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Who would have thought that a farmer out of a small town in Ohio, who had his meager beginning by selling cider and apple butter out of his horse wagon, would transform his small business into a billion dollar company?  Despite the tremendous success of the Smuckers company, Smuckers has been able to maintain the values that founder JM Smucker began with.  These core values are Quality, People, Ethics, Growth, and Independence.  All levels of employees at Smuckers have taken JM Smucker’s values to heart which has positioned them as a leader in the fruit spread market for more than 100 years.


To be able to survive for over a century, they have also expanded their product line to include peanut butter, peanut butter and jelly blends (Smuckers Goober), and ice cream toppings including syrups and hot fudge.  They have established market maturity, with stable profit throughout the years, they have to keep up with technology and stay competitive with pricing to stay on top of the game.  Smucker’s notable brands under the SJM family include Jif, Folger’s, and Crisco. With a variety of products and a strong portfolio, through the words of their slogan: “With a name like Smuckers, it’s has be good”

   
 To remain competitive, Smuckers needs to think about emphasizing new product lines catering to different tastes and creating a stronger organic image.



   
As a company, JM Smucker has certainly established a well-recognizable brand in various food product categories. Its brand Jif is a leader in the peanut butter group; and so is Crisco in the oils and food shortening class. But in the multi-market arena, JM Smucker has to compete with other reputable corporations such as: Conagra Food, General Mills, Kraft Foods and Unilever. Below are some comparable metrics showing Smucker’s standing in comparison to these other kitchen giant brand names.
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However, this study focuses mainly on Smucker’s organic fruit preserve product line. Currently, the main leaders in the fruit spread market aside from Smucker’s are: Mary Ellen, Knott’s Berry Farm and Dickinson’s.  Nevertheless, we’ll not consider them as Smucker’s competitors since all of these three brands are also owned by the JM Smucker corporation. Mary Ellen is Smucker’s value brand; both Smucker’s and Knott’s Berry Farm are in the premium category while Dickinson’s is the so-called luxury line.  Hence, in this specific food category, we have identified two other competing brands vying for the top position alongside Smucker’s: St. Dalfour and Bonne Maman.


St. Dalfour was established in 1984 in Southern France and has remained family-owned ever since. They have globally expanded to about 90 countries worldwide in only 26 years; and will be targeting 35 more countries in 2010.  St. Dalfour maintains strict standards – from meticulously selecting their raw products all over the globe to patenting a special pasteurization process – in order to promote uncompromised healthy and quality eating. 1 Their product line does not only include fruit spread but microwaveable packages meals, teas and honey. Below is a SWOT analysis for St. Dalfour. 
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Another leading competitor is Bonne Maman.  Like St. Dalfour, Bonne Maman also has its roots in France. Bonne Maman translates to grandmother in French; which implies “this is the closest you can get to homemade”. 2  Currently, “Bonne Maman is the largest exporter of jam in the world. It’s image, reputation and worldwide distribution make Bonne Maman one of the most famous brands that represent France abroad.” 3 Their brand relies on tradition of quality; making it “the #1 selling line of specialty preserves providing the Gold Standard against which all other premium preserves are measured.” 4 Below is our SWOT analysis for Bonne Maman.
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Though both based in France, these leading competitors, St. Dalfour and Bonne Maman, deal with similar opportunities and threats as the US-based Smucker’s organic fruit spread line.  All three brands have to strive for a bigger market share in the booming organic food industry, while tapping into the world of e-commerce.  All three likewise fear that the organic food line might just be passing fad; at the same time, pushing for further global expansion can be quite a feat.  
_____________________________________________________________________       

1 St. Dalfour, http://www.stdalfour.com.au/, Smucker’s competitor. Retrieved on April 17, 2010.

2 Worldfiner.com. Website featuring Bonne Maman products. http://www.worldfiner.com/inventory/index.php?action=viewprod&num=3, Online Seller of Bonne Maman products. Retrieved on April 20, 2010.

3 Amazon.com. Bonne Maman product specifics. http://www.amazon.com/exec/obidos/ASIN/B0001W2YWY/3dgazo399-20, Online Seller of Bonne Maman products. Retrieved on April 20, 2010.

4 Bonne Maman, http://bonnemamanpreserves.com/, Smucker’s competitor. Retrieved on April 20,2010.
 

 

 

  
In 1897, Jerome Monroe Smucker first pressed cider in Orrville, Ohio, USA.  One of his first products was apple butter, which he sold in a container bearing a hand-signed seal. The J.M. Smucker Company was incorporated in 1921 and began making preserves and jellies in 1923. Shares were listed on the New York Stock exchange in 1965. The ticker symbol is SJM. SJM had sales of 3.8 billion dollars, net income of 266 million dollars and 4,700 employees in the fiscal year ended April 30, 2009.

 
JM Smucker defines four product markets in which it operates: U.S. Retail Coffee market, U.S. Retail Consumer market (including peanut butter and fruit spreads), U.S. Retail Oils and Baking Market, and Special Markets (including Canada). 

              JM Smucker produces packaged food products under 33 brand names distributed in the USA and Canada. 24% of all SJM sales occur in Wal-Mart stores. SJM's largest product line is Coffee with 25% of sales, including the Folger's brand, acquired in 2009 from the Procter & Gamble Company.   Below is a chart of some notable brands under the SJM family derived from the Smucker’s home page.

	
	

	JM SMUCKER FAMILY BRAND
	MARKET

	Smucker's
	Fruit Spread

	Mary Ellen
	Fruit Spread

	Knott's Berry Farm
	Fruit Spread

	Dickinsons
	Fruit Spread

	Jif
	Peanut Butter

	Crisco
	Oil/Shortening

	Dunkin Donuts (under licence)
	Breakfast

	Folgers
	Coffee

	Pillsbury (under licence)
	Breakfast/Baked good

	Eagle Brand
	Condensed Milk

	R.W. Knudsen Family
	Beverages

	Hungry Jack
	Breakfast foods

	White Lily
	Baking goods

	Martha White
	Baking mixes


              Fruit spreads were 9% of annual sales in 2009. SJM has sold increasing volumes of fruit spreads in recent years. SJM fruit spreads are sold in North America. SJM is the leading marketer and manufacturer of fruit spreads in North America. SJM offers "natural" food products in several product categories including fruit spreads.

              SJM's strategic vision is to own and market food brands which hold the number one market position in their category, with an emphasis in North America. The principal corporate officers are members of the Smucker family which include Co-CEOs Timothy Smucker (Chairman) and Richard Smucker (President).

In its Statement of Culture (http://www.smuckers.com/family_company/investor_relations/), the company expresses a strong interest in treating its stakeholders well:

Why We Are, Who We Are...Our Culture
A culture of dotting the i’s and crossing the t’s...
Of doing the right things and doing things right...
A culture of growth -- individual and as a company.
It’s who we are. It’s because of who we are.
It’s a result of living our Basic Beliefs...
Our Commitment to Each Other. To our consumers
and to our customers.
As we look to the future of unlimited possibilities,
we recognize the principles that are instrumental
to our success...
A culture deeply rooted in our Basic Beliefs...
Guideposts for decisions at every level...
Why we are who we are.
A culture that encourages commitment to each other...
Clear communication and collaboration...
Vision...A culture of appreciation. 

A family-sense of sharing in a job well done...
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(Dollars in thousands, except per share data) 2009 2008 2007 2006 2005
Statements of Income:
Net sales $3,757,933  $2,524774  $2,48,017 $2,154,726 $2,043,877
Income from continuing operations $ 265953 § 170,379 $ 157219 § 143354 § 130,460
Discontinued operations = = = = (1,387
Net income $ 265953 $ 170379 $ 157219 § 143354 § 129,073
Financial Position:
Total assets $8192,161 $3,129,881 $2,693,823 $2,649,744 $2,635894
Cash and cash equivalents 456,693 171,541 199,541 71,832 57,580
Long-term debt 910,000 789,684 392,643 428,602 431,560
Shareholders’ equity 4,939,931 1,799,853 1795657 1,728,059 1,690,800
Other Data:
Capital expenditures 5 108907 § 76430 § 57002 $ 63,580 S 87576
Common shares repurchased — 2,927,600 1,067,400 1,892,100 368,678
Weighted-average shares 84,823,849 56226206 56,432,839 57,863,270 57,086,734
Weighted-average shares — assuming dilution 85,285,211 56,720,645 57,056,421 58,425361 57,748,780
Earnings per common share:
Income from continuing operations $ 314 $ 303 $ 279 $ 248 § 229
Discontinued operations = = = = 0.03)
Net income $ 314 $ 303 $ 279 $ 248 $ 226





   (The J.M. Smucker Company, Annual Report, 2009)          
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The line chart above displays the Net Sales from 2005 to 2009 with data derived from SJM’s 2009 annual report.  From 2005 to 2007 sales were steady with gradual growth.  From 2007 to 2009 their sales significantly increased from 2.15 to 3.8 billion demonstrating positive growth.

  
The company website http://www.smuckers.com provides extensive information about the company and its products, offers products for purchase, and contains links to websites dedicated to many of the individual brands.


 

   
JM Smucker Co. has been in business for over 100 years, producing fruit spreads and other foods primarily in North America.  SJM also has business in Canada and Mexico.  
Smucker's has many customers of all ages in a market of very large scope. Three types of retail customers are:

1. Families. The mother typically buys groceries, including fruit spreads, for her family. She does most of the cooking for her family. She decides what food to buy. She wants to buy healthy foods for her family. She has some concern for proportions of sugar, calories and nutrition in the diet. Fruit spreads are easy to use in preparing meals and convenient while traveling or picnicking. This is Smucker's traditional target market.

2. The Health Conscious. This type of customer prefers healthy, organic, natural foods. Some are vegetarian. If she can't afford organic food, she will buy the best fruit spread that she can pay for. This customer is very concerned about low sugar and good nutrition. 

3. Single Adults. This type of consumers includes college students and recent graduate adults. Some college students living near universities probably prefer to eat jam with breads as their breakfast or dinner. They enjoy eating in restaurants. They like convenient food. They don't like to spend a lot of time cooking. Fruit spreads are easy to use in preparing meals and convenient while traveling or picnicking.

  
Below is a chart that provides some examples of the segmented target market’s Activities, Interests, and Opinions.  Smuckers develops their products with these AIOs in mind to satisfy their customer’s different tastes.

	
	ACTIVITIES
	INTERESTS
	OPINIONS

	Families
	cooking; park; beach; movies; school 
	Home; family; food; health; media; community
	education; economics; culture; products; social issues; politics; traditional values  

	The Health Conscious
	cooking; sports; gym; health or nutrition classes
	health care; natural or organic food; health products
	health; economics; natural; harmony

	Single Adults
	study; work; party; travel; school; company
	sports; entertainment; vacation; community; social groups 
	convenience; simple; economics; future; social responsibility ; 



Smucker’s Market Share. http://www.smuckers.com/products/group.aspx?groupId=1. Retrieved on April 25, 2010.
      

 
 
PRODUCT DESCRIPTION
 
Smucker's fruit spreads include preserves, jams, jellies, marmalade, fruit butter, and low-sugar and lite varieties of spreads.  

 
All types of fruit preserves are generally made from fruit, sugar and pectin (some very high-end products don’t use pectin because of the high concentration of fruit). These days, in addition to or in place of sugar, many manufacturers use corn syrup or high fructose corn syrup, as both are cheaper sweeteners. Pectin is a type of fiber that occurs naturally in the cell walls of most fruits. 

 
The Nibble Magazine about Specialty food, describes the differences among the varieties of fruit spread: A jelly is made solely from the juice of a fruit. Typically, jellies are the stiffest type of fruit preserves. 

· A jam is a thick purée, made from fruit pulp or crushed or mashed fruit. 

· Preserves are similar to jams, but they consist of chunks of fruit (or even whole fruits) in thickened syrup.  

· Marmalades are preserves, too, but they’re usually citrus-based. 

· A conserve is a jam made from a blend of fruits. Conserves usually contain some form of citrus, as well as nuts and/or raisins; many contain alcohol, too. 

· Fruit butter is a thick, smooth mixture, most often flavored with spices. 

 


Fruit spreads commonly include fruit juice concentrates or low-calorie sweeteners, replacing part or all of the sugar.  A jar of Smucker's strawberry jam lists as ingredients:

*  Strawberries
*  Sugar
*  High fructose corn syrup
*  Fruit Pectin
*  Citric acid

 
Fruit and sugar are the raw material for any kind of jam. Corn syrup, is used in foods to soften texture, add volume, prevent crystallization of sugar, and enhance flavor. 

 
High-fructose corn syrup, distinct from corn syrup, is created when corn syrup undergoes enzymatic processing that produces a sweeter compound containing higher levels of fructose.  

Pectin, is a substance contained naturally in some plants. It is produced commercially as 

  a white to light brown  powder, mainly extracted from citrus fruit, and used in food as a 

  jelling agent particularly in jams and jellies.

Citric Acid, is used for flavor and to prevent crystallization of sugar. Even though any kind of preservative is listed on the labels, some variety of jams may contain few amounts of food preservers like sodium.

PRODUCT PACKAGING
 
Packaging involves promoting, protecting, and enhancing of the product. As characteristics of Smucker's fruit spread packaging we can list the next attributes:
 Promotion
 
Smucker's labels are simple: the highlight the name of the Company "SMUCKER’S" on top of the   labels, in the middle you have a picture of the fruit, and at the bottom part is the name of the fruit and the kind of spread. On the right side you may find in small prints: "Since  1897", promoting experience in the market, and on the left side the net weight of the fruit spread.

 
As required by law the back label describes the ingredients and nutritional facts and SKU number. As promoting social responsibility you may see a logo of the Boys & Girls Club of America and a catch phrase that says: Proud sponsor of Boys & Girls clubs of America.

Protection and Enhancement of the Package
 
Packaging and marketing were taken for granted at Smucker's until 1938, when Willard decided that the traditional crockery was too heavy and awkward to ship. He wanted to shift to a more modern glass package without losing the Smucker reputation for "old-fashioned" quality. The glass jar he designed and later trademarked reflected the old crock, and its label, showing a pioneer woman boiling up a batch of apple butter over an open fire, reinforced Smucker's quaint image. The new package was a success; after its introduction, sales surpassed the $1 million mark in 1939. The new jar and label also garnered the company an award from the National Packaging Show for best packaging design success. (www.fundinguniverse.com/company-histories/The-JM-Smucker-Company-Company-History, April 23, 2010). The current jar has a safety button on the metal lids that pops up when tamper is evident. Jars are also made out of recyclable material, and the design allows them to be stacked on the shelves. 
[image: image7.jpg]



 


Identifies and lists Smucker’s strengths and weakness with its opportunities and threats.
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"Smuckers Brands" include Smucker's, Knott's Berry Farm, Smucker's Orchard's Finest, Dickinson's, Double Fruit, Crosse & Blackwell, Mary Ellen, Slenderella and others (Smucker, Form 10-K, 2009).  

 
Smucker's prices are about the same as those of competitors except for some competitors' higher-priced specialty products. For any jar of a competitor's fruit spread, we can find a jar of Smucker's about the same size and about the same price.  
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When we chart prices per ounce, our graph resembles a classic demand curve, with larger quantities at lower prices. We find Smucker's brands all along the curve.
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Source: Brockman, On-site survey, 2010

 

 
The J.M. Smucker Company is the leading producer of jams, jellies, and preserves in the United States. Smucker's products can be found in stores like Costco, Walmart, Safeway and Target. Smucker's single serving packages are also found in restaurants and hotels.

In Walmart about 25% of the space dedicated to fruit spread is occupied by Smucker's products and placed at 3/4 height of the shelves. The prices here are significantly lower than any other store.  At Safeway, about 50% of the space dedicated to fruit spread is occupied by Smucker's products. They are located at the top level and the central level and the heavy containers of two and three pounds are at the bottom shelf. Safeway has the largest assortment of Smucker's products.

Another big store where you can find Smucker's products is Target, with not a very wide assortment. About 25% of the space dedicated to fruit spreads is occupied by Smucker's products.

 
It is also important to highlight here that stores like Walgreen, CVS/Pharmacy, Rite Aid and small grocery stores don't have a significant distribution of Smucker's products. Whole Foods stores  don't have any Smucker's product on display despite of its large assortment of fruit spreads.

  
Smucker's Company also offers products on its web page  http://www.smucker.com/shop_smuckers/  (April 29, 2010) including special gift packages and  novelties. As  we can appreciate the distribution on line is not intended to compete with the stores' distribution.

The main high-speed jelly and preserve producing plant is in Memphis. That plant also serves as a distribution center for more than 1,500 Smucker products. (Novel Guide, 2010) Smucker's also distributes part of its products through a third party Distributor. 

 
  
How Smucker’s has withstood the several economic downturns in the course of its century-old existence is a significant question to ask. Though the company has mainly capitalized on the concept of “American Traditions”, Smucker’s still believes in the power of promotions and good reviews. From enhancing their online marketplace, to sponsoring recipe and essay competitions, to garnering several awards, Smucker’s has successfully maintained a well-respected household name. 

            Keeping up with the electronic/internet age was the first order of business. When Smuckers launched its website, it did not only focus on online purchasing. Smucker's website also include fun computer games for kids to get them familiarized with a variety of Smucker's jelly, and peanut butter, and other products.  In fact, Smucker’s website has been regarded as “the largest collaborative effort among food, beverage, and consumer product manufacturers that seek to create efficiencies on a global level over the Internet… And in 1999, The J.M. Smucker Company was honored for e-business excellence in RSM McGladrey Inc.'s first-ever "Outstanding Mid-Market Business Web Site Awards,” for Smucker’s consistent utilization of technology in enhancing their productivity and customer service.”  1
            Another well-known promotion stint is Smucker’s participation in the prestigious Official 44th Pillsbury Bake-Off. Last April 13, 2010, 100 finalists competed in a multi-category recipe competition which comprised of: Breakfast & Brunches, Entertaining Appetizers, Dinner Made Easy and Sweet Treats.  The cook off was held in Orlando, FL for cash and merchandise prizes totaling $1,050,200.  Included in the list of required ingredients are the Smucker’s fruits spreads, jams, jellies, ice cream toppings. 2
            Similar to the Pillsbury Bake-Off is the Annual Smucker’s Traditions Recipe and Essay Contest. Participants are encouraged to mail or email original family recipes that have been passed down for at least two generations. By doing so, loyal Smucker’s customers are able to look back to their roots; and in turn, further strengthening Smucker’s reputation as an age-old tradition in American households.  Recipe senders are not the only participants in this contest. Their website also features online voting for entries; thereby making the Smucker’s promotions even broader. 3
            Smucker’s likewise promotes creative minds among youths.  This April 21, Smucker’s will be awarding over $1050 savings bonds to winners of their Creative Writing Competition in the 2010 Memphis in May International Festival.  This year’s featured country is Tunisia and budding writers from grades 4 to 12 nationwide are encouraged to write creative essays, fiction, and non-fictional entries in relation to Tunisia.  4
            And perhaps, the most renowned promotional venture of the company is the Smucker’s Stars on Ice Tour which started in 1986. 5  Still produced by Olympic Gold Medalist Scott Hamilton, this year’s tour will begin in April 1st, in Fort Myers, FL and will visit 40 cities across the United States, coming to a conclusion with a grand finale on May 30 in Portland, OR.  Their 2010 concert tour will feature Olympic skating icons such as: Evan Lysacek, Sasha Cohen, Todd Eldredge and Michael Weiss. With tickets starting at $25, the 2010 Smucker's Stars on Ice Tour one of our country's most affordable family entertainment options. And as a sign of goodwill, a portion of Smucker's Stars on Ice proceeds will likewise benefit the Boys & Girls Clubs of America.6
            But perhaps, the greatest promotion for the company is their product itself. In 2009, Smucker’s Strawberry fruit spread won the Chef’s Best Award for Best in Taste.  Chef’s Best is an independent judging organization comprised of expert professional chefs with totally unbiased criteria, dedicated to recognizing and honoring America’s best food and food-related products. According to Chef’s Best, “Smucker’s fruit spread won the ChefsBest Award because of its natural strawberry flavor and appetizing presentation. The spread’s appearance was bright and shiny, with visible seeds and tender fruit pieces.”. 7   No wonder, it was not difficult for Smucker’s to win a market share of about 40 percent in the retail jam market by the mid-1990s.8
            Even environmental advocates praise the Smucker’s innovative thinking. The “most notable among Smucker's environmental efforts was the introduction in 1995 of a six-pack beverage container made of paper-board. This was to replace the plastic version, which not only threatened wildlife but also was not easily recyclable.” 9  By the end of the decade, most retail beverage containers have followed Smucker’s lead towards more sustainable eco-friendly practices.

            Finally, one does not have to leave the Smucker’s company to realize the company’s innate leadership.  “Since the 1998 inception of FORTUNE Magazine's annual survey of the 100 Best Companies to Work For, The J. M. Smucker Company has consistently been recognized as one of the top 25 companies to work for in the United States.” 10  And by 2004, Fortune Magazine has finally ranked Smucker’s as #1 in its 100 Best Companies to Work For list. 11


1 Ohio University. (2004) Team Case Study on Smuckers. Retrieved on April 15,2010 from http://oak.cats.ohiou.edu/~bd163100/esp/final.doc
2 Pillsbury Company.(2010) Official Rules for Annual Pillsbury Bake Off Competition. Retrieved on April 15,2010 from  http://www.pillsbury.com/bakeoff/about-the-contest/rules/rules.htm.  
3 The J.M. Smucker Company. (2010) Official Rules of Spreading Smucker’s Tradition Recipe and Essay Contest. Retrieved on April 15,2010  from http://www.smuckers.com/promotions/traditions2009/OfficialRules.html
4 Memphis in May International Festival (2010)  Retrieved on April 15,2010 from http://www.memphisinmay.org/competitions
5 Ohio University. (2004) Team Case Study on Smuckers. Retrieved on April 15,2010 from http://oak.cats.ohiou.edu/~bd163100/esp/final.doc 
6 Smucker’s Stars on Ice Tour Official Website (2010) Retrieved on April 15,2010 from http://www.starsonice.com/figure-skating/?content=tour
7 Chef’s Best Website (2009) Best Taste Winner for Fruit Spread Category. Retrieved on April 15,2010 from http://www.chefsbest.org/strawberry-fruit-spread-award-winner-10175.htm
8 Novelguide.com. Case Study on Smucker’s Company. Retrieved on April 15,2010  from  http://www.novelguide.com/a/discover/cps_01/cps_01_00151.html
9 Novelguide.com. Case Study on Smucker’s Company. Retrieved on April 15,2010 from http://www.novelguide.com/a/discover/cps_01/cps_01_00151.html
10 The J.M. Smucker Company (2010). Newsroom page. Retrieved on April 15,2010  from  http://www.smuckers.com/(S(dh4g5145tsjdv3yhud32fo55))/family_company/newsroom/archive/squeeze.aspx
11 Ohio University. (2004) Team Case Study on Smuckers. Retrieved on April 15,2010 from http://oak.cats.ohiou.edu/~bd163100/esp/final.doc
 
 

 
 
Smuckers Fruit spreads, which include jams, jellies and preserves, are all categorized as an American staple.  Their emphasis on quality and consumer relationships along with their strategic goals to maintain their place as the leader in the fruit spread market has kept their competitors at their heels.  They have been able to consistently increase in revenue throughout the years by keeping up with technology with the latest software enabling them to create efficiencies in manufacturing, by their business partnerships (i.e. Kellogg’s, Pillsbury) and through product development.  SJM has maintained their appeal by staying true to their 5 core values of: Quality, People, Ethics, Growth, and Independence.  For Smuckers to maintain their strong market share, the company should consider exploring new markets overseas and emphasizing product lines including different flavors and an organic line.

 
Amazon.com. Bonne Maman product specifics. http://www.amazon.com/exec/obidos/ASIN/B0001W2YWY/3dgazo399-20, Online Seller of Bonne Maman products. Retrieved on April 20, 2010.

Bonne Maman, http://bonnemamanpreserves.com/, Smucker’s competitor. Retrieved on April 20,2010.

Brockman, D., On-site survey of four grocery stores in Petaluma, CA, USA, April 2010.

Chef’s Best Website (2009) Best Taste Winner for Fruit Spread Category. http://www.chefsbest.org/strawberry-fruit-spread-award-winner-10175.htm Retrieved on April 15,2010.

Cleveland.com. Retrieved April 26,2010. 
" 

http://blog.cleveland.com/business/2008/06/with_folgers_purchase_smucker.html. 


Funding Universe, Companies history. Retrieved on April 23, 2010 from http://www.fundinguniverse.com/company-histories/The-JM-Smucker-Company-Company-History.html
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