnent programe, Kangirsuk is

yell placed to apply for support from sources such as
as the Native Econonic Developnent Fund or the Eskino
Loan Fund. In addition there are specific programs
and services under Federal Governnment Departnents

and other organizations. For exanpl e:

Fashi on/ Canada, a non-profit corporation,
admnisters the Fashion Design Assistance
Program in the national and international
mar ket s.

- Design Canada (Industry, Trade, and Comrerce)
provides incentives, training, and advice in
new design and product devel opnent.
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The Enterprise Developnent Program (ITCO
provides up to 75% of costs for high-risk

i nnovative design projects.

The National Research Council provides
services in testing new products, e.g.
thermal performance of eider down, and

has a textile research division.

External Affairs provides services to assist

Canadi an businesses in penetrating foreign

mar ket s.
In Figure b5the schematic illustrates the stages in a
product devel opment process. A tinme span has not

been entered here but Kangirsuk should expect this
to be a gradual process, taking perhaps Z-4 years

to exhaust all the possibilities.

The process outlined here is perhaps nore elaboyate

than the effort that has been spent so far in devel oping
the local market for eider down parkhas, but such an
intensive effort as this would be essential in

attenpting to enter the highly conpetitive narkets for
down conforters and outdoor clothing. Details on

the nunbered stages are provided below.

9.4.1."Allocation of Cean Down for Product Devel opnent

Eventual ly, several exanples of successful prototypes
would be required for test marketing, exhibition

at craft/trade fairs, etc. Therefore the anpunt
required for one item should perhaps be nultiplied

by six.

Based on the rough quantities - 2 1bs for a regular
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9.

4.

2.

conforter, 1 |Ib for a jacket, 1 Ib for other itens,
an allocation of 25 1bs should be sufficient to
develop a first series of products.

If applying for support wunder the Enterprise
Devel opnment Program this down could be subnitted
as Kangirsuk's proportion (25%) of devel opnent
costs. Valued at $200/1b (current |celandic
asking price) or $5,000, the comunity would be
in a position to request a further $15, 000 from
this program

In April 1984, a new directory of governnent
prograns to snmall business wll be published. No

doubt, this would yield other funding opportunities.

Organi zing the Product Devel opnent Program

At this stage Kangirsuk should decide whether to
undertake an independent program or whether to
attenpt to develop a joint venture with an
established manufacturer (see section 7.5.).

Since the preparation of an application for funding
would not necessarily require this decision to be
made, it could perhaps be deferred until the
program is underway.

Decisions are required about the products to be

desi gned. I would suggest at the outset, no nore
than .5-6 itens: conforter, parkha, vest, and snall
items such as boot or nmitt Iiners.

These decisions would lead to the preparation of a
devel opnent schedule and a proposal for funding.




9%4.3.

9.4.4.

9.4.5.

Pr ot ot ype Producti on

It is essential that the manufacturing process be
on a conmmunity scale and the design will take this
Into account. The prototypes would thensel ves

be produced within the comunity.

However, the physical testing may require nore

el aborate facilities, especially if there are

i ndustry standards to be conformed to. The

Nati onal Research Council provides such facilities

and services for Canadian designers.

Once a prototype perforns satisfactorily, an

estimate should be mnmde of eventual production

costs and effort. This provides a basis for setting
prices and conducting market research.

Mar ket Resear ch

The initial choice of products to develop wll be
guided by prelinminary nmarket research. At this stage
with the product design and production costs
confirmed, nore specific research can be undertaken

along the lines discussed in Section 8.4.
This would lead to a decision upon the nbst appropriate
channel of distribution and the formulation of a

test marketing plan.

Limted Production Run and Test Marketing

Success in the design and research phases wll |ead
to investment“in a limted production run of itens

which will théb be made available on the nmarket




through the selected channel of distribution. The
results of this wll indicate the worth of the

pr oduct devel opnent program
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