


that It probably should be shipped to Payne Bay for cleaning and
distribution. Payne Bay has a cleaning facility 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 Was an article on this In
Canadian Geographic a couple of years ago. There might  be some way that
egg gathering,and  down collecting could be tied together. L
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This information is forwarded for your retention and whatever action you
feel is warranted. . . . ,.,,
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Nevertheless, down is still the standard, against which the
steadily improving synthetics are measured. However, synthetics
already provide superior performance to down when wet; it is
conceivable that they may one day surpass down in thermal
performance. In such a situation, down would more than ever
be obliged to rely upon its ‘natural’ origin and qualities as
a. selling point.

EIDER DOWN INDUSTRY

The world supply of eider down is estimated to be about
8-10,000 lbs. A first approximation of the quantity of clean
down that could be produced from Eastern Canada is 1,076 lbs -
in contrast to current production of 3-400 lbs. However,
serious logistical and management problems would have to be
overcome before this potential could be realized.

I
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EIDER DOWN INDUSTRY DEVELOPMENT
,,,

. . ,,,. ,. ,’1 ,,., .
., !,,. ,. .,,, , ,,., ’. , ,. , : :r;. +: ‘., :. ., ,.,  . . . . ,’, .’. : ., .:,,., :

. Eight basic development>’’strategies were ‘identified J”’five ‘“””::’ ‘~’
involve trade in raw/clean down; three involve the manufacture ,,:~,.”””,
“of down pr’oducts. These strategies are reviewed ”individually  .~.:;:j”
‘and then-integrated into a phased development schedule. The ; ~~•
eight’ stat”egies are outlined below. ‘: ~:

. . . .’:, ,,
,.,., .’,”. .: ,::i.,i ,.

,i+j:  ~,: y>+w ,&.,,, ,:,4 , : :.?:,  .. &,: .,:,
.2,, ., .<, . . . -’ : .,.., ., .. ~,~ ,: ,,.,, !’ .;,.  .. ,. . : ; ;,

,: .: :. . *>.. , .,,, .,.. .4’. .:; .$:...,,,,..,,.:  ? .,,..,.,, ’;
““::’ Seili~k%’>:X’’””’’””’’  ’”’’’:i” ““ “’”’’” ““;’ ‘“’””’’””” ““”” ““: ”’!~”he’’’t  wo:;”;}:~,’:j”:~}~  }~’ :clean down to North American Wholesalers.
major Canadian wholesalers, inspected samples,,  of Kangi~&Uk” ““’’,~~.”:”.’~!:”~j~.:,

‘“..,..;down  a#i,e~p<essed  interest ,in buying more., ‘: The samples ““~{i~,~,’${j’  ,..
were a’s ‘&ood’, as those from. <,l’celand. ‘: The wholesalers  wou~~ ,~<~i~~~{~”,

&re-&&ll’to E“Urope as there is:~,, virtual ’”ly no “North,, American “,. -::,;,:,’  ..-’’ +~’”;. .:,:, ,, .,,:, ,. .,’ ,,, .
: marketa, ’for eider down.

:%!. -
‘The present  b’yy~’ng price @Uld be “>..,~.:,~., ,,:>,$;  :,, :’

,. %: ;’ ..:,
in “’the “ra’’nge $Canls8-$Can16s/lb despite :””a. current Icelandic” ~;’~::’
askin~ ptiice of $Can200/lb. United States companies were ,.
contacted by telephone. Three expressed interest in receiving
samples ‘(Results in Appendix 1). Sales too Canadian wholesalers -
would ‘be the”~east risk/least return ‘St~af2e&, btlt One ‘-.,:$’ ~.}~~: ,,

buyer ’said h’i,s prices woul,d only be,,,l.0%  below what ”’’~’an~i. rsuk,. . . . . .,,.
‘“’’c oul’d obtain by selling directly to ~errna”n’y .’”’ ~ne’b”uyer -,;,, ~.” ,

,. :),.: ,.,. -..  ,

‘kindly ,provided a sample of “Icelandic’ down ,:f~or,u, se,,as ‘a .,. ..,.  . .. . . .,,::.:,..%+. ;:,, :,.4 jjj(, ,..,
, quality st:andard. ,’. ;. “/;:{::,,,:#;$.,,i;;::::~$$;gg:!;~~;’;  :.:F;:.’’:::~::,:,;~;g::;:,,,,  .“:,;;;~$’’:”’:;l: ,... .,,5,.  . .,:.; ;..,.  ,$. ;+.,.,  ‘..,< . . . +;’’”??,  ““ . ... .. ,,, ,: ‘... .’?’’..i.+i..+.,; ’.:~:,F;~:,F;  “,”XI ,::”:i:’.’.??$ r=$$j!;j!;  .*” ‘ ., ,:. , ... - ~~•: *,: .’, , ,,,. ,,&.W:, . . ..?,,.,, ,. “’ ,.

“’”::.. selli’”n’g
,.. ;. ,:,; . .-:..,’.

clean down to European wholesalers and manufacturers’. ‘,2: .
,,, ,,,., .,

22 German companies were contacted and 15 asked for samples. (:
So far, 6 companies have responded favorably and may be sent
information on

+
rice and quantity available at any date (See ~

Appendices 2 and 3 . While in conversation, a “few details
were elicited regarding likely price ranges; these varied
between $Can104 and $Can166/lb. One recipient of Kangirsuk samples
responded by offering 680-700dm/kg ($Can152-157/lb). These
contacts have provided a promising 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 compared
to Canadian wholesalers. Finally, these contacts confirmed
the absolute necessity of establishing and maintaining a
reputation for quality. ‘.,

Selling clean down to northern communities and craft centres.
Outside Quebec, this demand is low. This is probably the
result of unfamiliarity as many craft centres produce cold
weather clothing from a variety of local materials. There
is undoubtedly scope for cultivating an interest in eider
down, but mobilizing a continuing demand may ultimately
depend upon Kangirsuk first demonstrating the manufacturing

potential. The community may wish tofirst do this for the
benefit of Kangirsuk and craft producers before contributing
to such product development elsewhere” “A:list ‘of” northern –
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craft cent res is provided in Appendix 4. ‘, . . . .. ,, $...,,.+.,. ,,: ., ;-,.:.:$ -,, .:,’.. :. .,:::’ .:.,j:{;::, .,, ,:,. ,.” ,.,, .,:i,., ,.,,., ,,, ,, ,: ,.,  . . .. . . :,.. .., * ?-’ (i, . .~.,j::  ~, .., ,,, ,,. .,,.:.., ~,,yj.? ::
, .

‘c :.,1:

Kangirsuk: a’s” a down cleanin& ; ‘“ ‘“
,:. ;., , “. ,“’ , ?i ,.i~:.::j  ,:., J.?,,.

cent re.
:Jj:,,?;fi,::

Given the potential “,:,,,~~j ;:t~;:~l;.;
‘.., i.llust rated in Map 1, there may be considerable scope for ~f,!+...,, :.., + ,,.,,,  ... ~;,:y.  .y .-, . , ~::
.~.Kaqgirsuk ,establishing itself as the recogn; zed cleaning ,;~ ~ ~,:,:.,~~j~:  ;WJ#>.”: ‘!.~~ “’% : !,: ..”. .. . ,

~, i,~,cen,tre for. “the Arctic region. Map 2. suggests the factors ,.:,::;j ~~!+;+j;~~:’::
‘that wo’ul’d,.,inf  luence ,access to-these resources. ~t is ‘ :~=;G.$$+>::”.  +:”,; ~:;:i:~$i.  ~~Jˆ•;•‚•I .73;:. i::,“ : recommended, that a’n e,st imate” tie made of the c’omparat  ive .,;.,?;A.,.,

. - .,, .! ,..,,:,  +,&~.  ,.,
,, ,’W$W. “%> %,;:,

~~. .:,,costs .a’nd ‘,logist i“c,s of collecting f r.orn,. these other areas.
.-.. ,t... ‘:&?&;,:, ‘...: %?.’~:?:,  “:?. ,>~,~ ..,.,  ’<:$;:!: Z.$+:, ,+

R..:.!@inc’e” “it is unlikely that al”l resources “c’’oul”d be develope~~i~.’ ..,’~f$~;~~;~~-
~,:i, ,:, (e ,this would provide a“”basi’s”  ” for a’ 6ornparati’@ ,,,,,s~;~~:~”-,’~~;~~,!.+m~~’~  ari~’O&S’~zy

,. .J,:*,4,,,,<:.3;,..  .

,.:: ::~, eva,luat  ion.;,,, ,,~~.~~~ +:1; “ :~ : -’. ,, ’,,..,. ., ),.,. ~, .., ..,,. ., M,.., ? ,, , ,+?,:;$:,:’”::>,;  ;;: ‘ .!,,+ .~=... $.,!*% f
... ,,.$., ~ ‘:.::;:.  ..-.~:  : ‘“ ,. ,ty:+t. , ;i~,”;  .’::~;:.,::,”+’  .;:..&::  :;:’:$:::.’  : .:,:’”  ..,,:;’  ;;;.:

~,: ,::,:::~ij:,:::.,~;:’: -*i- :“ ;,
..:::.’  i:;.i,.. ,.$$:ip,.. ~:;

,:w;:,.,.~?::,  ;i<,:&;:; ‘::j.:.”:;’:;,;:;:f;  ,.;’:,;, :,;.: .:!y;:, ‘,.,.,,,,. :’:< ;$.;;,;$:&:i;;@&.${;$,, :..,... ~“
;%!~@.,.,,,.i,~;a..  -., : ,;, ,,; $:3. ~~• . ‘!.!’:.

.-:}/ ..*; J<’{:: ,,. .. . . . ~.. , ~,,.,:,, ,., , . -,’y:: ...,”: , ~,. .;::,:.
““:.?: ‘Di spo sing

,;.%,+?: ‘..~ky:~:f;  ’rev.:..,..
of clean’ down through joint ventures with’ ‘;e’:sta”bl i“shed :x

manufacturers. This is in a sens”e a bridging strategy f rcm%,, .:j::,j,~~~~,.
the, sale of clean down to the ““manuf act,ure of down produ”cts c .,, , ; :“:, .::, ’: ;!,..’*+

Kangirsuk woul”d approach an established manufacturer with a ~
proposal to j oi.’ntly develop products for the North American,” “ “
market. ~~t on~”y “would these ,,:provide”  a“’ means of selling &~,::., ::” . . ~~Jˆ

, ,clean ,,d,own ~’”bu’t ,“,it’ would also ‘provi(ie  ‘1’6w risk opportunities’ “ ,...,..
“to learn pioced,ure”&  of” produc~ desi ”gn~~~~~r:ket,ing, and . . ;. .*j,}’.,..,,,:;j,;L:: ,ii{:::<i:

. . . ,,di st ribut ion j“
,,, ..i:;.~,~?~.  :. ,; ,.,. .:..:.-:,

““E$sts of North ,@eri”can  manufacturers are ; “%!;’”~j j’ ~ ‘“ ;

,,...,,~&~& g+ve,n: “in Appen”dix 5. ‘.’ .,, “;,.,.,  +.,;,., “ ““#:’:..:-~&”  ,’.
:,,,, ,,4,*<;$:,”’  4:’:i+&~;;#i’,iL;.,,  =,:<’: ,::,.,:.~. ,, ,,:,  ~)jj.,y,  ..,’.. *..~’&;i:?J’. . . . .:,.,;;;;,.: ...,+ ;;.;,;;j~$$~>;:,~ ::~;,;;jK;’::*J:”.  “’:’:!::’ :f;:-.$~;;::;,:+:~;.::.{ ~~• .? ~~ <$?~’~;:k :W# \ -,s “

,,.,$$,$;~:,;;:$g~:,;  ’’$2::,”;”:, ,8:.,,,. , ,,,,,,, ,< ., ,’.. ;... ,,;.>. s,. ,...,. ,
““:7 Penetrating

.,,&&. ;:{$$j;j;#:$$:$:,:;;;,;  j;;. :.;-,.,,&i:::’”’::;$$i  f:*y,,...\,:,,;:$iii?!:,:,
~ Z* ,.4!”1::.!?’::,’  ~ ‘.

established markets ‘for elder “down Cornf orters. .; ”’; ‘v ,;:;’:,~~~:~:~
. This is the .,most rewarding strategy, but a“lso carries the !~>’ ““: “:~~~{~:’.
highest risks as “i’t would involve penetrating established “ ~::~”’:’.. .::,’” ’?’ ““
German markets. “’”A gradual approaches recommended, initiated .1.’
by the development of products of competitive quality.

Establishing new markets for eider down comforters. If
Kangirsuk could produce comforters comparable in price to
the eider down parkhas currently made, a North American
market might be developed, based on direct marketing. Two
comforter manufacturers have expressed interest in using
Kangirsuk eider down (See Appendix 5). Suah interest could
lead to a joint venture. Success in this area could lead
to selling comforters in the European market.

.
Developing new eider down products. A list is provided of
the kinds of garments that could be produced from eider
down. These fall into two categories: liners or inner
garments for boots, mitts, etc; outer garments in which eider
down would be combined with waterproof materials. Either
finished garments could be produced or kits. A small market
for outdoor garments and kits already exists; an advantage
to this is that the buyer can specify in advance the lR1 value
required and order the appropriate volume of down.

An outline is provided of the steps that should be taken
h a program of product development: prototype design,

.

—.—- –. .
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production and ‘t’:est”ingj  costing of a production process, .,. ~,.,. r.w.,,,, :;g::,;:,;: ::,. .’,- ..:,

market research” and’ “Development .
;:.::<.4 ,,...,

The importance of,, accurate .,, ,-~~l:i’;,
market positioning and tar~et’ing are ~stressed as “well as ‘“t”he .;j,+:~.$,. .,?!’ ,., -.
most significant from the point of. vi”&’w o-f””; economic .,viabil~’ty: ,“s. >>.$$>;;~

‘,y;j~-.;,
,select ing an appropriate channel of” distribution i ‘At. small,~i~~~~,$,~~~~~~~-

‘ volume producer such as Kangi””rsuk is well, ” pl’a”ced ~ to- &hort.-.,,. ~;:,,t) ;z.””’~-,:.., ~,, ~f<y~.,., ,, .,, ,,, ;.
. .“: “circuit c,onvent ion”al channels and deve,}op d~r,ect~~ma$ket  ing”’~’’”””:’~~~~..++..+ &’&-. . ],.->. . . ~; a%+t.  ‘
j;i~~o customers th,roug,h catalo~es or magazines, ~,:+, or:,r,di””r,ectly+  ‘!~~:’,i$+l;;:SL9:~

~~Iˆ• :+v:,,,$:’.l:+.+~~,

““ :;~i~;b,j,’’etail  stores .“’”’-:’ “j;~’’’i’” ,, ~~~  ,jr:.’  ~~~~•  ‘: ,; :7; ~~  ,,,+,,7:L-:j~.,,j
:~::;.y  :..+g~,g,,,

1

,  ‘.{:::*=k<i,,t:;..,:.  y,:jj<.,  ,......:~ \:;;:,:,::,:,::  :::[;  .  :  ..,,:.’’;~  :$i$;;::;$;::::::::::,:;i,i,  ,J:i,,:il,b:;,;[,

,.,.<:ti;:,,,:’y:,(  &+i$**,:;

.,

,,;.;r~~na,lly,  a~:,”phased development. plan i’s proposed. whi. c’h’” i’gte~rate”s” ‘~~~,”
.. :..,.’ -“, .!. ,.’.:l ;?.:.:,:  :’!.:,  . . . . . *. ..’. !.>3$ ,.,.

....’ :,~-’. ,. ,;.,
..- ..ti,.&the ,v,ari. ous “strategies in such a way that the least’ risk,,, ,:,~[~{~jI$:j::SSt~~U;,>~,.,  ,,. , ,,,-%!, .,.,~. ,: “strategies “- ( selling” cl’ean do,wn ) are impl’em’ent’ed  first in- ,~:~{’[+’’’~;~;’;’*>*:<.:;?:, .,+ .,. ,..,:, .

“’”~~order  t? establish ay firm basis for later ‘undertaking tlie ““’E:.:T.; .;;,;,’
~~• higher “risk strategies” (developing new products and crekting ““. “”;
new markets ) . ~iWres 2_5 illustrate  these strategies and .’.’.
further details are provided in the accompanying text. ~~ ,’ .

- Figure 5 outlines an eider down product development +. .
program

.-
Note is made of sources of support specific to elements:of the .
development program. It is suggested that the chances of
obtaining such support will be, considerably improved if
Kangirsuk manages to develop a-clean down market without
financial assistance.

1
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as a basis for discussing the possibility “of supply

from the local communities concerned.
,,.
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the down industry at large is highly secretive and ,.,

the eider down segment all the more so. S e c r e c y
conceals th”e amounts collected, cleaning processes 9
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 industry

will be separated into four segments:

Producers of cleaned down; Kangirsuk

Wholesalers who will buy directly from producers

Manufacturers, who purchase down as needed

from wholesalers

Retailers, who sell the finished down product
.

.
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?oducer. who cannot.”’: ’’’&& &v&’ h;;;; =“’”Wkt’zL-’;  <

,, ‘w”’-:  x$;’:y.:!g\t, s+ ~,,,,. and, to, minimi ze these” a’”s far a’s “DO’.S.S  i h 1 A.,
,“;..,  ,,;.. .7:

“~’”’sm~~#-.TQ.,,.,dq  Y.? 10P markets first bv est ah 1 i.= h i mu” ~ %------
,. , ,, ,., ..,,:,. >;y~:~,;$:,)~ &. .>J,,,:*Z. ,: ..., ,. *,: ,. ..:;.,..,,,,,.,.,;,.,

. . ~~rough  the ~ sale of. raw m a t e r i a l s  ‘- &ven if. this” ‘~.,~j:  ,{i~~,’  ‘“’.””:”,  ~ $,’~.,. :~: ------
:.:,..  $:
,.. . , ., ,,  .

. . .,.
me’ans, lower profits - ,. ., ,. ‘,

before nroce-d  i n m +.fi + k= . . .~. I
:.

,.. -— .- —- - - . - ..”=  :“

~ in genera 1 as i.t affects the eider down segment .
Then attention will be focused on certain aspects

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

,. “

.In part 11, a variety of development strategies will

. ,be discussed individually. This will include the
results of a clean down market study in West Germany.

These strategies range from the fairly straightforward

sale of clean down to Canadian wholesalers, to a fairly

complicated product development program designed to

create a market for down products manufactured in
. . . . -

Kangirsuk.
.

In Part 111, the most promising of these development

—
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The prices for all down t“ypes have” risen s~nce 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 materials, and by the actions of

China as tihe major world supplier and of Japan as a

recent major buyer.

In the early 1970s the producers~ selling price of

goose down was as low as US$6/lb; goose down was then

the most popular filling for sleeping bags. At this
time, the price for eider down was between US$60-70/lb.

By the mid-1970s synthetics had begun to displace down

in sleeping bags, but the demand for down clothing

intensified so much that the price for goose down rose

to US$25/lb. Duck down remained at about half the .

price of goose down.

—. :.. ., . .



.;. ’and within three ”months, ““”’
,,

:.: the still -risin~  “down nri~e~
~~ ~, , ..’’.;:%w?”G:~::,~.....q;;+&:...,i.,:..>.>.,.*

,.
5$40/lb . It was during’ ~his. ~erio”dthat  the. “Dri’ce‘:!’>:+,:: ’::;g;~$

‘they have bought Icelandic eider down f o r  le~~- ,.’.:,~~ ““”.: ..:., .,:.,:, ,,-:,  , T+ *... ,

qne ~actorc ontributing””to  the recent decline in n“~’i~’~’s”” “$’%$!

:rupt in~ manv of’ those who 1 es a 1‘e r.= h n 1‘d”~ n u 6<,,@~i.:.

e inventories -’ as” the values of these \ – --––-..–. .,
. halved .“’ ~~JˆL•™•ÀŠ¢•L©¢•€s¢•• ,, ‘“ ~~ .,,’ ~ ~,,.”,.:,. ~~Jˆ ,: ;:. ’ !! &.,.!

. . ,,
i- ..,-

I“t see~~  that China has now adopted a fresh approach

and plans to retain much of its down to produce parkhas,

~ five million of which were produced last year, with a .

further ten million planned for this year. This may
have contributed to the view expressed by some of those “

consulted; that the prices of goose and duck down are” .

expected to rise further in the near future.

It is evident t,hat fluctuations in the prices of eider

down have to some 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 made a concerted effort to corner the

eider down supply and that this dr”ove the prices towards

the US$300/lb level. One German source commented that

I



plain cotton covering, encasing down in sewn tubes or :

squares.

The North-American bed-covering of equivalent popularity

and history is the quilt. These are not made for,,
warmth as much as decoration and current quilting

magazines, of which there are a surprising number, do not
reveal any interest in combining the decorative surface

with anything other than a backing material of cotton

or synthetic webbing. However, early in this century,

down comforters were considerably more popular than now

and there are signs of a possible revival with the use

of the term ‘sleeping quilts~, to stress their warmth as

well as decorative quality.
‘ ,

.

The interest in down-filled clothing has quickened with .

I
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the growing popularity of outdoor recreation and the

increase in disposable incomes. Garments are based upon

~patterns developed for high-altitude ’mountaineering,
.:. ‘,,,:

“Arctice xpeditions,  and military uses. The rapid rise
..<

: in popularity of down vests is a striking example of
.., . ,,,. ,..,

.,this. ‘Down clothing comprises both independent outer ~~¤•ì•,,, ,. .,,.“’:.% “, -.,. :,... , ,.., . ,“,.. ,.
<garments and liners co~~led with :outer shells”of ~ou~h ,,
“S;j”, ,., ;>.. ;,:.!
““.”:w~,nd,,and water-resistant material. ., ..,,,,,.. ,,. :., .,,l.(,,, ,i,. .,Tp> ,’.:’:.  . ,.,>,.+; .’~

.. ..,’.. ., !,: ,,. ... $
::,:::y ;::;~:$’’’; ::;:;

.:, . . . ..‘,, ,<..! ,, ,. ..,.:,,, .“. ’;.;;:,,, .,..,,, ‘.,,
““~~Down”is used as’ filling :”’in ve& experisive fuyn~tu~e” -“<,
“w’it”h’~a’’;’sofa  using up t“o{i”sixteen pounds”(NYT 1976).

. . . . . . ,:,,

4.3. Trends in Down Utilisation
. .. . . . . ,:,,.

,.,. ..,1,1, ,,. ~~.,:
-, .%..!

,. ,.,  .,,.
,,,..., ..!,,,.,.. , ,,-:

%;”’ -
,..,,. ,. ~,.’

i?{ is encouraging to ‘note that even with competition
. . .

~.,1,.  , ,.
‘~,f,rom ‘synthetic insulator’s:

,,, .
the consumption of”down has ~

z,:,::~  :’.’:, ,:, . . . . .. ., ...* ,,, ’. ..7: - .,, ., ~
~~~~,een “st”eadi~y increasing ‘over the’’’iastw  e”nt”yt’y yearS*

,.- ..., .., . ,,

,,‘:..., . . ., > ,,. ..,:. ,... ..,:....  .
H o w e v e r , at the same time, the share of the general!.
‘market for insulated products held by down appearsto

be declining. This relative decline seems to be masked

by the rapid expansion of demand for all types of

outdoor clothing and camping equipment.

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 acknowledged standard with some manufacturers

comparing the thermal properties of new synthetics to

those of pure goose down. The synthetics already possess

a definite advantage over natural down; they retain their

thermal performance when wet. As their thermal capacities

improve to the levels represented by down, the advertising

for down products can be expected-to emphasise the
,. ...: ,. .,

‘natural” origins and qualities of down, rather than

its insulating qualities. ,+

,. ’,:.. “,, .,... ,:,,.,.  ..;:<-,,:;.  +,+. ,, :,~,.;,. , .’ ~~•
.. :”. .;,. :,,, ,.. .g.~..’.  ” .’,,. ..<{+.. ,, ,. , . .., .,.,.?.  ,. . .. ,.,, ,,,, , . .. . ..,,,.:.  ?;$j$m, .,; :,, ::.,,  l.-.::: ’J?’J?. .: ..5;..

,,,~:,:,t”’. !j’., .,,,i~,~::$i.:&`k;!&:$ ~~;&:.:.'{"::~;  ::..,:; :$;:';.",2 ..., ., ...* ....&.?;+  :’@i&.$;$’;::$;.  ...y,,;%;~$,..;’.k.,-<.,.?..%y>  L:+,,,...,,~..,.,  &&;,& w&,;,&w., ;. :... .”,f~.~*j<,?,~$j;,:*~*~:*,  ..,-%.L*e..  a*:qr,$,,  .,,.,*,.
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also in their energy saving role. The salient feature

here is that such items are down rather than merely

thermally efficient in all weathers.

Despite these trends towards synthetics, it is evident

that there remains a significant segment within the

market for cold weather clothing which places a greater

pnemium upon the natural origin of the insulator than on

its performance under extreme circumstances.

To capitalize upon these trends, the design and marketing

of eider down items should focus upon the following

features and properties.

B

c
d

that eider down is still the most efficient insulating .

material.



This subject will be taken up again in later chapters.

...- ---- . .- . . ----  . . .: . -. --—- . . . . . . .
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supplier s,’ Norway and Russia.

:: St. Lawrence Estuary colonies are regularly collected:,, :
.~.tind it is thought that the present level of harvest

is the maximum sustainable quantity (Reed: personal

communication) .

Clearly the greatest potential for further expansion

lies in Northern Quebec. However, a variety of

management and practical problems would have to be

overcome before these p-otentials are realized.

Though these are the most informed estimates available,

they are still based largely on experience in areas

where eider down collection is established, often

under quite different conditions (Reed: personal

communication) . Nevertheless, these figures provide a

very useful framework for long term planning and will

be discussed further in Section 7.4.

.

—.. -..——.
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. ,, Table 1 ,.. .
.  . .. ..

ESTIMATED DOWN HARVEST IN EASTERN CANADA
“;’

,. ~ ,: ..., .~..:-,, .,!., .:.,

. . ~ Estimated % o f  ,Total~ ., .,
.’: Clean Down ‘ Harvest :’”.,, ,, . . ,9i.. .,’  , ‘“~ Harvest-lbs ,.

- Gyrfalcon Islands ‘ 38 4

TOTAL : N O R T H E R N  QUEBEC .’..”481 ,;;. . .  ” - :  4 6 %

TOTAL : SOUTH BAFFIN 92 8%

Table Bay, Spotted Island 33 3

Nain 26 2

Northern Labrador 22 2

TOTAL: LABRADOR 81 7%

St.Lawrence  Estuary 321 30

Gulf of St. Lawrence 44 4

TOTAL: ST. LAWRENCE ESTUARY 365 34%

East Shore, Nova Scotia 35 3

Grand Manan, New Brunswick 22 2

TOTAL: MARITIMES 57 5%

GRAND TOTAL 1076 100%

b
.

-.,...



tted access ,under very tiompet it + V- ‘ f?nnA -i +.”4 Mi2-”=w.,,. ,,,.. ..,~’.~: ,!. ., : . ;“”;,ii&;,::?!:,~  , .;: .: ,,,,,, ..m+ . :.i’k.  ’ , . . ~• + :’:;” ., , .:.. .,,l,.  . .. ‘..,..... ,’”*, ,.,,,”,..;J  ~~Iˆ’•”•˜•š•€ëÒ•h~ö•, ‘ W2., . . . —. ,..@J,.. G+*.. ,..
)ugh there are a number of ‘~rouDs ‘c’o””~’~e

)  possess cleaning facil it.”i ef

‘fhen contacted, organizations along the St. Lawrence
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

.,
which enshrouds the eider down industry. However, it
~s”eems that these groups have established markets for

“their down and would probably not wish to abandon’

these in favour of Kangirsuk. In such circumstances,
it would probably be to the long term advantage of

Kangirsuk to concentrate upon the under-developed

resources of Northern Quebec than to attempt to obtain

down’from Southern Quebec.

.

I
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5.2. Principal Eider Down Markets and Products

Traditional markets for eider down are dominated by

West Germany, followed by Austria and Switzerland.

Though in England the word ‘eiderdown’ has become the

generic term for comforters or duvets, these now usually

contain goose or duck down instead.

In the late 1970s, Japan entered the eider down market

vigorously but in the view of some down producers may not

continue to be as consistent a source of demand as the

traditional markets.

I t  w a s  w i d e l y  s t a t e d  t o  m e  t h a t  c o m f o r t e r s ,  o r  duvets,

a r e  t h e  o n l y  i t e m  t h a t  c a n  b e  e c o n o m i c a l l y  p r o d u c e d  f r o m

e i d e r  d o w n ; i-n West Germany, 80% of eider down is made

into comforters. All those who expressed their views

on this also stated that eider down was IItoo 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 more hardwearing.

Moreover, they are continually being improved under

conditions of intense competition 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 competition, 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 become highly

susceptible to changes in fashion, particularly in ski

clothing, the dominant sector. In such a market, .
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consumers may be unwilling to invest large sums in garmerits

that may not remain in vogue for too long. Comforters,

on the other hand, are not as sensitive to changes in

fashion and this may help to explain the extraordinary

prices charged for these items by comparison with their

goose down equivalents.

For example, a king-sized eider down comforter in Harrods,

London, was priced at Can$3,5000, yet it was unlikely to

have contained more than 2.5 lbs of down - worth about

Can$400. The down was encased in plain cotton with a

simple tubular quilting. The prices for down comforters

in West Germany were in the same range. In Toronto, I

was shown, in a Japanese cataloguej a comforter of hand-

painted silk which was priced at about Can$7, SO0. The

cost of the covering would partially account for this

higher 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 comforters.

Given the extra skill and time involved in making clothing

as opposed to comforters, it is not surprising that

manufacturers would avoid making eider down clothing

since retail prices would probably reach 3-4 times those

of comparable goose down clothing. This suggests that

if Kangirsuk were to attempt-to make and sell clothing

more 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.

D e s p i t e  t h i s  g e n e r a l  view wi.thi.n t h e  i n d u s t r y ,  Kangirsuk

h a s  m a n a g e d  t o  p r o d u c e  a n d  s e l l  eider d o w n  c l o t h i n g

l o c a l l y  a n d  s h o u l d  u s e  t h i s  s u c c e s s  a s  a  b a s e  f o r  f u r t h e r

d e v e l o p m e n t , p a r t i c u l a r l y  in its m a k e r  t o  b u y e r  a s p e c t .
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On the other hand, current retail prices set for comforters

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

comforte12s? Since they do produce woollen garments from

local raw materials, one would have expected them to
.,..

attempt to manufacture eider down items - particularly

since Iceland dominates the supply of the raw material.

The question of eider down clothing compared with comforters

may be stated in a slightly different manner. It is not,,...$.,p
that eider down is tqo expensive for clothing; it is

.4
that eider down clothing does not project the same image

vis-a-vis goose down clothing that eider down cor.forters

have with respect to goose down comforters. This, in

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

eider down clothing as there has been with eider down

comforters.

One should not conclude from this that the creation of a

comparable image for eider down clothing is an impossible

task. Rather, I suspect that it is one which existing

manufacturers do not bother with simply because of the

small volume of eider down clothing that would be

available if such an image creation process were to

succeed.

Stores selling down items assume 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 major

Amsterdam department store, an elaborate set-up of

rotating plexiglass cylinders is used to display the .
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various combinations and qualities of goose and duck

down and feathers contained in a range of comforters

offered for sale. Customers are invited to take part

in this critical appreciation of down type, thermal

properties, etc., to participate in the ‘down mystique!O

Table 2 shows the prices set for high quality goose

down comforters.

Table 2

#
PRICES OF GOOSE DOWN COMFORTERS IN AN AMSTERDAM STORE

Dimensions Weight of Price
cms. Down OZS. Can$

140 x 200 15 250

200 x 200 21 362

240 x 200 28 445

In several European stores selling mountaineering,

trekking, and camping equipment, customers are also

exposed to such comparative 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

thermal performance.

Two s u c h  s t o r e s  in A m s t e r d a m , C a r l  Denig a n d  D e m m e n i e

S p o r t , s e l l  d o w n  t o  t h o s e  w i s h i n g  t o  m a k e  t h e i r  o w n

s l e e p i n g  b a g s . T h e  m a n a g e r  o f  C a r l  Denig  t o l d  m e  h e

h a d  r e c e n t l y  s o l d  a  k i l o g r a m  ( 2 . 2  lbs) o f  e i d e r  d o w n

t o  s o m e o n e  w i s h i n g  t o  m a k e  t w o  s l e e p i n g  b a g s . H e  h a d

paid Can$16S/lb  f o r  t h i s  d o w n  b u t  h a d  f o u n d  it o f  v e r y

l o w  q u a l i t y , r e q u i r i n g  c o n s i d e r a b l e  c l e a n i n g  before r e -

s a l e .
.

— - .
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The following points summarize the discussion on the

market for eider down products.

Two major markets: a traditional, stable market

in West Germany, Austria, and Switzerland; a new,

unpredictable market in Japan.

The main product is comforters; industry sources

stated that eider down is “too expensive for

+ clothing.

The prioe differential between eider and goose down

comforters is extremely high - about 7:1. A similar
\ -
, price ratio for clothing would probably be unacceptable.

However, Kangirsuk has established a local, though— .
limited, market in eider down clothing where such a

differential is not evident as the garments are sold

on a maker to buyer basis.

-1 The main selling points for eider down appear to be

rarity and prestige rather than superior thermal

performance - though that is an essential element.—

Customers who still favour goose and duck down over

synthetics display a critical appreciation of

thermal performance and a preference for natural

materials that might be mobilized in favour of eider

down as the best insulator of all - as long as

price differentials were narrowed.

The current rise in North American demand for outdoor

recreational clothing creates a receptive climate

for the introduction of eider down products providing

one does not attempt to compete head on with synthetic

manufacturers.

To compete with established goose/duck down and

synthetic garments, eider down products should stress,
longevity and be designed to follow ‘enduring’ rather .

than ‘current’ fashions.

—.
.—
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5.3. Eider Down Collection

I

2(

The down collection procedures that have evolved in

Iceland are not wholly applicable to conditions in

Northern Quebec. The Anguniagaq Wildlife Management

Corporation and the Makivik Research Department are

jointly working with Kangirsuk in developing the most

appropriate and efficient methods. These include the

timing of collection, the consideration of predator

control measures and the effectiveness of nest shelters.
.

F r o m  t h e  point  o f  view o f  t h i s  s t u d y ,  a s  a  l o c a l  eider

d o w n  i n d u s t r y  g r o w s , i t  m a y  b e  n e c e s s a r y  a t  s o m e  point

t o  d e c i d e  h o w  m u c h  s h o u l d  b e  paid t o  t h o s e  w h o  c o l l e c t

t h e  d o w n  a s  o p p o s e d  t o  t h o s e  w h o  c l e a n  i t .

The Makivik Research Department has provided rough

estimates of the cost and effort involved in collecting

down from selected sites, taking into account gasoline

consumption, distance, travel time, density and abundance

of nests. The results vary so much that a fixed cost

for down collection would be an unrealistic objective.

One alternative might be to establish regular down

collection itineraries, involving predictable transport

costs and time and pay those embarking upon such trips

fixed rates(assuming a certain return of raw down) -

modified in cases of weather delays, etc. Such an

approach would ensure that down is always collected at

the optimum moment.

Such a methodical approach may not seem appropriate at

this early stage of development of the eider down industry

but, if in the future Kangirsuk successfully develops
‘vi

an export in eider down produc~~~,its  continued viability

will ult~mately depend upon a s’$cure and regular supply
,:

of raw down. ,,,.

—
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The importance of establishing some idea of collection

costs may become clear if the community is one day

faced with the alternatives of either collecting down

from a distant, but locally accessible colony or buying

raw down outright from another source. It would also be

necessary when determining what to charge other raw down

producers for cleaning down.

5.4. Eider Down Processing

Two methods of cleaning raw down have been developed

in Kangirsuk: machine and loom.

The machine used is modelled upon a down cleaning

apparatus imported from Iceland and later destroyed in a

fire. This machine apparently breaks down frequently.

A second machine was also imported f.com--Iceland  and sent

to Cape Dorset, but was not used and is now stored in

Montreal.

The loom method pre-dates the cleaning machine. It is

simple, though labour-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 more resistant quality. However,

in spite of this apparent superiority, other considerations

may affect the decision of which technique to employ -

particularly if the community elects to sell clean

down to wholesalers or manufacturers.

1

Eider down shares with other down types three main

problems over the long term:

- bacterial decomposition

mildew

moths



. .

Though goose down can be sanitized through washing,

eider down cannot, and the initial phase of the machine

cleaning method, 8 hours of heat treatment at 120c, is

required to prevent bacterial decomposition in the

future. this tends to make the individual down clusters

brittle and creates ‘down dust”. Though regrettable,

most manufacturers may accept this loss of quality in

return for prevention of its decomposition.

Measures to counteract mildew and moths do not effect

the choice of down cleaning method and require only

careful attention to storage conditions and the selection

of suitably impermeable materials, to moisture and moths,

in the manufacture of down articles.

To ascertain the opinions of down wholesalers and

manufacturers , seventeen companies in North America and

Germany have been asked to compare samples of machine

and loom cleaned down and provide an opinion which

takes into account the absence of heat treatment in

the case of loom cleaned down. The results are given

in Appendix 3.

. ... .
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PART 2

EIDER DOWN INDUSTRY DEVELOPMENT

6. THE RANGE OF DEVELOPMENT STRATEGIES

6.1. Introduction

In this chapter, the wide range of development strategies

and options open to Kangirsuk will be briefly introduced;

In chapters 7 & 8, they will be discussed in greater detail.

These options fall roughly into two categories: l)trade

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

Part 2 of the report should provide a basis for planning

a development program whigh incorporates these options

in the most effective sequence. Following is a

summary introduction of eight development strategies.

6.2. Trade in Raw and Clean Down

To North American Wholesalers: A secure market may be

developed with North American wholesalers for probably

the lowest price, but with the least effort. These

wholesalers are likely to re-sell that down to European

manufacturers or wholesalers. (See section 7.1 ) .
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To European Wholesalers and Manufacturers: A market

may be developed directly with European wholesalers

or manufacturers which would yield a higher price but

which would also require greater effort and costs;

shipment, tariffs, etc. Also, Kangirsuk would be

attempting to penetrate a market dominated by Iceland

and this competition would entail greater costs.

(See section 7.2. ) .

To Northern Craft Centres and Communities: Clean

down may be supplied to other communities and craft

centres across Northern Canada for use in producing

craft objects. As a down cleaning service, Kangirsuk

may simply act as a down cleaning operation receiving

raw down from other localities and cleaning it at a

fixed rate. (See section 7.3. ) .

BY Acting as a Down Cleaning Centre: Either by

purchasing 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 7.4.’

As a Joint Venture with Single Manufacturers: Joint

ventures may be established with producers of down

articles in which Kangirsuk supplies the down and

the partner the manufacturing capability in, for

example, a combined effort to establish a new product

on the market. (See section 7.5. ) .

6.3. The Manufacture and Marketing of Eider Down Products

Penetration of Established Eider Down Comforter Markets:

This would be difficult but obviously rewarding (see 5.2.).

However, Kangirsuk would probably have to either sell

to distributors at lower prices or establish some form
.

of direct marketing system. (See section 8.1. ) .
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Developing a New Market for Eider Down Comforters:

This might be attempted in North America where the

market for goose down comforters appears to be

expanding. In North America

are established and accepted

in Europe. (See section 8.2

Developing New Down Products

? direct marketing channels

to a greater extent than

.).

: Kan.girsuk has proven

,that eider down can be sold, although on a limited

scale. This experience could provide a basis for \- =
further product development and market expansion. \

(See section 8.3. ) .

6.4. An Integrated Development Program

These eight development strategies obviously require
\

various levels and types of expertise, effort, and .

financial investment. None of them are exclusive

of the rest and they all could play a rble in a.

development program. Some strategies carry greater

risks - but promise higher returns. A sound development

program should commence 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

examined in greater detail. Following that, a phased

development program is suggested as a basis for

community consideration.
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7. TRADE IN RAW AND CLEAN EIDER DOWN

I
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7 . 1 .  S e l l i n g Clean Down to North American Wholesa3.ers

The North American market for raw and clean down is

dominated by wholesalers, who by and large re-sell

down to European manufacturers. For practical

purposes, there are no North American eider down

manufacturers as the market for eider down products

is virtually non-existent. One Canadian wholesaler

puts the 1982 Canadian consumption at glbs, an

amount he sold to a yachtsman who wanted eider down

comforters for his guests.

In Canada, there are two dominant down wholesalers,

one of them a branch of a company based in the

United States(see Appendix 1 ). Executives of both

companies examined samples of machine and loom cleaned

down from Kangirsuk and were extremely helpful both in

their comments on the samples and the general

information they supplied about the down industry.

Both companies thought the samples compared favorably

in quality with clean down from Iceland. They were

asked to choose a sample as a basis for possible further

trade; one preferred the machine cleaned down, the other

retained the loom cleaned sample.

One manufacturer was kind enough to exchange a sample

of Icelandic eider down which he had on hand. This

has been forwarded to Kangirsuk to be kept as a

quality standard.

Both wholesalers were willing to buy Kangirsuk down

immediately, though they were not prepared to quote
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a price until a confirmed quantity was offered.
Nevertheless, I gained the impression that the price

would be in the range Can$138-163. By comparison,

Icelandic asking price of the day was Can$200/lb.

Acknowledging that he would probably re-sell Kangirsuk

down to a European company 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 may not be compensated 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 companies.

He suggested we take note that what may be stated to be

the current price of eider down is usually the asking

price proposed by Icelandic producers through regular

commodity market channels. This is not necessarily

the amount received. In support of this he said that

he had recently sold a quantity of Icelandic down

to a European company for Can$150/lb, compared with the

current Icelandic asking price of Can$200/lb.

Asked how they felt eider down prices might go in the

future, the general opinion was that they will not

return to the extraordinarily high level of a few

years ago. It was also thought that they are unlikely

to decline much below present levels; in fact, they

might rise slightly - though not extravagantly.
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7.2. Sellina Clean Down to EuroDean Wholesalers and
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Manufacturers

While in Europe, I contacted 22 West German companies

by telephone. Of these, 10 were wholesalers, 10

manufacturers, and 2 doubled as both. With one

or two exceptions, the down buyers of these companies

were far Ie.ssforthcoming with general information

than their Canadian counterparts. As a rule, they

were interested only in the prospect of an immediate

purchase and, for this, insisted on three pieces of

information:

quantity available

price asked

a sample

I stated that Kangirsuk is not immediately in a position

to sell a given quantity but is engaged in developing

a market and would value their comments on samples -

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

Altogether, 15 companies were responsive enough to this

approach to make it worth while dispatching samples to

them. These were divided into: 7 wholesalers, 6

manufacturers, and the 2 wholesaler/manufacturers . A

list of these companies and the names of their buyers

is attached as Appendix 2.

Each company was sent samples of both loom and machine

cleaned down. They were asked to review the quality,

state their preference and comment on the absence of

heat treatment in the loom cleaned sample. 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 American companies.

..-
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Eider down is almost exclusively used for the

manufacture of comforters. In thermal terms, the best

goose down provides 70-80% of the warmth of eider down

for the same thickness. Equivalent thermal performance

can be attained simply by making goose down comforters

20-30% thicker than eider down comforters.

Though eider down comforters are only 20-30% better in

thermal terms, they tend to be 6-8 times more expensive.

The rarity and prestige value of eider down accounts

for this price differential more than its superior

thermal efficiency.

My conversations with the West German buyers underscored

the absolutely critical importance of attaining, and

maintaining an acceptable quality of cleaned down. One

manufacturer told me that he had bought, sight unseen,

eider down from Newfoundland and had found it of

inferior quality – requiring further laborious cleaning.

On no account he said, would he contemplate further

purchases from this source.

Buyers were understandably reluctant to quote prices

until a bargaining situation developed. However, a

few referred to prices they had recently paid. It may

be assumed that these tended to be Slightly lower than

might be negotiable in an actual bargaining situation -

just as the Icelandic asking prices tend to be higher

than those actually negotiated.

The figures I could obtain ranged between 500 marks/kg

(Can$104/lb)  as a producer’s price to a wholesaler, and

800 marks/kg(Can$166/lb) as a wholesaler selling price

to a manufacturer. However, one manufacturer remarked

that if he were to buy directly from a producer, he

would expect to negotiate a price somewhere between



these two levels. This sugges

expect to obtain between Can$l

directly to the West German ma.

with the Can$150/lb price recer

Canadian wholesaler on the same

wholesaler said he had recently

for Can$131/lb.

;

{

The German buyers confirmed the

Japanese entry into the eider dc

to an unrealistically high level

that some Icelanders flgot too gr

inventor y back in the expectation

prices: however, they suffered v

more normal levels.

I was unable to obtain consistent

role of the West German eider dowr

to the Japanese. One manufacturer

supplied most of the comforters so

that they usually used double the

to that used in Europe. Another b~

claimed to supply the Japanese mark

The Japanese demand seemed to be re

feelings, as a welcome but an unpre

The Japanese seem to have acquired ;

sudden attempts to corner such commc

followed by equally sudden withdrawa

1970s, they had a similar effect upo

polar bear skins when it was decided

world market for tying fishing flies

7.3. Selling Clean 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, many 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 used in craft production. The

following few examples come to mind.

Igloolik produces caribou skin liners or inserts for

kamiks. These use the full fur of ca”ribou 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 legging.

Along similar lines, many craft centres produce mittens

which could use eider down liners as an alternative to

duffle. Of course, the eider down parkhas already

produced in Kangirsuk could serve as a model for other

craft centres.

Northern Quebec apart, there does not at present appear

to be a general demand for eider down, perhaps resulting

from a generally low awareness.

Kangirsuk will probably have to make a strategic

decision in this respect: whether to make a special

effort to generate a demand for clean down from

northern craft centres - by promoting possibilities

such as those mentioned above, or whether to take

advantage of such opportunities within Kangirsuk

itself. This decision will no doubt be influenced

by the local capacity to use all local down in craft

production. A list of craft centres is provided in Appendix 4.

Kangirsuk as a Down Cleaning Centre

Under this development strategy, Kangirsuk would provide
.
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a service for other producers, by returning clean

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

Since Kangirsuk itself will be in the business of

selling both clean down and eider down products, the

community might eventually wish to purchase raw down

from other sources rather than return it. This will,

of course, depend upon how successful Kangirsuk becomes

and therefire to what extent local supplies of raw

down become insufficient for local manufacturing.

In 1981, ~800-1,0001bs of raw Canadian eider down were
\

shipped 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). Clearly, 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 company

told me that he believes Iceland’s total production

costs for clean down to be in the range Can$100/1b.

I would imagine that the cleaning component of this

cost is considerably higher than the collecting

component - especially since Iceland’s collecting effort

is considerably lower than Kangirsuk’s.

In Section 5.5., it was suggested that Kangirsuk

develop a means of estimating the costs of down

collection - however variable and contingent these may

be. This would be required in estimating the cleaning

cost components of total down production costs and

would be a useful indicator in deciding what to charge

for a down cleaning service.
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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 shipment and packaging,

and of import/export costs if the down originates in

the United States.

From what I 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 loom cleaning.

In conclusion, Kangirsuk should certainly make a serious

effort to become an established down cleaning centre.

Once charges have been decided upon, contacts could

be opened with producers in the areas shown in Map Z.

7.5 .  D i s p o s i n g o f  C l e a n  D o w n  T h r o u g h  Joint  V e n t u r e s  With

E s t a b l i s h e d  M a n u f a c t u r e r s

This development strategy is linked to strategies based

upon product development and manufacture. It might

be regarded as a short term process - a means for

Kangirsuk to gain experience in the down manufacturing

and marketing beyond

marketing concept.

Under this strategy,

the present northern craft

Kangirsuk would approach an

established manufacturer - who doesn’t use eider down

at present but might be interested in expanding his

product line to include eider down articles. This

would be limited to North American, preferably to

Canada, and could be attempted either with an outdoor

clothing or a bedding manufacturer.

In recent years, the manufacture of outdoor clothing has

. .
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become a high growth area in North America, one of

intensive competition between young and innovative

companies. A list of some of these companies is

provided in Appendix 5,together with illustrations of

some of their products in Appendix 6.

A less expansive but still growing North American

business is the manufacture ‘of down comforters and

pillows, and in this area several other companies

have recently expanded in the market. Examples of

these are also listed in Appendix 5.

Essentially, joint venture with a clothing or bedding

manufacturer could be regarded as a means of selling

clean down, as that would be Kangirsuk’s principal

contribution to the enterprise. But several additional

advantages could accrue to Kang<rsuk in terms of long

range development of a down manufacturing capability.

These include the following.

-. learning techniques 04

catalogues, magazines,

learning the economics

direct  m a r k e t i n g  t h r o u g h

e t c .

a n d  t e c h n i q u e s  o f

manufacturing through association with established

enterprises.

For outdoor clothing, finding ways to overcome

the most serous liability of eider down, thermal

failure when wet, through combining it with such

new breathing yet waterproof materials as gore-

tex, or older materials such as oiled cotton.

learning to develop products outside the traditional

context of Arctic-craft production.

S u c h  l e a r n i n g  e x p e r i e n c e s  w o u l d  b e  a n  i n v a l u a b l e

preparation  for Kang~rSU~ e v e n t u a l l y  entering  s u c h  d o w n

product markets as an independent manufacturer.
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8. MANUFACTURE AND MARKETING OF EIDER DOWN PRODUCTS

8.1. Penetrating Established Markets for Eider Down Comforters

In Europe, plain cotton-covered king-sized comforters

priced at Can$3,500 may contain less than Can$400 worth

of clean down; perhaps no more than a total of Can$600

in labour and materials.

The German market is notoriously difficult to penetrate;

precisely because of the high prices, competition

is intensive, and buyers are in a strong position to

bid down supplierslprices. If the eider down comforter

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: the

development of competitive products, accompanied

by a positioning in the West German market through

the sale of high quality clean down and a careful

exploration of future marketing prospects.

8.2. Establishing New Markets for Eider Down Comforters

The most suitable area for such an effort would be

North America. Though the present demand for eider

products of any kind is imperceptible, this should

not be regarded as completely disadvantageous ; in

fact, such ~ situation provides certain advantages

not evident in the more mature markets. Some of these

are thatl Kangirsuk  c a n  s e t  p r i c e s  w i t h o u t  regard

t o  e x i s t i n g  l e v e l s , c a n  a v o i d  a n  e x i s t i n g  d i s t r i b u t i o n /

retailing system and can use direct marketing techniques

I

4.

to lower p r i c e s  w e l l  b e n e a t h  E u r o p e a n  a n d  J a p a n e s e  l e v e l s .
.
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Using a value of’Can$150/lb, a regular double eider

down comforter would contain about Can$300 of down.

To this may be added th”e cost of 8 sq.yds of covering

material and the labour entailed in making a comforter.

Using figures provided by a comforter manufacturer

(see Appendix 5) as a guide, the production costs of a

comforter would approximate:

eider down: $300

down-proof shell:-

labour/machinery:

To this should be added

- does not include

$50 capital costs

$50

the costs of direct marketing.

These are discussed in~ section 8.6. However, even with

a 100% profit margin, t’he final cost would be considerably

lower than that asked for equivalent comforters in

European retail outlets.

It was suggested in section 7.5. that such a marketing

effort might be undertaken as a joint venture with

an established comforter manufacturer. This would

mean lower profits to Kangirsuk but the community

would benefit in return both from working with an

established concern and from sharing the risks and

costs entailed in attempting to create new markets.

8.3. Developing New Eider Down Products

This, again, is a subject that has already been alluded

to in the section(7.5. ) on joint ventures. An earlier

section(5.2) summarized the major products and categories

that used all types of down:

comforters and pillows

clothing

sleeping bags

furniture

The use of eider down in furniture would indeed be
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prohibitive and there would be little scope for

using its thermal properties. Down manufacturers

inform me that eider down is simply too soft and light

for pillows.

Therefore, taking the established product lines for

goose and duck down as a guide, manufacture from eider

down could be attempted for the following items:

parkhas

vests

balaclavas and face masks

detachable hoods

hat linings

boot liners

boots

mitten liners

mittens

trousers

-. liners to wind pants

sleeping bags

In developing alternative products with eider down, two

major 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

covering. The second is to provide distinction from

the regular down products by establishing and advertising

the superior thermal performance of eider down.

If a p r o g r a m  o f  p r o d u c t  d e s i g n  a n d  d e v e l o p m e n t  is

s t a r t e d , Kangirsuk  m a y  wish t o  c o n s i d e r  p r o d u c i n g  kits

as well as finished articles. A precedent has been set,,,
for this by some of the most successful outdoor cl’~thing

. . . . .
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Figu re 1

T h e r m a l  R e s i s t a n c e  o f  Five Fibers C o m p a r e d  t o  t h e  S a m e  Weight

o f  D o w n

Melght* Thickness 11~11 Prorated R Value
Value -1 Values as %

Te;;ed Te!;ed Of~ft~hr*Btu for 18g of Down
(9) ( in) (in) R

Thinsulate 22.34 .752 2.75 .606 2.22 35%

DAC II 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 one foot square samples.

Table 2 - Tested and calculated properties of the samples.

Down

Kiir 75/25 Down/Feather Mix

-m-
50/50 Polyester/Down Mix

79%

DAC II

60%
Polyester

47%
Thinsulate

35%

.

Source: U n i v e r s i t y  o f  M a n i t o b a  1980
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estimates of production costs

decision on product price

Planning Market ing Campaign

positioning product

targeting customer

selecting channel of distribution

developing promotional material

estimates of

check legal,

factors

marketing costs

tariff, tax, etc., market access

Commencing Production and Marketing

limited production run

test marketing and advertising

evaluation

full-scale production

8.5. Planning a Production Process

Once a prototype has been successfully designed and

tested, estimates of production costs for specific

volumes should be made, as a basis for planninga

marketing campaign. It may be tempting to avoid

this process and simply state a price equivalent to,

or slightly below that of competitive products. But

though the final price may be very close to those of

competitors, it is very important to be aware of the

actual production costs for at some time it may become

necessary to reduce prices if demand falls off. Even if,

in Kangirsuk, labour costs are difficult to pin down

precisely, the costs of imported materials and of

equipment acquisition and operation, should be accurately

entered into the estimates of production costs.
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8.6. Selecting a Marketing Process

First decisions entail positioning of the product and

targeting a grOuP of COIISUIIlerS. Usually rough ideas

will already have been formulated during the product

development phase. At this point they should be

determined more precisely as a basis for designing a

marketing campaign.

Positioning entails deciding whether the product will

have a mass appeal and be comparatively cheap or

whether it will be an expensive luxury item. Since

the supply of eider down would never be sufficient to

satisfy a wide popular demand, products should be

positioned towards the upper end of the market. In

Europe, eider down comforters are positioned very

high on the market; in North America, eider down, as a

novel item, should perhaps be placed s-omewhat lower -

about the upper end of the middle range, along with,

for example, the better quality outdoor clothing.

Targeting entails the identification of specific

groups at that market position. This will provide the

marketing campaign with a more 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 mind.

Craft Shops Clientele

Northern Tourists and Travelers

Wilderness recreation: backpacking, camping

Sports hunters

Sports fishermen

Skiers

.—



. .

aviators

Mountaineers

General Arctic working clothing

Military/Government

Nature enthusiasts

Sailing and boating

Equestrian

Four principal channels of distribution may be

appropriate for”Kangirsuk  products:

Through wholesale distributors and craft

organizations

Direct to retail outlets

Direct marketing through catalogue sales

Direct marketing through magazines “

Two other methods might be considered in special

circumstances :

Direct marketing through purchasing mailing

lists

Selling under contract to government procurement

agencies

When marketing through a wholesale distributor the mark-

up sequence works strongly to the disadvantage of the

producer, particularly if he works on a limited

production basis. The combined mark-up may be less for

government sponsored or cooperative craft distribution

systems since these may receive subsidies. Even non-

profit organizations require some mark-up to cover their

overhead. Table 4 shows a typical mark-up sequence

for a craft item sold at a considerable distance from

its place of origin.

.—



Table ~

Typical Mark-Up Sequence for Craft Items

Price to Producer $100

Transport to Wholesaler 5% 105

Wholesaler’s margin 30% 136

Agentfs fee 10% 150

Transport to retail store 5% 157

Retailerts mark-up 150% 392

Sales tax 10% $431

A similar sequence for craft items from developing

countries marketed in Europe reaches 452 pesos from

a producer price of 100 pesos(Dembitzer 1983). As a

general rule, the smaller the volume produced the

better the producer is able to develop short-cuts to

this mark-up sequence. The simplest of these is to

sell directly to a retail outlet, though even then the

producer is unlikely to obtain more than 35% of the

final retail price.

Direct marketing through catalogue sales improves the

position of the producer still further but still

entails certain costs - depending upon the approach

taken.

A small volume producer may be obliged to depend upon

insertions in a larger catalogue.In effect, the mail

o r d e r  h o u s e  c i r c u l a t i n g  t h e  catalogue  will a c t  a s  a

r e t a i l e r  o r  d i s t r i b u t o r  f o r  t h e  p r o d u c e r . I n  s o m e

c a s e s  m a i l  o r d e r  h o u s e s  a c t u a l l y  c o m m i s s i o n  p r o d u c t s

f r o m  m a n u f a c t u r e r s  a n d  l a b e l  t h e m  with t h e  h o u s e  b r a n d .

Obviously this will introduce another form of mark-up

but these may not be as heavy as retail stores since

mail order houses tend to have lower overheads.

The producers of a catalogue which specializes .in

1

50
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northern crafts sometimes offer pages in their

catalo~e ‘to small independent producers.
,

This can

be a very useful test-marketing device as well as a

very cost-effective way of marketing. To illustrate

the variety and scope of direct marketing through

catalogues, representative exampl”es are provided in

Appendix 6. The illustrations in this appendix are

also selected to show the wide range and variety of

styles of outdoor clothing and comforters.

Direct marketing through magazines can also be

advantageous to producers, as the costs are almost

entirely confined to those of producing copy, placing

advertisements, and shipping the goods. Furthermore,

the amount of response provides a more immediate

measure of the appeal of a product than when it is

shipped to retail outlets.

Advertising copy for eider down products should lay

stress on its special or unique qualities, with the

emphasis varying according to a magazine’s readership.

In Appendix 7, a number of advertisements for down

and other products have been selected to represent

various kinds of appeal. For the connoisseur of the

technical, scientific detail on thermal performance,

ekb. For those desihing distinction, the rarity and

prestige is stressed. For those preferring natural

materials, details are given on the origin. Eider

down lends itself to all of these interpretations.
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PART III

A DEVELOPMENT PLAN FOR A KANGIRSUK EIDER DOWN INDUSTRY

—....— .- —.

9. ELEMENTS OF A DEVELOPMENT PROCESS

9.1. Introduction

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 D o w n  S u p p l y  i s  d i r e c t e d  t o w a r d s—
maximizing  t h e  s u p p l y  o f  r a w  d o w n  t o  Kangirsuk  a n d

p r o v i d e s  a  s t o c k  f o r  t h r e e  p u r p o s e s ;

return of clean down for a fee

sale of clean down

manufacture of down products

Sector 2: Sale of C l e a n  D o w n  c a n  b e  p u t  into action

i m m e d i a t e l y  t h r o u g h  t h e  c h a n n e l s  e s t a b l i s h e d  during

this s t u d y , t o  t h r e e  m a i n  d e s t i n a t i o n s ;

North American wholesalers

European wholesalers

Craft Centres

Sector 3: Product Development is directed towards

designing, testing, and marketing down items in three

main areas;

D e v e l o p i n g  n e w  p r o d u c t s  f o r  N o r t h  A m e r i c a n

m a r k e t s

D e v e l o p i n g  t h e  N o r t h  Amer-ica”n- c o m f o r t e r  m a r k e t

P e n e t r a t i n g  e s t a b l i s h e d  c o m f o r t e r  m a r k e t s

The development plan outlined here is based upon the

following long term objectives;
.



. . . . . . . . . . .....,.. \........ . . I

ml
w
n
iii

N

0)
L
s
bn

.!+
L

i-

m
*--- 1

c
o

1

I

.-



. . . . . > . . . . . . .
1

5’

1.

2.

3*

4*

Establishing a firm and regular market for

clean down from Kangirsuk

Gradually developing the manufacture and

marketing of down products

As manufacture and marketing increases, the

quantities of clean down sold will be

gradually reduced

These processes should be accompanied by a

steady increase in the supply of raw down

from the more remote sources

The establishment of markets for clean down will have

two advantages. First, it will provide a firm economic

base in the ‘least-risk’ area of the eider down

industry. Second, it will considerably enhance

Kangirsukls chances of obtaining funds for eider

down product development.

In the following sections, the three main development

sectors are discussed in greater detail.

9.2. Raw Down Supply

Figure 3 illustrates the stages involved in increasing

the supply of raw down to Kangirsuk. These are

discussed below under the numbered headings.

9.2.1. Assess Sources According to Ap.parent Potential

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

information gathered by the Makivik Research Laboratory

.
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should provide a basis for

known resources leading to

areas shc ~e approached

that a gl ~pproach is

a first assessment of

a decision on which

first. This assumes

more appropriate than

attempti elop all potential sources
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These WOU1 :~r e a basis for refining the

assessment of p ntial and would concentrate

mainly on management issues, possibility of
,, \ -

conflicting u’ilel and local iqterest in supplying
,

raw down, either for sale or for cleaning and

return.

9.2.3. Investigate Logistics and Economics

Positive results to stage 9.X.2. would lead to a

practical assessment of the costs and effort

required to harvest local sources. This could

lead to an agreement 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 experimental

approach would lead to the highest yields with the

minimum disturbance.

9.2.5. Transport and Cleaning

Given the weight of down, transport costs would be
.
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comparatively insignificant in relation to

cleaning costs. It was mentioned in sections

5*4. and 7.4. that Kangirsuk would be advised to

estimate the costs of cleaning, by loom 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 Clean Down

Figure4 provides a schematic for this development.

As reported in sections 7.1. and 7.2., samples from

Kangirsuk have been assessed by the buyers of major

down companies in North America and Europe and the

eider down is considered to be of good quality –

comparable 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, becomes available. The stages for accomplishing

this are given below.

9.3.1. D e t e r m i n e  Q u a n t i t i e s  f o r  S a l e

It would be advisable, if possible, to estimate in

advance the amount of down that will be for sale

and decide how much will be machine cleaned and how

much loom cleaned. The letters from German buyers

in Appendix 3 do not give a clear indication about

which type should predominate. Some buyers ask for

the prices for both; some prefer loom(hand), others

the m a c h i n e .
‘i,

To test this marke~ the amount allocated for trade “i, ”i$,,\J.,1 .“,,. .. . .
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could be cleaned 50% on the loom, 50% by machine.

Potential buyers will then respond according to

quality and price. For this Kangirsuk should set

separate prices for loom and machine cleaned down.

When entering the market, it is essential to earn

a reputation for quality. To do SO, it would be

advisable to accumulate the clean down in one

place and ensure a uniform quality before taking

samples. To assist in this, a sample of Icelandic

down has been obtained.

9.3.2. Notify Buyers: Quantities, Prices, Samples——

After checking the current prices of eider down

from other sources, sample packages could be

dispatched to potential purchasers. The responses

to these will provide a basis for more detailed

negotiations.

Of the fifteen German companies that received

samples, only six have replied to date. Though

these six companies would probably provide a

sufficient market, I would advise, for the first

year at least, sending packages to all fifteen

companies, as well as the two Canadian companies

listed in Appendix 1.

9.3.3. Negotiate Sales

For the first year or so, this is bound to be a

learning process ‘and, to make an initial break

into the marke t , Kangirsuk  m a y  h a v e  to c o m e  in

1 0 - 2 0 %  b e l o w  t h e  I c e l a n d i c  asking price.
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9 .3 .4 . Freight, Duties, Customs, Documents

As mentioned 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 complications involved in selling

small quantities to the European Common Market.

For the first year or so, I would advise testing

both markets before taking this decision.

9.4. Down Product Development

Kangirsuk has already established a small local

market for eider down parkhas and overpants. This

provides a sound basis for expanding the product

range and markets along the lines suggested in

Chapters 6-8.

As a product development programme, Kangirsuk is

yell placed to apply for support from sources such as

as the Native Economic Development Fund or the Eskimo

Loan Fund. In addition there are specific programs

and services under Federal Government Departments

and other organizations. For example:

Fashion/Canada, a non-profit corporation,

administers the Fashion Design Assistance

Program, in the national and international

markets.

,- Design Canada (Industry, Trade, and Commerce)

provides incentives, training, and advice in

new design and product development.

.
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The Enterprise Development Program (ITC)

provides up to 75% of costs for high-risk

innovative 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

Canadian businesses in penetrating foreign’

markets.

In Figure 5the schematic illustrates the stages in a

product development process. A time 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 more elaborate,“
than the effort that has been spent so far in developing

the local market for eider down parkhas, but such an

intensive effort as this would be essential in

attempting to enter the highly competitive markets for

down comforters and outdoor clothing. Details on

the numbered stages are provided below.

9.4.1.”Allocation of Clean Down for Product Development

Eventually, several examples of successful prototypes

would be required for test marketing, exhibition

at craft/trade fairs, etc. Therefore the amount

required for one item should perhaps be multiplied

by six.

Based on the rough quantities - 2 lbs for a regular
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comforter, 1 lb for a jacket, 1 lb for other items,

an allocation of Z5 lbs should be sufficient to

develop a first series of products.

If applying for support under the Enterprise

Development Program this down could be submitted

as Kangirsukls proportion (Z5%) of development

costs. Valued at $200/lb (current Icelandic

asking price) or $5,000, the community would be

in a position to request a further $15,000 from

this program.

In April 1984, a new directory of government

programs to small business will be published. No

doubt, this would yield other funding opportunities.

9.4.2. Organizing the Product Development Program
\

At this stage Kangirsuk should decide whether to

undertake an independent program or whether to

attempt 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

designed. I would suggest at the outset, no more

than .5-6 items: comforter, parkha, vest, and small

items such as boot or mitt liners.

These decisions would lead to the preparation of a

development schedule and a proposal for funding.

—-
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9*4.3.

9 .4 .4 .

9 .4 .5 .

Prototype Production

It is essential that the manufacturing process be

on a community scale and the design will take this

into account. The prototypes would themselves

be produced within the community.

However, the physical testing may require more

elaborate facilities, especially if there are

industry standards to be- conformed to. The

National Research Council provides such facilities

and services for Canadian designers.

Once a prototype performs satisfactorily, an
,

estimate should be made of eventual production

costs and effort. This provides a basis for setting

prices and conducting market research.

Market Research

The initial choice of products to develop will be

guided by preliminary market research. At this stage,

with the product design and production costs

confirmed, more specific research can be undertaken

along the lines discussed in Section 8.4.

This would lead to a decision upon the most appropriate

channel of distribution and the formulation of a

test marketing plan.

Limited Production Run and Test Marketing

Success in the design and research phases will lead

to Lnvestment\\in  a

w h i c h  w i l l  th~~~ b e
;,\ ,.‘,

limited production run of items

made available on the market

--
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through the selected channel of distribution. The

results of this will indicate the worth of the

product development program.

.



. .

REFERENCES

.

Dembitzer, B. Marketing Handicraft from Developing
Countries, Private Publication, 1983.

The University of Manitoba, ‘Measurement of the Thermal
Resistance of Garment Insulating Materialsn, Office
of Industrial Research, 1980.

Reed, Austin, “Harvesting Eider Down and Other Uses of
Common Eiders in Spring and Summer”, Canadian
Wildlife Service, Ste-Fey, Quebec, 1984, in press.

.


