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Urban Ag: how to start…

Project „Newbie“

• Overview, Partners
• Tasks and Achievements

From business idea to business plan
• Business idea
• Business Model Canvas
• Business plan 

What is happening out there?
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Urban Agriculture 
“UA is an industry located within (intra-urban) or on the fringe (peri-

urban) of a town, a city or a metropolis, which grows, raises, processes 

and distributes a diversity of food and non-food products […]”  

(Mougeot, 2000: 11)

Urban agriculture – terms and definitions
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Urban Farming

• economic focus (professional business)

• agricultural / horticultural farms

• mainly at the outskirts / urban-rural links

Urban Agriculture 
“UA is an industry located within (intra-urban) or on the fringe (peri-

urban) of a town, a city or a metropolis, which grows, raises, processes 

and distributes a diversity of food and non-food products […]”  

(Mougeot, 2000: 11)

Urban 

Gardening

Technological & Social Innovations

Urban agriculture – terms and definitions
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„Newbie“

• a

Source: Eurostat 2018
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„Newbie“
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„Newbie“

• Germany

DBV, 2017: Situationsbericht

DBV, 2018: Situationsbericht
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„Newbie“

• New Entrant netWork: Business models for Innovation, 
entrepreneurship and resilience in European agriculture

• EU HORIZON 2020 project
• 2018 – 2021
• 10 partners
• 9 countries
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„Newbie“

10
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„Newbie“

Project aims

• support new entrants on their way to 
become an (urban) farmer

• development and spreading of                   
new business and entry models

• pedagogical materials / informationen

• when talking about new entrants:
• (non-)family succession
• complete newcomers (ex novo)
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„Newbie“

Project aims

• trans-disciplinary network
• new and old-established farmers
• associations / organisations
• advisors / consultants
• Researchers / teachers
• industry / service
• NGOs, Food Councils, etc…

 collecting, assessing and sharing/exchanging
 national and European networks
 special focus: innovative entry and business models
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„Newbie“
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„Newbie“

Brings into the farming sector
• (new) enterpreneurship
• innovations
• Higher competitiveness

Challenges
• Access to 

• land, capital, knowledge, ...
• Knowledge on enterpreneurial

skills, marketing, etc. 
• Establishing social networks
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„Newbie“

• a
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„Newbie“
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„Newbie“
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„Newbie“
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„Newbie“

Key working fields

• Case study collection: „Stocktaking and inventory“
• Networking

• Steering Groups
• Discussion Circles
• International exchanges
• Awards
• …

• Toolkits
• For new entrants (and retiring farmers)
• For higher education institutes
• For consultants / advisory services
• …
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From business idea to business plan

What is a common path to                             
become a new (peri-)urban farmer?

• Business idea
• Business Model Canvas
• Business plan 
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From business idea to business plan

Business ideas in (peri-) urban farming
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From business idea to business plan

Business ideas Business Models

• Different definitions and interpretations
• Emerged in the 1990s
• Important are the “who”, “what” and “how”
• Common definitions:

“The business model 

explains how value is 

created for the customers 

and how value is                                                     

captured for the company                                                 

and its stakeholders”
Henriksen, Bierre, Almasi, Damgaard-Grann 2012: 31

“A business model 

describes the rationale of 

how an organization 

creates, delivers, and 

captures value”       
Osterwalder &Pigneur 2009: 14
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From business idea to business plan

Business ideas Business Models

• Strategic management template by 
Osterwalder & Pigneur, 2009

• Nine basic buildings blocks oriented towards 
customers, offer, infrastructure, and finances 

• Tool to
• Emphasize key success factors
• Detect barriers / problems
• Compare competitors
• Create new ideas and BM

• Already used to analyze UA                                                                 
case studies, e. g. in NL, U.S.,                                                                        
Vietnam, Latin America, EU
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From business idea to business plan

Business ideas Business Models

• Strategic management template by 
Osterwalder & Pigneur, 2009
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From business idea to business plan

Business ideas Business Models

Customer Segments
• Customer Segments define the different groups of 

people or organizations an enterprise aims to reach and 
serve

• Customers are the heart of any business model
• Different types of Customer Segments:

• Mass market
• Niche market                         
• Segmented                                  
• Diversified                                  
• Multi-sided platforms/markets
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From business idea to business plan

Business ideas Business Models

Value Proposition
• Value Propositions describe the bundle of products 

and services that create value for a specific 
Customer Segment

• Aggregation (bundle) of benefits that a company 
offers customers

• Examples of Value Propositions:
• Products, Service
• Newness
• Price
• Convenience
• Design
• Customization
• …



Sarajevo University (UNSA), November  2020

28, Bernd Pölling – Fachhochschule Südwestfalen

From business idea to business plan

Business ideas Business Models

Channels
• The Channels describe how a company communicates 

with and reaches its Customers to deliver a VP
• Communication, distribution, and sales channels
• Direct and indirect channels exist
• Channels have five distinct phases

• Awareness
• Evaluation (of VPs)
• Purchase
• Delivery
• After sales
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From business idea to business plan

Business ideas Business Models

Customer Relationships
• CRs describe the types of relationships a company 

establishes with specific Customer Segments
• range from personal to automated
• driven by customer acquisition, customer retention, 

boosting sales (upselling)
• Categories of CRs:

• Personal assistance
• Dedicated personal assistance
• Self-service
• Automated services
• Communities
• Co-creation
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From business idea to business plan

Business ideas Business Models

Revenue Streams
• RSs represent the cash a company generates 

from each Customer Segment
• Several ways to generate Revenue Streams:

• Asset sale
• Usage fee
• Subscription fee
• Lending/Renting/Leasing
• Licensing
• Brokerage fee
• Advertising fee
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From business idea to business plan

Business ideas Business Models

Cost structure
• Cost Structures describe all costs incurred to 

operate a business model
• Cost-driven [minimizing costs where possible] vs. 
• Value-driven [focus on value creation: premium VPs, 

personalized service, etc.]

• Fixed costs (salaries, rents, etc.)
• Variable costs
• Economies of scale 
• Economies of scope
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From business idea to business plan

Business ideas Business Models
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From business idea to business plan

Business ideas Business Models

“It is likely that an analysis of one individual business model 

does not sufficiently represent trading partners located up 

and downstream in the chain” Lundy, M., 2012: 63
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From business idea to business plan
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From business idea to business plan

What is a common path to                             
become a new (peri-)urban farmer?

• Business idea
• Business Model Canvas
• Business plan 
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From business idea to business plan
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Business models of urban agriculture

• Specialization

• Differentiation

• Diversification

(van der Schans, 2010)

• Cost reduction

• Differentiation

• Diversification

• Shared Economy

• Experience

• Experimental

(Pölling et al., 2015)

When adjusting adequately to the cities, “commercial 

farming in urban areas is surviving and even prospering.” 
(Gardner, 1994: 100)
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What is happening out there?

EFUA: European Forum on Urban Agriculture

• RWTH Aachen University
• 2020-2024
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What is happening out there?

FoodE

• University of Bologna
• 2020-2024
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What is happening out there?

Food Shift 2030

• University of Copenhagen
• 2020-2024
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What is happening out there?

• proGIreg, Clever Cities, ConnectingNature, EdiCitNet
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What is happening out there?
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What is happening out there?
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What is happening out there?

• Research programme: 2021-2027



Wir geben Impulse!

Fachhochschule Südwestfalen

How to start in urban agriculture

from business idea to business plan

Sarajevo University 
November 27th, 2020, Online - Dr. Bernd Pölling



Sarajevo University (UNSA), November  2020

51, Bernd Pölling – Fachhochschule Südwestfalen

Project number: 586304-EPP-1-2017-1-BA-EPPKA2-CBHE-JP “This project has 

been funded with support from the European Commission. This publication 

reflects the views only of the author, and the Commission cannot be held 

responsible for any use which may be made of the information contained therein”

How to start in urban agriculture

from business idea to business plan


